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Executive Summary
United Network of Young Peacebuilders is a non-governmental youth organisation working on issues such as peacebuilding and conflict transformation. It is a network organisation consisting of 49 member organisations around the world. The network is steered by the Secretariat, the International Steering Group and the board.  
As a global network, communication is one of the biggest challenges that UNOY Peacebuilders faces. The member organisations are spread across the world and information needs to be fluently disseminated to many different audiences. Therefore, a well-written and implemented communication plan is important. However, in the case of UNOY Peacebuilders, the communication plan has not been fully implemented and communication within the network does not function as efficiently as it should. 

The current communication plan itself is the biggest obstacle hampering implementation. Most parts of the plan have not been clearly formulated and it is too vague to be of practical use to the organisation. Especially the target audiences need to be defined in much more detail to ensure that information is of use to all target groups. Furthermore, the plan is missing a monitoring and evaluation component which makes it difficult to see whether the communication activities are actually making a difference.
In addition, there is a need to make communication within the network more interactive. The website is one of the main channels which can be improved in order to foster two-way communication more efficiently. This can be done, for example, by making contact details to the Secretariat more visible and by updating information more often. Communication with the ISG should also be improved to ensure that they are more aware of things going on in the Secretariat. Moreover, by doing more research on the external publics, it will be easier to target information in order to make sure that all audiences are getting the information that is most useful for them. 

The improved communication plan can finally be implemented by including an action plan in the plan itself. This means that all the communication objectives in the plan are broken into a series of actions that need to be carried out in order to achieve the objectives. An action plan is a clear overview of all the different tasks required to implement the communication plan and makes it easier to take the plan from words to action.
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Introduction
The United Network of Young Peacebuilders (UNOY) is a global network of youth organisations that are committed to establishing peaceful societies (“Who We Are”, n.d, “UNOY Peacebuilders: Bringing youth together for peace”, para. 1). The organisation comprises of the International Secretariat, the International Steering Group, the board and the member organisations (i.e. the network).  
As a global network, communication is one of the biggest challenges that UNOY has to deal with on day-to-day basis. Communication is mostly electronic, which means that it is possible to keep the costs of communication low while still being able to quickly and efficiently disseminate information to different audiences around the world. However, some member organisations do not necessarily have access to internet as regularly as others might which seriously hinders their ability to be in contact with the International Secretariat. 
It is for these reasons that a detailed and well-founded communication strategy is important. Communicating with 49 member organisations all around the world is a major challenge, considering issues such as time difference, internet access, language barriers and cultural differences. Furthermore, it is not merely enough to have a good communication strategy in place – it also needs to work and be efficient. The member organisations should also be involved in the work of the network to a much larger extent to increase the advantages that being a member poses for the organisations. That is why the communication strategy of UNOY is vital for its operations. 
A new communication plan was developed for UNOY Peacebuilders in June 2011. So far, however, it has not been fully implemented or been taken advantage of. This all became clear in February 2012 in the meeting of the International Steering Group in The Hague, and it was mutually agreed that communication within the network needed to be improved. Moreover, the International Secretariat is also hoping to make communication with member organisations more interactive, as at the moment it is largely one-way communication. In order for that to be possible, the strategy will need to be improved and properly implemented to overcome the issues that affect communication between different cultures, countries and continents. 

The objective of this research is to improve the current communication strategy so that communication within the network will become more interactive and the plan can better be implemented. In order to do so, the current communication plan of UNOY Peacebuilders will need to be analysed to establish what parts currently hinder interactivity and implementation. After, ways to make communication more interactive will be looked into and finally, solutions for implementing the plan will be looked at in order to have a clear implementation plan for the improved communication plan.
This research paper will aim to find an answer to the following question: 

How can the current UNOY Peacebuilders communication strategy be improved to allow increased interactivity and better implementation? 

In order to find an answer to the central question of the research, several sub-questions have been prepared. Each sub-question will form one chapter of the report, and contribute towards answering the central question. 

The sub-questions are the following:

1. Which theories best describe the problem faced by UNOY Peacebuilders?
2. What is UNOY Peacebuilders like as an organisation?

3. What is the current communication strategy of UNOY Peacebuilders like?

4. How can interactive communication be better facilitated?

5. How should the improved plan be implemented?

The research methods used in this research were desk research, secondary data and a questionnaire. The research was started with the desk research, which included material about UNOY Peacebuilders as well as relevant theories about creating a communication plan, building dialogic relationships with audiences and implementing a strategy. The literary sources were carefully selected and taken from reliable sources. The number of sources selected was not too exhaustive to ensure consistency throughout the report.
After the desk research, two online questionnaires were created – one for the ISG and one for the board. Both focused on their opinions on communication within the organisation and how they think communication could be improved. In addition, the ISG members were also asked to reflect on communication between the member organisation they represent and the Secretariat. A link to the online questionnaire was sent to the email addresses of all members of the board and the ISG and it was eventually filled in by all except for one representative from both bodies.
In addition, an annual questionnaire sent by the International Secretariat  to the member organisations was used in this research. It is sent to the member organisations at the end of each year and it focuses on gathering information about what the member organisations had been doing in the past year and how they feel about being a member of the network. Although the questionnaire did not specifically focus on communication within the network, some relevant questions were raised and points made which will be useful in this research.
1. Theoretical Framework and Best Practices

This chapter will give an overview of theories that can be used in the research conducted at UNOY Peacebuilders. It will start by explaining some important concepts that are central for the research. Afterwards, it will introduce important aspects in developing a communication plan for a non-profit organisation, which can be used to analyse the current communication plan. It will then move on to describing the guidelines and best practices for interactive communications. Lastly, it will highlight some important aspects in implementing a communication strategy.  
1.1 Relevant concepts
A non-governmental organisation (NGO) is an organisation that exists for non-profit purposes and is active on local, national or international level. They are mission-oriented and normally created for a specific cause. Their roles, among many others, are to provide information to encourage political participation, monitor policies and advocate for their cause. They also provide expertise and analysis about the issues they are working with (Definitions of NGOs, n.d. para. 1).
A network organisation can be defined as comprising of two or more organisations that are involved and form a relationship which can be either formal or informal (Cheney, et al., 2010, p.167). Networks are often global in their reach, and they have joined forces to enable a stronger organisation and to combine their resources. 
Once a communication plan has been adopted, it will need to be implemented. This means that the organisation will need to turn the plan from words to concrete activities that need to be carried out in order to achieve the goals set in the plan (Strategic Implementation, n.d. para. 1). 
1.2 Communication plan

The main theory used in analysing the current communication plan of UNOY Peacebuilders is based on the Seven Steps to Creating a Successful Plan described by Patterson and Radtke (2009). The book highlights all the important aspects in reviewing the communication plan of a non-profit organisation and provides a practical guide for creating a strategic communications plan. The book is based on the principles and approach developed by Radiant Communications, Inc.    
Important concepts
A strategic communications plan refers to an implementation plan which is meant to help a nonprofit organisation to achieve its overall strategic goals (p.1). It should build on the vision, mission and objectives of the organisation. Furthermore, the planning process of the communications plan should focus on setting measurable goals for reaching, informing and motivating those audiences that are most important to the organisation’s mission (p.2). 

There are five important aspects that need to be thoroughly determined and stated in each strategic communications plan: 

1. Target audiences
2. Communication objectives
3. Key themes and messages

4. Strategies and dissemination vehicles

5. Monitoring and evaluation 
Target audiences consist of those groups and individuals that are most likely to help a nonprofit to fulfill their mission (p.65). Patterson and Radtke also highlight the importance of choosing the right audiences and that the organisation needs to focus on those audiences that it has real potential to reach. These audiences can be divided into three different publics - the active public (already involved with the organisation), the engaged public (already working on the issue) and the aware public (already aware of the issue or can be persuaded to get involved) (p.65).

Once the target audiences have been defined, the organisation needs to find out as much as they can about those groups. This will allow the organisation to identify the best ways to reach the specific audiences and formulate messages that are efficient. By getting to know each of their target audience, the organisation does not have to rely on simply trying to reach out to the ‘general public’ which constitutes the entire population of the world. Instead, they can focus their resources on the most important publics and have better chance of achieving their objectives.  
Communications objectives should be formulated in a way that they answer the question ‘What do we want our target audiences to do?’ (p.2). In addition, they should support the strategic goals of the organisation. Communications objectives describe the audience that needs to be reached, the change that is desired in them and the time frame in which the result is to be achieved. 

An important aspect of communications objectives is that they need to be measurable and easily monitored and evaluated (p.80). There are a few rules that help develop measurable objectives. Firstly, the objective needs to be clearly articulated as was described above. Secondly, the specific targets should be described in numbers or percentages of an established figure. Thirdly, it must be specified what evidence needs to exist in order to determine that the objective has been met. Lastly, there needs to be a realistic time frame to ensure that the task is completed (p.81).  
A message should reflect on what the organisation is doing, why it is doing it and why it matters. It is a complete thought that offers the audience reasons to act on behalf of the organisation. A good message will match the organisation’s goals and values with the beliefs and opinions of the audience. Furthermore, each organisation should have more than one message for each issue it is concerned with (p.88). In addition, each organisation should identify three or four key themes which are used as a foundation for message development and that represent what the organisation stands for (p.89). 
In order to develop efficient messages, the organisation needs to have thorough knowledge of its audience. It needs to know what is important to the audience, which messages are likely to go through and which would not have a positive impact on the audience. In addition, the language and imagery used are also crucial in developing effective messages (p.87). 

The message development process composes of four key steps (p.88). Firstly, the key themes need to be identified. Secondly, the message frames (the publics understanding of a specific issue) need to be decided upon. Thirdly, the umbrella message (an organisational description that can be used by anyone) needs to be created. Lastly, the messages are developed by using a ‘message triangle’, which helps the organisation to craft the messages based on three main components – the issue, importance of the issue and action requested. 
Communications strategy refers to the organisation’s approach to disseminate the messages (p.113). It defines the actions that the organisation is going to take in order to get their messages through to the audiences. The communication strategy determines the different communication vehicles (also called channels or methods) which are going to be used to deliver the messages to the audiences. There are five different forms of communication vehicles – face-to-face, print, audio, video and electronic communications (p.127). Each vehicle has both benefits and challenges, and the organisation needs to decide which ones will most likely be effective with their target audiences.  
When choosing the communication strategies, it is important to determine whether they are appropriate for the different audiences. Patterson and Radtke define seven different criteria for selecting strategies (p.113). Firstly, the organisation needs to look at the responsiveness of the audience which is determined by their daily routines and experience of the world. Secondly, the organisation will need to have established a relationship with the audience for some strategies to work. Thirdly, the organisation needs to take into consideration the audience’s perceptions on the issue and decide whether to take an emotional or rational approach when disseminating a certain message. Fourthly, it is important to think about how certain messages might be further disseminated by the audience and to ensure the strategy used by the organisation does not enable the message being wrongly understood at the other end. Fifthly, the organisation needs to make sure it can implement the strategies it has chosen to use. Sixthly, the organisation must be able to afford to use the strategies. Lastly, some strategies can be adapted to disseminate same messages to multiple audiences at the same time. 
Monitoring and evaluation make it possible for the organisation to see if their activities are actually working and generating the wanted result (p.151). This means that the communication plan must include some sort of tracking, monitoring and evaluation component. Tracking is the most basic way of measuring and simply counts different communication activities that were carried out. Monitoring communications looks at the change that occurs in the target audience of the communication strategy. Evaluation allows the organisation to demonstrate results that were identified from tracking and measuring the different activities.
1.3 Interactive Communication

Because communication in the UNOY Peacebuilders network is mostly facilitated by the internet, it is possible to utilise the articles ‘Building Dialogic Relationships Through the World Wide Web’ (Taylor, and Kent, 1998) and ‘How activist organizations are using the Internet to build relationships’ (Taylor, Kent and White, 2001) as the main theoretical frameworks for electronic communications. The first article discusses how the internet can be used to facilitate dialogue between publics and provides five guidelines for successfully integrating dialogic public relations on organisational websites. The second article looks into how activist organisations are using their websites to build relationships with their audiences.  
But what is actually meant by interactive communication or “dialogue”? According to Habermas (1990) ethical communication should not be dominated by one party, and that dialogue occurs when parties mutually decide to “coordinate in good faith their plans of action” (as cited in Kent & Taylor, p. 324). Kent and Taylor, themselves define dialogue as the “negotiated exchange of ideas and opinions” (p.325). 

As stated by Taylor and Kent (1998) the internet can be seen as a ‘multi-channel environment’ that can facilitate dialogue between an organisation and its audience (p.322). Despite interaction between groups and individual is physical, Internet communications can still include a personal touch and make it possible to reach traditionally isolated groups. Furthermore, the internet is a ‘low cost, direct and controllable communication channel’ which facilitates the possibility to network with like-minded organisations (Kent, et al., 2001, p.264). 
Furthermore, Kent and Taylor present five principles that can be used as guidelines for successfully integrating dialogic public relations on organizational websites (p.326-331). These provide a good basis for theory that can be used when reviewing interactivity on the UNOY Peacebuilders website. 

Principle one: The Dialogic Loop

The dialogic loop refers to the possibility of the general public to approach and query the organisation online. In turn, the organisation has the chance to respond to questions, comments and problems. Maintaining a dialogic loop requires commitment from the organisation and willingness to respond to any comments in a timely manner.  

Principle two: The Usefulness of Information

It is important for websites to provide valuable information that is content-driven as opposed to highlighting ostentatious graphics. Especially today, having eye-catching features in an effort to keep audiences on the website seems to override the provision of good and reliable information. Furthermore, the site needs to be logically structured so that information is easy to find. It is also important that the information considers the audience and what is important to them.
Principle three: The Generation of Return Visits (RV)

Frequently updating information is one of the most important features that make publics return to a website. Special forums, new comments and online Q&A sessions are some of the features that make the website attractive for users and encourage them to return. However, generating return visits should not become the objective of the website – the information must still be relevant and interesting for the publics to maintain a dialogic relationship. 

Principle four: The Intuitiveness/Ease of Interface

Information on the website should be provided to the user as efficiently and quickly as possible. Too many graphics or random links leading to the desired page will only annoy users who are in a hurry to find what they are looking for. The site should be as easy to use as possible and not require the latest versions of software. Kent and Taylor point out, that it would be a good idea to let users choose between ‘basic’ and ‘supercharged’ versions where the former offers the text without special effect and the latter includes all the features for more advanced users. They suggest that this would allow the users to “interact with the organisations on their own terms and does not engender a feeling of inadequacy or intimidations in the users” (p.330).

Principle five: The Rule of Conservation of Visitors

The last principle focuses on external links on websites. Kent and Taylor note, that websites should only provide ‘essential links’, because once the user leaves the website through another link, they might never come back. Once the user has found their way on the website, it should not be made to easy for them to go look for the information somewhere else.

2. UNOY as an organisation

United Network of Young Peacebuilders (UNOY – pronounced ‘You know why’ Peacebuilders) is a global network of youth organisations that are committed to establishing peaceful societies. It is a non-political, non-religious and non-governmental organisation, which aims to provide youth with tools to contribute towards lasting peace within their communities (“Who We Are”, n.d, “UNOY Peacebuilders: Bringing youth together for peace”, para. 1-3). 
The organisation was founded in 1989 and it was first known by the name of United Nations of Youth. In the beginning, the organisation was run from a private home and costs for running the office were low. During the first few years since its inception, the activities of UNOY Peacebuilders differed considerably from one another until it was finally decided in 1993 that it was to be a peace organisation. Over the years, UNOY has further narrowed its scope of activities, changed its name to UNOY Peacebuilders and continued professionalizing the organisation. Today, it is spread across the world on five continents with members in more than 30 countries (United Network of Young [UNOY] Peacebuilders, 2010).
The vision of UNOY Peacebuilders is that of “youth committed to building together a world in which peace, justice, solidarity, human dignity and respect for nature prevail” (UNOY Peacebuilders, 2011, p.3). Its mission is to “link up young people’s initiatives for peace in a global network of young peacebuilders, empower their capacities and increase the effectiveness of their actions” (p.3).
UNOY Peacebuilders’ main areas of action include advocacy and campaigning, capacity building and gender mainstreaming (“Who We Are”, n.d, “UNOY Peacebuilders: Bringing youth together for peace”, para. 2). They help member organisations in building practical skills for developing peace, bring youth together in different events around the world, share information about issues related to youth and peacebuilding, give advice and (administrative) support for their members. Furthermore, they carry out research and raise funds for projects. The capacity building activities of UNOY Peacebuilders are mostly carried out by using non-formal education methods, which can be done in the forms of study sessions or training courses (para. 5). 
2.1 Organisational structure
The steering of the network is done by the International Secretariat (IS), the Board and International Steering Group (ISG), and the network itself consists of 49 member organisations from around the world. In addition, the network also uses resource persons on voluntary basis to assist in different events and projects. All of the actors in the organisation will be considered in turn to explain their role and responsibilities. The organisational chart of UNOY Peacebuilders can be found in the appendix. 

2.1.1 International Secretariat
The International Secretariat (from now on referred to as the IS or the Secretariat) is situated in The Hague, the Netherlands, and it consists of the International Network & Programme Coordinator (INPC), the International Secretariat & Outreach Coordinator (ISOC) and the Financial Officer. In addition, there are a number of interns working in different roles from 4-6 months at a time. The two coordinators form the management team (MT) of the Secretariat and are in charge of overseeing the activities of the IS (UNOY Peacebuilders, 2011, p.8).  
The main function of the Secretariat is to ensure the daily functioning of the organisation, coordinate and implement the different activities of the network and to support the members. Furthermore, the Secretariat is in charge of developing, running and evaluating projects raising funds and drawing up strategies. The board and the ISG should be consulted when it comes to bigger decisions and issues concerning the direction of the network. 
2.1.2 International Steering Group

The International Steering Group (from now on referred to as the ISG) is the body within the UNOY Peacebuilders representing the member organisations. The ISG currently consists of five members all of whom are part of the member organisations in the network. Members of the ISG are selected for a period of two years and they promote the work of the network. The ISG meets face-to-face once a year and gives strategic advice on the planning of activities, priorities and the thematic orientation of the network (UNOY Peacebuilders, 2011, p. 6). 

Reflections on communication

Four out of five ISG members responded to the questionnaire about their perceptions on communication within the organisation. There had already been talks about the need to improve communication during their meeting in February, 2012. The questionnaire focused on their opinions about the communication between the Secretariat, the ISG and the member organisations they represent. The ISG also made suggestions for improving communications which will be considered in chapter four. 
The ISG members made several points of improvement with regards to communication between them and the IS coordinators. Firstly, they feel that communication should be more frequent, with Skype calls every few months and thorough briefings ahead of the call. Secondly, communication tools and channels need to be simplified, and there needs to be a better balance of disseminating information. Thirdly, their role in consultation and decision-making should to be clarified and there should be clear policy as to when the ISG is to be consulted. 
When it comes to communication between the member organisation they work for and the IS, all except for one feel that communication is not sufficient. The members do not always feel that information they receive from the Secretariat is relevant for them and that there should be more targeted information for specific regions. Furthermore, the members often struggle to feel connected to the Secretariat as the staff changes very regularly and they can not identify a contact person. It was also suggested that a common platform for all members in the network might help with increasing the amount of communication.
2.1.3 The board

The board is the legal body of UNOY Peacebuilders, which is registered in the Netherlands as a foundation. It is composed of six members, two of which are general members, one treasurer, one secretary and two co-chairs. Their role is to approve the overall plans and the budget, overview financial administration and decide on hiring staff. The members of the Board are selected based on their experience in the fields of peacebuilding, organisational development, financial management and past involvement with the activities of UNOY Peacebuilders. Furthermore, they are voluntarily part of the board and do not receive financial remuneration (UNOY Peacebuilders, 2011, p. 7). 
Reflections on communication
Five out of six board members responded to the questionnaire about communication within the organisation. The questionnaire focused on finding out how often the board members keep in touch with the IS coordinators, how they feel about the communication within the network and how they think communication could be improved. Their suggestions for improving communications will be further considered in chapter four.
Overall, the board members are satisfied with communication. All except for one state that they are satisfied with the frequency of communication between the board and the IS coordinators. Furthermore, four of the respondents believe that there are no major problems when it comes to communication with the coordinators, although they would hope to receive more direction from the Secretariat with regards to communication to best support and build the organisation. 
The board members did make suggestions for improving communication in general within the network, however. Firstly, the board and the member organisations should contribute more towards the newsletter content and there should be more reflections on current issues and conflicts. Secondly, there should be more focus on the expertise of the members as well as an easy search to the network. Thirdly, activities could be better documented with the help of videos. 
2.1.4 Resource persons

The resource persons consist of people with expertise in areas that are related to the activities of UNOY and who have indicated willingness to help and volunteer with UNOY Peacebuilders. All resource persons are placed on a mailing list, and there is a call out for volunteers whenever necessary (UNOY Peacebuilders, 2011, p. 9). 
2.1.5 Members

The members of the UNOY Peacebuilders network are youth-led organisations or groups and they are selected to join the network based on their activities, thematic orientation, interests and geographical location. A call for new member organisations is sent out each year. At the moment there are 49 members in the UNOY Peacebuilders network (UNOY Peacebuilders, 2011, p. 10).
Members benefit in many different ways from being part of the network. Firstly, they can coordinate and participate in projects organised by the Secretariat. Secondly, they are able to network and connect with other organisations that have a similar cause. Thirdly, they can benefit from research and information gathered by the Secretariat, which they can use in their own activities. 
When joining the network, the organisations remain independent and are responsible for developing and implementing their own projects. However, they are expected to contribute to the network in the form of ‘peace tokens’ which are services or written contributions that help strengthen the network. The peace tokens are system adopted instead of the member organisations having to pay a membership fee.

Reflections on communication
At the end of 2011, the member organisations were sent an annual questionnaire, which focused on gathering information on what the organisations had been working on, what kind of projects they had carried out and how they felt about being part of the UNOY Peacebuilders network. The questionnaire was filled in by 24 organisations out 49.

Many organisations indicated that they were pleased with being members of UNOY Peacebuilders and they felt they were benefiting from the membership. Some positive aspects that were mentioned included the possibilities to make new contacts, to collaborate in projects with the Secretariat and to build the capacity of the organisation. Only two organisations made comments about the lack of contact between the Secretariat. 

Considering that only 24 member organisations replied to the questionnaire, however, it can be argued that there are problems with communication and commitment within the network. Most of the organisations that filled in the questionnaire are active members who have collaborated in projects with UNOY Peacebuilders in the previous years. Furthermore, there are many organisations in the network that have not been able to be contacted despite various efforts. Therefore, despite the fact that the Secretariat does make effort in order to engage the members, it is also the responsibility of the member organisations to be more engaged and involved. In the end, the Secretariat can offer them the tools to participate but it is up to the members themselves to use them.
3. Analysis of the Communication Plan
The current communication plan of UNOY Peacebuilders was adopted in June, 2011 (appendix 3). Despite that, communication within the network is still not working as efficiently as it could. The ISG feels there is not enough communication between them and the Secretariat, the member organisations are not involved in the network as much they optimally should be and there needs to be a better overview of all communication messages and vehicles. Therefore, it needs to be established how the communication plan of UNOY Peacebuilders can be improved to make communication within the network more interactive and make the strategy easier to implement.
3.1 Target audiences
The audiences in the UNOY Peacebuilders communication plan are divided into internal and external audiences. As defined by Patterson and Radtke in chapter 1, an organisation needs to focus its communication efforts on the active, engaged and aware publics. Internal audiences could therefore be considered as the active public. The internal audiences listed in the communication plan are the following: 

1. Members and Affiliates (globally)

 2. Students and youth in Peacebuilding 

3. UNOY alumni 

4. Interns and volunteers
Several necessary improvements can be seen with the internal audiences. Firstly, the ISG and the board are not mentioned as internal audiences although they certainly should be. Secondly, students and youth in peacebuilding should be considered external audiences, as internal audiences are normally those who are either part of or closely involved with the organisation (“Internal audience”, n.d, para. 1). Thirdly, audiences should also be considered separately because they require different messages and communication strategies. 

The external audiences, on the other hand, should include the engaged and aware publics. The list of external audiences is the following: 

1. Non-members (globally): youth organisations/structures (including student’s organisations) 

2. Corporate donors and partner donors 

3. Young social entrepreneurs and youth business leaders 

4. Civil Society Organisations 

5. Educational institutes 

6. Government donors (NL, EU and European government donors/agencies) 

7. Intergovernmental organisations 

8. Donor agencies and foundations (worldwide) 

9. General public 

10. Policy-makers and organisations at national/European/international level and 

11. Resource people: (potential) Friends of UNOY.

The main problem with the external audiences is that they are not defined well enough. For example, there are too many different kinds of intergovernmental organisations and it should be specified what sort of organisations are included. Furthermore, and as criticized by Patterson and Radtke, ‘general public’ is too vague of a target audience.

To properly focus their communication efforts, the external target audiences need to be reconsidered, narrowed down and specified to a larger extent. They should also look into determining who their engaged and aware publics are. The communication efforts can only succeed if they are aimed at the right audience.  

In addition, it is necessary for UNOY Peacebuilders to properly research their audiences. At the moment, due to the fact that the audiences have not been defined well enough, there is not enough information about the engaged and aware publics. It is already known that they are either interested or involved in issues related to youth and peacebuilding, because they have chosen to follow UNOY Peacebuilders on social media or have signed up for the newsletter. However, by finding out more information about the external audiences it will be easier to target communications better and make sure messages get through and make a difference on those audiences. 
3.2 The objectives

The UNOY Peacebuilders communication plan makes a distinction between two different categories of objectives – overall communications objectives and specific objectives, which are defined to achieve the overall objectives. The overall communication objectives are then matched with the specific target groups, messages and vehicles to disseminate them. 

Based on the theory by Patterson and Radtke in chapter 1, several problems can be identified. Firstly, it is not clear whether the objectives have been formulated to help the achievement of overall strategic objectives. This is crucial as otherwise the communication plan will not contribute towards the achievement of overall goals of the organisation. Secondly, the objectives are not articulated clearly enough. Instead, two different groups of objectives are listed (overall and specific), and in addition, several other objectives are further described elsewhere in different sections of the communication plan. Thirdly, the specific objectives do not actually specify the overall objectives, and they seem rather irrelevant to one another. 

It is therefore clear that the objectives need to be re-formulated and further defined. They are a vital part of the communication plan as the rest of the plan is built upon the objectives. Furthermore, the communication objectives need to be defined to allow active monitoring and evaluation so that achievements and necessary improvements can easily be identified. 

3.3 Main theme and messages
The UNOY Peacebuilders communication plan only names one central theme, and it defines a central theme as “the cue through which the organisation should be viewed and its activities interpreted”. However, the central theme is provided in the form of a tagline (“Bringing youth together for peace”). Patterson and Radtke (2009) make clear, that although a message might reflect on a tagline or slogan, they are not actually the same thing (p.87). Furthermore, there should be more than just one theme based on which the messages are developed.

Therefore, to allow proper grounds for message development, UNOY Peacebuilders needs to identify three or four key themes which are based on the mission, vision and goals of the organisation. The themes can then be “mixed and matched” to create messages that support each other and are effective (Patterson and Radtke, 2009, p. 89). The tagline can surely be used, but they are mainly meant to put emphasis on the message and make it more memorable for the target audience.  

The messages in the communication plan require a lot of work. As was established above, the themes have not been properly specified, which also manifests itself in the messages. Furthermore, only one of the messages was actually formulated as a full sentence. The rest were short and impartial lines that did not constitute effective messages. For example, ‘UNOY Peacebuilders: Youth advocates for peace’ is more of a tagline than a message, while a proper message is meant to convey a complete thought. 
3.4 Tools and the communication strategies

The UNOY Peacebuilders communication plan shortly presents a strategy for disseminating messages for internal audiences but does not provide any strategies for external audiences. It mentions the need for internal communications to be a dialogic process and that there needs to be a double-way flow between the IS and the members. It highlights the fact that the new website will enable the members to dialogue and exchange information between them. 

The communication plan provides an incomplete overview of the communication vehicles used by UNOY Peacebuilders. For example, the newsletter is not mentioned as a communication vehicle for the member organisations while an interactive website with a membership section is. At the moment, the interactive section of the website, however, is not in use and the newsletter is one of the most important ways in which the IS communicates with the members. Furthermore, the connection between communication strategies and vehicles has not been clearly established and the strategies do not follow the seven criteria for choosing appropriate communication strategies, as was explained by Patterson and Radtke. 

3.5 The missing element – monitoring and evaluation
The communication plan is completely missing an effective monitoring and evaluation component. It only lists some indicators for the different communication objectives which can all be stated in numbers. Mere indicators are not enough to measure the impact of communication efforts and there is a need to establish a more extensive strategy for monitoring and evaluating success. 
4. Improving communication and making it more interactive
Although the communication plan of UNOY Peacebuilders needs to be improved, it does not mean that communication within the network is completely inexistent. On the contrary, UNOY Peacebuilders is currently taking advantage of a range of different communication vehicles. The problem, however, is that it is mostly one-way communication. Especially internal audiences need to be more involved in communication within the network to allow them to not only receive information but share their own knowledge and expertise as well as to hear about activities carried out by other member organisations. 
Therefore, this chapter will look at how communication is currently working in the organisation despite what has been written in the communication plan. It will then look at what the main problems with communication are and how they can be improved. At last, practical suggestions for improving communications and making it more interactive with the different audiences will be made. 

4.1 Current ways of communication

As described by Patterson and Radtke, there are five different forms of communication – face-to-face, print, audio, video and electronic (p.127). At the moment, communication within the network is mostly electronic. However, they also have different print material at hand that is distributed at different events attended by the Secretariat. In addition, face-to-face meetings are held with the board every month, with the ISG once a year and with partners and donors whenever possible and necessary. Audio and video are not used as communication tools although the website does have a Video Gallery section. This section is empty, however.  
As mentioned, communication within the organisation is mostly electronic. The main channels for disseminating information include email and mailing lists, the website, social media pages Facebook and Twitter and the monthly newsletter. In addition, UNOY Peacebuilders also has profiles on a range of networking platforms which are dedicated to organisations and individuals active in the fields of peacebuilding, youth issues or international development. They are mostly used for finding resources or posting calls for applications for certain projects. 

So what are the problems that UNOY Peacebuilders faces in communication? It was pointed out by an ISG member in the questionnaire that there is a need to simplify the messages and the medium. Using multiple communication channels can confuse the audience as it is not always clear which channels to follow for specific information. If it is not possible to find all information easily in one place, some messages might get lost in the jungle of different communication channels. Therefore, there needs to be a better overview of the different channels available while still offering the user the chance to find everything they might need in one place.

Communication should also be better targeted towards the right audiences. It was criticised by the ISG as well as some member organisations in the questionnaire that information in the newsletter is often irrelevant for some members and communication is normally targeted at a larger group instead of individual organisations. While the newsletter, for example, might be useful for the general publics, it is currently being used as one of the main communication tools for the member organisations. There needs to be a division between communicating to the internal audiences (the members, the ISG) and communicating to the general publics as they often have different information needs.  However, in order to be able to provide useful information for the external audiences, more audience research will need  to be carried out in order to gain understanding of their interests and information needs.
Furthermore, communication between the Secretariat and the ISG needs to be improved. Communication needs to be more frequent and the ISG members need to be more aware of their role and the processes of consultation and decision-making. Considering that the ISG (and the board) were not even mentioned in the communication plan, there is currently no coordinated communication efforts directed at them. This is one of the main things that will need to be improved in the communication plan. 
4.1.1 Analysing the website 

One of the problems of communication within the UNOY Peacebuilders network is that communication is mostly one-way. As was explained by Taylor and Kent (1998) organisational websites can be used to build relationships with the publics and they further defined five principles that are meant to guide an organisation’s efforts in building dialogic relationships with the publics on their website. The UNOY Peacebuilders website will therefore be analysed based on these principles to see how the website can be improved to help make communication more interactive.

Principle one: The Dialogic Loop

The website allows users to comment on the news articles and blog posts on the website. Furthermore, there are contact details for the Secretariat and the staff on the website. The address and phone number to the Secretariat and the email address of one of the coordinators are visible at the bottom of each page. In addition, it is possible to find email addresses to each member of staff at the Secretariat. 
However, finding the contact details might prove to be difficult for a user who enters the website for the first time. Contact details are not under a link that is specifically labelled ‘contact us’, which is typically the case on most websites. Therefore, to enable the general publics to easily and intuitively find contact details to the Secretariat, a “contact us” page should be added on the website. 
Principle two: The Usefulness of Information

The main purpose of the website is to inform the user about UNOY Peacebuilders as an organisation. There is a lot of information about the organisation, the steering structures and activities and projects. In addition, there is information about how to get involved with network, including internship and volunteering possibilities. However, very little is dedicated to those who are already familiar with the organisation. For example, member organisations and the ISG members can only really benefit from the news and resources on the website. 
In addition, it was suggested in the questionnaire responses by the board and the ISG that the website does not make it clear enough what it is that UNOY Peacebuilders does and that the projects should also be presented more clearly. This information does not come across immediately when entering the website and the user does need to look for it. 

Principle three: the Generation of Return Visits (RV)    

As referred to before, there is a news section on the website. The news is updated once a month when the newsletter comes out. The newsletter is sent to nearly 2000 recipients, who can view the first two lines of each article on the newsletter page that will link them to the article on the website should they wish to read more. There is also a blog on the website, but at the time of writing, it is not updated very often. Information on the website, therefore, is rather static, and does not encourage users to return to the website very often.
Principle four: The Intuitiveness/Ease of Interface

The first impression of the UNOY Peacebuilders website is good. The main colours – orange and purple – are pleasant to look at and the pictures slowly rotating on the banner give the home page a nice overview. Text throughout the website is clear and easy to read. Headings are always highlighted with a different font and colour so it is easy to scan through the pages. Furthermore, items seem to be well organised and pages are not too crowded. 

However, the site can be difficult to navigate for a new user. Quite many clicks are needed to get to certain areas of the website. And as mentioned before, the contact details for staff members are available on the website but it might not be clear for the users where to find them.  

Principle five: the Rule of Conservation of Visitors
There are a lot of links on the website. They can mostly be found in the middle of the text as hyperlinks. In addition, the website has a section for external links as well, which can take the user to other sites which are dedicated to relevant issues to UNOY Peacebuilders. Most of the links in the text simply lead to other parts of the website and it can not be said to deter users away from the UNOY Peacebuilders website. 
The website analysis reveals three main points for improvement in order to make it more interactive. Firstly, contact details to the Secretariat should be made easier to find. Secondly, information should be updated more often to ensure users to return to the website more often than once a month. Thirdly, the website should be made easier to navigate to enable the users to quickly find the information they are looking for. 
4.2 Improving communications
Simplifying the medium

Considering the range of different audiences that UNOY Peacebuilders has, it is not an option to reduce the amount of channels. Instead, there should be clear process on how to provide new information and which channels are used for dissemination. It should be made as easy and clear as possible for the audience to receive information.

The website should be used as the primary channel through which information is provided. It is normally the first place where a new user learns about the organisation and it is the place where to look for more. Therefore, all information and news that UNOY Peacebuilders wishes to disseminate to its publics should also appear on the website. They can then be put through different channels as well in order to reach more people. This way, there is a clear overview of all the different information on the website but the users can still choose if they would rather receive information through another medium. 

For example, UNOY Peacebuilders is organising a workshop in The Hague and they are locally looking for 30 young people to take part in it. First, they need to make a page for the event on the website that describes what the workshop is about, who they are looking for to participate and how to apply. This information should be easily found on the website and attract the attention of those who enter the website. Then, they need to spread the message further by, for example, posting it on Facebook and writing about it on the newsletter. The opportunity can basically be advertised on as many other channels as they wish as long as it links back to the website that has the original information. 
Not all users necessarily have the time to check the website multiple times a day and they would prefer to read the highlights through social media, for example. Therefore, there should be a clear overview of all the possible channels through which information can be regularly received. One example about how to integrate something like this can be found on WETA’s website (screenshot of the page can be found in appendix 5). They have a separate landing page for their social media on which they hope to connect with their audiences. By adding a simple ‘media page’, it is easy to have a clear overview of all the different channels UNOY Peacebuilders has to offer, explain the kind of information that the specific channel disseminates and just let the audience choose what to follow. 

Targeted communications

It was already established in chapter three that the target audiences in the UNOY Peacebuilders communication plan are not defined well enough. There is therefore no (clear) overview of the different communication channels, what their objective is and who they are meant to reach. This could be considered as one of the reasons why communication is not targeted well enough to different audiences and why some might feel information is irrelevant for them. By researching the audiences and including detailed description of each target audience this problem can, at least partly, be overcome. 

With regards to the newsletter, more consideration should be put on the range of topics discussed. Although it is not possible to always please everyone, the content should vary enough to provide something for each audience. It became clear in the annual questionnaire that the newsletter is one of the most important channels for disseminating information to the member organisations as all respondents indicated that they read the newsletter every month. Nevertheless, it has nearly 2000 recipients with the vast majority being other individuals and organisations that have subscribed to it on the website. Therefore, before changing the content too much, it should be determined whether it is even possible to combine the information needs of the member organisations and the external audiences.  
Communication with the ISG

There is a need to improve communication between the Secretariat and the ISG. Communication needs to be more frequent and the ISG members need to be more aware of their role and the processes of consultation and decision-making. However, it should also be noted that communication needs to be dialogic and the ISG also needs to take an active role in contacting and communicating with the Secretariat. It is not enough to simply improve communication from one side as both sides are needed in order to foster a dialogic relationship.
To begin with, it needs to be determined what information needs to be shared with the ISG. The Secretariat has the overall overview of the entire organisation and network and they are in charge of distributing the different information to the different audiences. Therefore, there is a need to establish a clear overview of issues that the ISG needs to know about in order to successfully perform their role in the network. 

Once this has been determined, they will need to choose the correct method of exchanging information. All four ISG members that responded to the questionnaire indicated that the newsletter is the best way for them to receive information about what is happening at UNOY Peacebuilders. Considering that the newsletter is sent to a very large audience, it can not be said to best convey internal messages to the ISG members. However, it might be useful to establish an internal newsletter just for the ISG and the board or send out briefings via email with all the information that is relevant for them. 

Once there is an agreement about the method of communication, the frequency needs to be determined. At the moment, the ISG members communicate with the Secretariat a few times per month which is not frequent enough, as was indicated in the questionnaire. It might be an idea to set clear times for the Secretariat to communicate to the ISG members. For example, by agreeing that a briefing about all the relevant issues is emailed to the ISG members every second Monday, the Secretariat will make sure that they prepare the briefing in advance and include all the important topics. In turn, the ISG members will know to expect the briefing and make time to read and comment on it. Furthermore, by setting regular Skype meetings different issues that have arose from the briefings can be discussed and the consultation and decision-making process will speed up. 

It can not be stressed enough that, in order to maintain frequent and efficient communication between the Secretariat and the ISG, the commitment to do so is needed from both. While the Secretariat needs to take responsibility for providing the ISG with relevant information, the ISG also needs to regularly and in a timely manner to respond to requests, questions and comments made by the Secretariat. Only this way is it possible to make sure that both bodies cooperate and communicate well enough to ensure smooth running of decision-making and consultation process that help achieve the goals of the organisation.
4.3 Increasing interactivity on the website
The website analysis already revealed three aspects of the website that can be improved – clearer contact details, easier navigation and more frequent posts. In addition, based on a range of different blogs by communication and public relations professionals, there are a few other basic tips that can help boost interest around the UNOY Peacebuilders website. In the following, some of the best suggestions will be highlighted.

Contact Us and About Us pages – some of the most basic but crucial pages that every nonprofit should have on their website. They help the audience to easily understand what the organisation does and how they can be contacted most efficiently (Mathias, 2010, “10 Pages Every Charity Website Should Have”).
Self-explanatory content – users will be jumping around the website instead of neatly following each link in turn. It should therefore be made sure that each page is self-contained and is not hiding behind a series of links (LaCroix, 2006, “Content is king online”).
Make immediately clear what the organisation does – not all users will know what the organisation is so consider adding a short description on the homepage to make sure there is no confusion (Chapman, 2009, “Non Profit Website Design: Examples and Best Practices”)  
Integrate with social media – Facebook and Twitter offer great widgets which can be used to integrate the organisation’s social media profiles on the website to make it easy for users to follow the social media feed and subscribe to it. Content on the website can also be easily shared on Facebook by integrating ‘like’ buttons on pages and posts (“Five Ways to Integrate Social Media Into Your Nonprofit’s Website”, 2011).
Frequent blogging – a blog can be used to build closer relationships with audiences by considering their concerns and interest, giving them the chance to react and take part. It will also give audiences a reason to frequently return to the website (Haydon, 2011, “11 Benefits of Blogging for your Nonprofit”). 
5. Implementing the strategy 

Despite the fact that the communication plan has not been fully implemented, communication within the network obviously still takes place. The newsletter is sent out every month, posts are continuously published on Facebook and there is constant communication between the Secretariat and some member organisations. Communications activities take place constantly with or without a properly implemented plan.  
However, it is still important to implement the plan to make sure that communication is organised and strategic. Having a clear strategy in place provides an overview for all new interns and staff about the communications activities and ensures better continuation. In addition, it is easier to keep track on how successful the activities are and how communications can be improved.
Because UNOY Peacebuilders is a small organisation, it does not need an extensive implementation plan. Instead, implementation could best be done in the means of an action plan. This action plan would clearly state all the different activities and responsibilities that need to be carried out in order to achieve the objectives. It would make clear what needs to be done, by whom and by when. Including the action plan in the communication plan itself will make the plan more concrete and much easier to implement. It also provides an easy way to track what is being done.

To make an action plan, the objectives in the communication plan will need to be broken into a series of concrete steps or actions. With each objective it should be mentioned which activities will be carried out, who will be responsible for executing them and by when should the activities be finished. In addition, it should also be mentioned what the possible risks might be, which resources are needed for carrying out the activities and how much budget is needed (“Strategic Implementation”, n.d. “Covering all your bases”, para. 2). 
For UNOY Peacebuilders, before starting to create an action plan, the communication plan itself will first need to be improved and extended, as has been established in this report. However, in order to to set an example and to ensure that the communication plan will be improved, an action plan can be establish to implement the suggested changes as well as the interactive aspects. 

The first part that is needed for the action plan are the objectives which aim to implement the changes recommended in this plan. The communication plan can then focus on ensuring the smooth running of communication activities and the achievement of overall goals. Based on the findings of this report, the following objectives can be established:

1. Improve the communication plan of UNOY Peacebuilders;
2. Improve interactivity on the website;
3. Simplify message delivery;
4. Establish knowledge about the external audiences of UNOY Peacebuilders; 
5. Develop a standard communications strategy for communicating with the ISG. 
Once the objectives have been established, concrete actions should be formulated for each of them. One objective can have multiple actions that are required to achieve it. In addition, for each action, the following characteristics should be identified: who is responsible for the task, when is the deadline, what are the risks, which resources are required and what the budget is. 

The action plan for achieving the above mentioned objectives can be found in the appendix. It might still need to be further defined by the Secretariat especially with regards to the budget and more specific deadlines. All in all, the action plan provides a guide for implementing the suggested changes established in this report and provides an example for implementing the improved communication plan of UNOY Peacebuilders. 
Conclusion
A communication plan should be one of the most important documents in an organisation. It supports the achievement of overall goals and helps create an organisational feeling among the staff and members. Especially in an international organisation, where communication must take place across borders and cultures, a well-founded plan is vital. 

UNOY Peacebuilders does currently have a communication plan, but despite it, communication within the network is largely one-way and the plan has not been implemented in its entirety. This is one of the reasons why the members do not feel very connected to the organisation and why there are communication problems with the International Steering Group. Therefore, it is clear that the communication plan will need to include a more interactive approach and the plan will need to be properly implemented.  

So how can the current communication plan of UNOY Peacebuilders be improved to allow increased interactivity and better implementation?

To begin with, the current communication plan will need to be readjusted. The plan is currently too vague and lacks clear formulation of objectives and messages. In addition, the communication activities have not been targeted well enough. There is not enough knowledge about what the information needs of different external audiences are which leads to the same information being disseminated to all audiences regardless their preferences.

Secondly, communication activities within the network are not interactive enough and interactive features will need to be integrated into communication strategies and vehicles. The website will need to be readjusted to increase more interactive features such as a ‘contact us’ page and information should be updated more often. Strategies and vehicles mentioned in the communication plan should also focus on allowing a dialogic relationship between the Secretariat and different audiences.
Thirdly, there needs to be a proper monitoring and evaluation component. Without it, it will not be clear whether the plan has been properly implemented and whether the desired results have been achieved. A monitoring and evaluation plan will also help identify shortcomings in the communication plan so that it can be further adjusted to ensure maximum impact. 

Finally, the plan will need to include a concrete guide on how it should be put into action. Vague statemements will only make it more difficult to understand what needs to be done next. A clearly formulated action plan will make it easier for everyone understand their role, responsibilites and activities in putting the plan into action. 
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The Appendices
Appendix 1: Questionnaire for the board

1. How long have you been a member of the Board of UNOY?
· Less than 1 year

· 1-2 years

· More than 2 years

2. How much time do you spend per month on tasks related to the Board?
Less than 10 hours

10-20 hours

More than 20 hours

3. How often do you keep in touch with other members of the Board?
4. How do you keep track on what is going on at UNOY?
· Email

· Facebook

· Skype/phone

· Twitter

· Website

· Other:

5. Are you aware of what the current communication strategy of UNOY entails?
· Yes

· No

6. How often do you communicate with the IS Coordinators?
· At least once a week

· A few times per month

· Every few months

7. Do you think it is enough?
· Yes, it is enough

· No, it’s not enough

· It’s too much

8. What communication tools do you use when communicating with the coordinators?
· Email

· Facebook

· Twitter

· Skype/phone

· Other:

9. What would be the most convenient ways for you to exchange and receive information about what is happening at UNOY? 

· Facebook

· Twitter

· Newsletter

· Website (i.e. blog)

· Regular emails

· (Skype) meetings

· Other: 

10. In your opinion, are there any major problems when it comes to communication between the IS and the Board? What are they?
11. How do you think communication could be improved?
12. Do you think the newsletter is useful when it comes to communication?
· Yes

· No

13. What could be improved regarding the newsletter?
14. What are you satisfied and dissatisfied when it comes to the website?

15. Any other remarks about communication?
Appendix 2: Questionnaire for the ISG
1. How long have you been a member of the ISG?
· Less than 1 year

· 1-2 years

· Longer than 2 years
2. How much time do you spend per month on tasks related to the ISG?
· Less than 10 hours

· 10-20 hours

· More than 20 hours
3. How often do you keep in touch with other members of the ISG?
4. How do you keep track on what is going on at UNOY?
· Email

· Facebook

· Skype

· Website

· Other:
5. Are you aware of what the current communication strategy of UNOY entails?
· Yes

· No
6. How often do you communicate with the IS Coordinators?
· At least once a week

· A few times per month

· Every few months
7. Do you think it is enough?
· Yes, it is enough

· No, it should be more regular

· It's too much
8. What communication tools do you use when communicating with the coordinators?
· Email

· Facebook

· Twitter

· Skype

· Other:
9. What would be the most convenient ways for you to receive information about what is happening at UNOY?
· Facebook

· Twitter

· Newsletter

· Website (i.e blog)

· Regular emails

· Skype meetings

· Other:
10. How often do you check the website?
· Every day

· Few times a week

· Less than once a week

· A few times a month
11. What is your opinion on the website and how do you think it could be improved?
12. In your opinion, what are the main issues when it comes to communication between IS and ISG?
13. How do you think communication should be improved?
14. What are you most satisfied about when it comes to communication with the IS (positive aspects)?
15. How involved is your organisation in the activities of UNOY?
16. Is the communication between UNOY and your organisation sufficient?
· Yes

· No
17. Why is it (not) sufficient?
18. What would be the most convenient way for your organisation to receive and exchange information with UNOY?
· Email

· Facebook

· Twitter

· Newsletter

· Blog

· Other:
19. How often should member organisations receive information and updates from UNOY (ideally)?
· More often than once a month

· Once in a few months

· When there is something important to say

· Other:
20. How often should member organisations update and inform the Secretariat?
· More often than once a month

· Once in a few months

· When there is something important to say

· Other:
21. Do you see the digital gap as a major problem when it comes to communication with the members?
· Yes

· No
Why do you (not) see it as a problem?
If you see it as a problem, how could it be overcome?
Any other comments related to communication?
Appendix 3: Current UNOY Communication plan
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United Network of Young Peacebuilders 

Communications Strategy 

1. Current situation

The United Network of Young Peacebuilders (UNOY) has over the course of two decades been working as an international youth network. UNOY is widely recognised in its own field and does maintain a good reputation. Its active commitment to youth participation and its involvements in high quality training and capacity building programs have helped established itself as indispensible organisation for the youths of today.  

Despite our past accomplishments, we, as an organisation are still miles apart in terms of our communications strategy. The strategies which have been written before are rudimentary compared to other organisations, however, this project enables us to create a blueprint which can be used for future reference. From a communications point of view, the current communication functions of the organisation is segmented hence communication activities are performed by various departments. In spite of this we have achieved a certain degree of exposure both nationally as well as globally, but more could be done to further enhance the image and reputation of UNOY as marketable brand. 

2. Future project objectives

Our future project objectives are to create a communications strategy that can support our project objectives and make UNOY Peacebuilders clearly established as a youth network providing expertise in peacebuilding. 
We believe it would be useful to provide timely and accurate communications that would provide clear information between UNOY and its members and partners as well as to implement a standard communications protocol for our organisation. 
Considering that our projects are aimed at an international audience, hence we should seek to establish a cross-cultural communication manual that caters to the specific regions that UNOY closely works with. 

3. Communications objectives

At UNOY, our aim in designing a communications plan is to focus on the internal as well as external aspects. Through this scheme, we would like to achieve greater awareness for our organisation and to attract new sponsors. We hope to achieve as a result of our communications activities a larger amount of members and donor relations in order to ensure the sustainability of UNOY. Transcending beyond organizations that do have involvement in peacebuilding into those that do not would contribute to the growth of the organisation. 

In addition, internally, we also want to ensure the involvement of the member organizations we are working with and that we represent as a network. In order to do so, a new strategic network planning has been submitted to the ISG. The workplan aims to ensure commitment of the members and better quality communication between the IS and the members and among the member organizations themselves. 
Our Overall Communications Objectives are:
1. develop an ownership and belonging feeling for members/affiliates within the network

2. promote UNOY and its network

3. promote youth peacebuilding issues

4. promote our capacity building activities

5. be established as an important actor in peacebuilding

In order to do achieve these overall objectives, we can define specific objectives: 

1. To build awareness through the use of projects among a wide but defined group of audiences and user groups. 

2. Secure the commitment of a defined group of stakeholders to the project aims. 

3. To influence specific policymakers around key aspects. 

4. To develop internally the same communications format and ensure consistency of the range of communications activities. 

4. Target audiences
Internal Communication

1. Members, and Affiliates (Globally)

2. Students and Youth in Peacebuilding

3. UNOY Alumni 

4. Interns and Volunteers 

External communication

1. Non-members (Globally): Youth organisations/structures (including students organisations)
2. Corporate donors and Private partners
3. Young social entrepreneurs and youth business leaders
4. Civil Society Organisations

5. Educational institutes

6. Government donors (NL, EU and European government donors/agencies)
7. Intergovernmental organisations

8. Donor agencies and foundations (worldwide)

· USIP,

· Charles Mott Stewart Foundation, 

· UN-Habitat…)
9. General public 
10. Policy-makers and organisations at national/European/international level
11. Resource People: (Potential) Friends of UNOY 
5. Communications Mix

5.1 Communication Strategy

The communication strategy is defined by the form and style of communicating with the target group. 


· Internal communication should emphasise a dialogic process of collaboration between the management team and volunteers. The current team structure in management is a right step and be made organisational policy.
· Internal communication between the IS and the members and the members themselves will be strengthened and in double-way flow. So far the communication has been vertical, we tend to make it more horizontal. The system of the Peace Tokens will be reinitialized as an incentive to ensure this and make communication more regular and sustainable. The new network strategy, including the Peace Tokens System, is currently being written. 

· Furthermore, the new website features will enable members to dialogue and exchange among them. 
· The communication process as expressed in the materials utilised will use a rational approach. This is differentiated from an emotional approach often utilised for products and services of low involvement.

·  Peacebuilding is a high involvement issue and both the primary and secondary target groups of the organisation need specialist knowledge and expertise to deal with the subject.

· In order to ensure and maintain both stakeholder confidence and action, communication activities will be geared towards direct contact with the appropriate target group
5.2 Communications Plan

UNOY has prepared a one-year communications plan, and we need tools that are cost effective and quick to utilize during this timeframe. As such we would like to look at both the external and internal communications mix as follows: 

	External Communications Mix
	Tools

	Press


	· Press release

· Radio

· Opinion editorial

· Features

· Features advisories

	Online


	· Website

· Facebook

· Newsletter

· Twitter
· Linkedin

	Print


	· Brochures

· Posters

· Letters

· Leaflets
· Stickers 

	Public Relations


	· Event

· Endorsements


	Internal Communications

Mix
	Tools

	Network
	· New website with a section dedicated to members, platform for members to discuss and exchange between them

· Revised PeaceTokens (incentive) system directly linked to the membership (minimum number of peace tokens required to be a member)

	Office


	· Weekly team meetings 
· Face-to-face meetings and internship follow-up (beginning, mid-term and end of the internship evaluation meeting)

· Newcomers manual

· Administrative guide


5.3 Central Theme

Central theme provides the cue through which the organisation should be viewed and its activities interpreted. UNOY’s new tagline is “Bringing youth together for peace”. 

This wording includes the networking part of UNOY but also expresses its will to motivate and gather youth through its advocacy work on youth and peace issues. 

5.4 Messages for Target Groups 

The messages for each target group are related to the central theme in one way or the other. The messages shall be expressed in the various media for reaching the target group. An overview of the target group and messages can be seen below: 

	Objective 
	Target group
	Message 
	Tools  
	Indicators 

	Develop an ownership and belonging feeling for members and affiliates within the network
	Members and affiliates


	You are the network, we are partners and supporters of one another

We aim to create a real cooperation between the IS and the members and the members themselves, with a double-way communication flow.
	Interactive website with space dedicated to members: presentation of organization, calendar of upcoming events, forum to discuss/exchange/work with other members 
	Number of active members

Number of projects implemented by members in cooperation with the IS or other members

Number of peace tokens

	
	Interns and volunteers
	
	
	

	Promote UNOY (IS) and the network
	Non-members


	Vision & action for peace, 

Activities, projects and toolkits implemented by UNOY
	Website

Facebook (and other social media platform: Youtube, Linkedin, Sparked, OneWorld)

Newsletter

PR

Events (workshop attendance, Friends of UNOY drinks)
	Number of new members applications

Number of new affiliates requests

Number of press/web articles written about UNOY

Number of new donors and partners

Number of institutional events UNOY is invited to

Number of resource person

	
	Public and governmental donors/foundations
	
	
	

	
	Donor agencies 
	
	
	

	
	Private partners and corporate donors, young (social) entrepreneurs
	
	
	

	
	CSOs
	
	
	

	
	Educational structures


	
	
	

	
	Intergovernmental organisations


	
	
	

	
	Policy-makers and organisations (local, regional, international level)


	
	
	

	
	Resource persons


	
	
	

	
	General public
	
	
	

	Promote youth peace building issues
	CSOs
	UNOY Peacebuilders: Youth advocates for peace

Vision & action for peace
	Advocacy

PR: youth and peace related press

Website
	Number of institutional events UNOY is invited to

	
	Intergovernmental organisations
	
	
	

	
	Policy-makers
	
	
	

	
	General public
	
	
	

	Be established as an important actor in peacebuilding
	CSOs


	UNOY Peacebuilders: Youth advocates for peace

Vision & action for peace

Expertise in peacebuilding
	Advocacy

PR

Website
	Number of institutional events UNOY is invited to

Number of received requests/proposals to speak/lecture at events (local, regional, international)

	
	Intergovernmental organisations


	
	
	

	
	Policy-makers


	
	
	

	
	Educational structures
	
	
	

	
	General public
	
	
	


6. Promotion

Positioning 

In aiming at reaching a wider membership base and to strategise better in order to raise funds, UNOY Peacebuilders will strive to position itself based on the following criterions: 

· A professional organisation run by and for youths

· A global organisation that utilizes all major forms of communication technology to create a network of like-minded activists and researchers

· An organisation involved in peacebuilding on a global scale

· A global organisation uniting youth efforts in peacebuilding through networking and advocacy 
As a service organisation working in the non-profit sector, UNOY Peacebuilders is one amongst the myriad of like-minded organisations. However, the unique selling point of the organisation is based on its youth-led structure and its global network of youth members. The perception of UNOY by other organisations is that because it is run by youths, its work may not be adequate. UNOY faces the challenge of raising funds for its activities. It is even more difficult for organisations such as UNOY Peacebuilders involved in areas taken for granted and not accorded adequate public attention.

The key unique selling point of the organisation is the concept of youth working together for peace globally, bringing youth together for peace which by itself is quite attractive and can stand out amongst other organisations. The core values offer the potential for positioning on two aspects: youth-led and global network. The financial strategy is meant to achieve the goals of the organisation on both the short and long term. The challenge of any communication strategy of the organisation is to emphasise the dynamism of youth as a positive instrument for a ‘good cause’. The trend in peace work is changing both on the global level and on the community level. The role of civil society organisations is regarded now more than ever before. Civil society organisations and other organisations working on peace issues do have large influence and network. Strategic partnerships formed with these organisations, though important; need to take cognisant of the values and goals of the organisations.
7. Plan of action

(See retro planning in Annex 1)

1. Logo and new image

The new image of UNOY is based on the new logo. 

The foundation of the concept is to stress the building part of peacebuilding. Bricks are a universal symbol for building, they also stand for the building blocks or tools that UNOY Peacebuilders uses, such as connectedness and expertise. 

The two bricks “United network of Young” and “ Peacebuilders” state who we are. The final brick “UNOY” is the name used on the website or when answering the phone. The letters UNOY are a big part of our identity and should therefore have a prominent role in the logo. 

The handmade style used stands for the human character of UNOY Peacebuilders and reflects that this is a youth(-led) organization. The purple-blue color is a modern reference to the traditional peace color. In the mean time, the purple is more youthful and reflects the dynamism of the organization. 

The shape of an unfinished wall suggests that peacebuilding is a dynamic process, with an active role for the UNOY Peacebuilders. There is still a lot to be done; there is room for more bricks on the wall. 

Finally, the wall also represents the network, each member being a brick. The network/peacebuilding wall can then be extended infinitely. 

2. Website

The new website will be used as an interactive platform to promote UNOY, the network, the activities of the IS and of the members. The design will freshen up the image of UNOY and will translate its dynamism. 

Visitors can sign up online to activities organized by UNOY. They can also download UNOY’s toolkits and member organisations’ publications, and external resources. 

Visitors will be able to react and comment on the news posted on the website. 

The website will also be used as an internal communications tool. A social media is only accessible to the members and the IS. it will enable them to work and discuss online through topical (peace, gender…) and regional forums. This platform is really similar to the Facebook one. That way, registered members will be able to create their own groups and add friends. The members will then have the opportunity to interact and collaborate with other members. This social platform will also boost communication between the members and the IS.

3. Social media

With the launch of the website, UNOY pages on “usual” social media such as Facebook, Twitter, Linkedin will be updated and re-promoted. Dedicated networks (peace-related or CSOs) - such as the Peace & Collaboration Development Network- will be used to promote UNOY’s projects, toolkits and advocacy activities. 

The Linkedin group is dedicated to building a community of Friends of UNOY, people who have been involved with the IS. Information, call for board members, new officers or opportunities for UNOY will be shared by the members. 

4. PR

Through an efficient PR campaign, some projects implemented by UNOY in 2011 are original and have great potential for a bigger outreach than the groups they are originally targeted at. The following projects could have a big impact in The Netherlands and abroad: 

· Hague in Peace (International Day of Peace)

· Youth and Volunteerism in Peace conference

The PR campaign will be initiated by the IS. The first step will be to create a relationship with journalists of selected media (see media list in Annex 2) by sending them the new UNOY press pack. The PR strategy will include press releases and invitation to events and trainings/workshops organized by UNOY. 
5. Advocacy

Finally, UNOY Peacebuilders will rely on specific partners to represent the organisation during certain events such as conferences organized by the United Nations in New York and Geneva. The representatives have to be added to the database of the Economical and Social Council of the United Nations, which will be done by the IS. The representatives are individuals or organisations having worked directly or in close cooperation with UNOY Peacebuilders and must have a very thorough knowledge of its activities, network and advocacy aims. 

The representatives will report to the IS on their advocacy activities on a monthly basis and will regularly write updates for the newsletter.

6. Networking

The methods of dissemination of UNOY’s work are based on several aspects that the organisation is involved in such as networking, training, empowerment for action, advocacy, conferences, trainings and research. UNOY will also organize events such as the Friends of UNOY Drinks to maintain a good relation with its partners and stakeholders and to develop relations with new potential ones. 

Appendix 4: Organisational chart of UNOY Peacebuilders
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Appendix 5: Screen shot of WETA’s media page
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Appendix 6: Action plan for improving communication withing UNOY Peacebuilders

OBJECTIVE 1: Improve the communication plan of UNOY Peacebuilders. 

	Steps


	Deadline
	Person/people responsible
	Risks
	Resources
	Budget

	Read current communication plan and choose elements to keep
	By end of June
	Communication Officer and International Secretariat and Outreach Coordinator (ISOC)
	Lack of experience
	Current communication plan, guide for creating a communication plan
	-

	Re-define objectives (SMART), audiences, messages and strategies
	By end of June
	Communication Officer and ISOC
	Lack of knowledge of audiences
	Overall goals of UNOY Peacebuilders, annual questionnaire 2011,  guide for creating a communication plan
	-

	Research and develop M&E component for the  communication plan
	By end of June
	Communication Officer and ISOC
	Lack of experience
	Guide for monitoring and evaluation of communication plan
	-


OBJECTIVE 2: Improve interactivity on the website 

	Steps


	Deadline
	Person/people responsible
	Risks
	Resources
	Budget

	Add new pages on the website to enhance userfriendliness (e.g. contact us, media page)
	ASAP
	Communication Officer
	
	
	-

	Develop a schedule for new blog posts and articles to be regularly posted on the website
	9 June 
	Communication Officer
	
	People to contribute to the blog, ideas for topics
	-

	Integrate social media feed on the website (Facebook, Twitter)
	End of June
	Communication Officer
	Technical knowledge, capacity of the website
	Technical support
	-

	Create a forum on the website
	End of June
	Communication Officer
	Technical knowledge, capacity of the website
	Technical support
	?


OBJECTIVE 3: Simplify message delivery

	Steps


	Deadline
	Person/people responsible
	Risks
	Resources
	Budget

	Create a specific objective for each communication channel (what purpose does the channel serve?)
	End of June
	Communication Officer and ISOC
	Difficulties in defining objectives and separating the purpose of each channel
	-
	-

	Choose the most convenient channel for each target audience
	End of June
	Communication Officer and ISOC
	Some audiences might require a few different channels
	Audience research
	-


OBJECTIVE 4: Establish knowledge about the external audiences of UNOY Peacebuilders
	Steps


	Deadline
	Person/people responsible
	Risks
	Resources
	Budget

	Define key audiences
	End of June
	Communication Officer and ISOC
	
	Current communication plan
	-

	Choose method for carrying out audience research (questionnaire, focus group etc.)
	End of June
	Communication Officer and ISOC
	
	Online questionnaire
	-

	Carry out audience research and report results
	End of August
	Communication Officer and ISOC
	Difficulties in getting enough responses from each audience
	Vary
	?


OBJECTIVE 5: Develop a standard communications strategy for communicating with the ISG

	Steps


	Deadline
	Person/people responsible
	Risks
	Resources
	Budget

	Discuss with the ISG about best solutions for keeping up frequent communication
	End of July
	Coordinators of the Secretariat
	Not everyone contributes to the discussion
	Time for a (skype) meeting
	-

	Develop a monthly schedule for contact and communication
	End of August
	Coordinators of the Secretariat
	
	
	-

	Decide on the communication vehicle for sending information
	End of August
	Coordinators of the Secretariat
	Not everyone prefers the same vehicle
	
	-

	Decide on policy about response time and consequences for not responding to messages
	End of August
	Coordinators of the Secretariat
	Difficulties in defining consequences for lack of communication
	
	-

	Draw up an agreement which is to be approved by all ISG members
	End of September
	Coordinators of the Secretariat, the ISG
	
	
	-
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