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1. Introduction

This is the evaluation report of the second phase of a capacity building project ~
“effective communication for biodiversity” undertaken by IUCN. This report has, as
an integral part of it, a comprehensive report of the work achieved and the
participants’ evaluation arising from an international workshop “Reflections and Next
Steps in Effective Communication for Biodiversity”.

The project has mentored communication activities in Slovenia, Poland, Hungary,
Slovakia and the Czech Republic. These activities have been based on country
designed communication plans and country determined internal communication
capacity building. The intent of the project has been to expand the number of people
with communication expertise in each country and to deepen the expertise of the
core group from Phase 1 through carrying out communication activities of their
design.

The Dutch Programme International Nature Management 1996-2000 expresses its
interest “to work with and through IUCN" ...and "to make education a priority in the
implementation of the Pan European Biological and Landscape Diversity Strategy”
PEBLDS (5.5). As a measure of this intent, the Netherlands Ministry of Agriculture,
Nature Management and Fisheries and the Ministry of Foreign Affairs funded this
project under the Pin Matra 97 A-2.1.

The project supports the objectives of the Matra Fund and the PEBLDS work
programme by assisting to build capacity in environmental communication
particularly in conservation organisations. Environmentai communication is a paolicy
tool used to gain stakeholder participation in decision making on the environment
and participation of the public in undertaking responsibility for environmental
management.




while working on their chosen activities and to give support to the participants within
their own working context. Also it gave them opportunity, skills and methods 1o
disseminate their experiences from Debe to colleagues who did not take part in
phase 1.

The project supported various national training activities designed to build a critical
mass of people with knowledge of communication strategy and planning. These
training workshops were intended to build more support for communication both with
other conservation managers and with decision makers in the participants’
organisations.

This was to be achieved by demonstrating the value of communication in the projects
undertaken, by advocacy of the facilitators, through decision makers’ participation in
workshaops and through exposure to publications on communication.

In addition to mentoring the core team to undertake communication training, the
project also supported a group to work on a communication activity or product. This
meant overseeing the communication planning, project planning, budget
management and gaining authorisation for the activities — including effective
communication to bosses. Input was made on the quality of the communication
content, as far as possible. Some countries worked on materials such as brochures
and their distribution, others on stakeholder management processes. The approach
was to help the participants to plan as well as possible, but also to recognise that
mistakes would be made. Mistakes of course provide valuable learning, and a
reflective period after each activity was encouraged so as to learn from what went
well and what needed to be improved. For example some learnt about not having too
many in a stakeholder process and learned about being more clear about giving
instructions to participants.

Towards the end of the project an international workshop was held in Slovakia to
which 2-4 representatives of each country came to share what they had done and
learnt, to evaluate what had been learnt and to plan what if anything should be the
next steps in the project. There were 50 % new people in this group, pointing to an
expanded basis of support in 4 of the 5 countries, particularly in Hungary.

4. Objectives

The project sought to achieve the following objectives:

1 Reinforce and build on the communication planning expertise of government and
NGO staff deveioped in Phase 1 so that participants have actually implemented
and evaluated a communication activity in eacn country,

2 Build critical mass of people invoived in communication planning in each country
to number around 20;

3. Train a trainer in communication planning in each country,

4. Translate and provide communication training manuals and checklists from the
training course in Phase 1 in the principal language in each country;

5. Produce an advocacy tool for Directors on the role of communication for policy;

6. Engage Directors of environmental government departments in the
- communication projects so that they support the project and acknowledge its
impact.




Expanding the critical mass with communication skills

Training workshops were held with the participation of nature conservation
professionals — ministry staff, government agency staff, park managers, district
officers - in each country. Participants for these fraining programmes were
selected by methods agreed in each country, sometimes including peopie from
every region. Before some of the country training workshops questionnaires were
sent to participants to assess their expectations and needs and to include these
in the training design.

Applying communication skills to waork with other groups

in other cases the project team worked with different groups, applying their skills
in communication or stakeholder management to work with mayors in Poland,
environmental education university students, karst stakeholders and
communities.
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8 Evaluation

Evaluation by the facilitators of the project

Concept of the project & feasibility of the activities

What went well

Where should we improve next
time

The workshops part of the project were
very successful.

The commitment & team spirit from the
DEBE facilitators was good

Arrangements with IUCN consuitants
seemed to work well after a few initial
difficulties.

Translation and adaptation training
materials from Phase 1

Raising interest and support with bosses
and colleagues

Building further personal capacity with
Phase 1 participants

Introduction of modem communication
concepts to a wider audience around
FPhase 1 participants

Project management arrangements;
staying within time and money budgets

Possibility for regional exchange of
practical experiences

Flexibility to adjust in-country activities to
specific country agenda’s and issues

Some time compensation for people
invoived in NGOs

Continuity between different stages of the
project compare Bialowieza with Krivoklat.

Projects defined in the workshops should
have some means of financial support to
assist delivery and learning

Contact & support from Senior people in
Ministries is vital. (This is now forthcoming
in both Czech Repubiic & Pofand but it
involves as much work as the other
elements of the project)

Each year of the project should be seen as
a part of the overall programme lasting 3-5
years depending on country - see
continuity above.

Steps now need to be taken to begin
institutionalising communication training
and use in ali CEC countries.

No gap between phases

More exchange and interaction during the
project between countries and facilitators
(maybe through email newsletters)

Work-load for counterparts in Government,
NGO's and Institutes too heavy for the
operational financial input

23




Logistics and organisation of the project

What went well - | Where should we improve next time
Relationships with the local facilitators and
IUCN consultants seems to have There were some difficulties over the
developed, promoting an atmosphere of mixture of local funding and its conditions,
trust and professionalism. and the IUCN funding. The result was a
jast minute rush to spend remaining funds
Responsibiiities of consultants for on good projects.

individual countries seemed to work well.
Improve communication between
consultants on progress and difficulties
over different country programmes.

Review overall lessons among the 5
countries for use in future work and [UCN
support from donors.

Distance between country-activities and
project-coordination/lUCN became too big;
And led to unnecessary inefficiency in
project-management.

One more meeting between facilitators
half-way the project, to discuss problems
and show progress.

Evaluation by Participants

Learning was evaluated in the areas of knowledge, skills, and attitudes, as well as
the impact of this learning on performance.

Participants were sent a questionnaire in advance of the workshop and the forms
were collected at the workshop. The responses enabled both a qualitative and
quantitative assessment.

Seven only of the 15 respondents were at the Debe training. We would expect then a
range of responses in terms of lessons learned depending on how long the individual
had been associated with the work. Despite that there is heavy weighting in the
range of 5-6 on a 7 point scale, showing advances in knowledge, skills and attitudes
to communication. '

‘The results are reported on pages 26-33 and 127-135 of the “Refiections and Next
Steps in Effective Communication for Biodiversity”.
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9. Conclusions and Recommendations

The quality of input from the faciiitators was high. All are very experienced in the field
of communication and their standing and professionalism enabled them to be
credible ambassadors for communication with decision-makers. A high return was
received on the investment in terms of products and learning.

Each country contributed the time of government and NGO to participate in the
training activities, in the provision of facilities and even funds for the products.

Peter Bos of the Ministry of Agriculture, Nature Management and Fisheries aiso
supported us in our advocacy for communication with decision makers.

To try to overcome the stop start nature of the project we recommend a 2-year
project for the next phase, proving support to local facilitators. The provision of a
budget to allow for materials production and operations is an important incentive and
removes what can often be an abstacle to go forward quickly.

There is no doubt it is important to continue this project to build on what has begun.
The participants involved in the international workshop suggested critical success
factors for a next phase of work on developing communication competence in their
countries. They were conscious of individual learning needs as well as organisational
needs. In addition the international leverage is important to help raise this issue on
the agenda of national governments. Especially in view of the National Biodiversity
Action Plans that countries are going to try to implement, the skilis the project is
developing will prove even more important for success.

The participants also made recommendations on what could be developed in their
countries in phase 3. These inputs will be used as a basis for dialogue with the
countries to formulate the next project.

At an individual leve!

Confidence, credibility and advice through help desk

Support to analyze, prioritize and plan

Increase in own facilitation and communication skills
. Supportive attitude of bosses and colleagues

increase in critical mass for interactive policy making

Leadership and core group from Debe participants

guuuyuy

This suggests that a follow up programme should include the following
= Training on communication {practical approach) and facilitation
techniques and skiils ( train the trainers further)
= Continuation of heip desk system for country initiatives
= Broaden core group and broaden leadership

At the organisational level critical success factors
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= Inter country exchange
— Communication of results of work to influentials

It is recommended that the project go on to consolidate and strengthen the individual
capacities of the expanded group, to strengthen relations with the governments in
their work on biodiversity action plans and to further encourage government

agencies to incorporate communication in their work.
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PRICEVATERHOUSE( COPERS

Priccwn!crhouscCrmpcrs S
Avenue Giuseppe-Maory 39

i Case postaie 2895

L2411 Geneve 2

Tétephone 022 748 51 11
Télécopieur 022 748 31 13

[nternational Union for the Conservation of Narure
Ms Véromque Lavorel

Chief Financial Officer

Rue Mauvernay 28

1196 Gland

March 20, 2000
384591 A01/T5643/BED

Dear Ms Lavorel,

We have reviewed the documentation supporting the Minisoy of Agriculture, Nature
Management and Fisheries of the Netherlands contribution to "Pan-European Biological
and Landscape Diversity Stratzgy in Central and Eastern Europe”, relation number 122309,
obligation number 3009232, mawa project 97 A-2.1, provided 10 us by the International
Union for the Conservation of Nature (TUCN) and confirm the following:

l.

[

(V¥

Donor funds of NLG 263,000 and NLG 90,000 were cradited w0 the IUCN's bank on
December 31, 1998 and July 12, 1999 respectively.

The respective project ledger reports show the receipt of the funds, as well as the
interest of CHF 1,047 (NLG 1,434.17).

The respective project ledger reports show the expenses relating to the project wotalling
CHEF 278,805.15 NLG 383,817.18)

Expenses are supported by appropriate accounting documents.

[UCN mainrtains separate accounting records for each project.

cc: MrJF. de Leeuw, Director General, Ministy of Agricuiture. Nature Management
and Fisheries, the Netherlands
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Geneve. _ausanne, _uceme. Luganu. Neucrdtz:, Saunt-Gail. Siea, Seleurs. Thuune. W iniernour, Zoug =t Zunkn,




PRICEWATERHOUSE COPERS

6. We issued on April 23, 1999 a clean opinion on the financial statements of IUCN for
the vear ended December 31, 1598.

Yours truly,

PricewaterhouseCoopers SA

David Mason Edyta Bodziony
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3 |nternational travel |

|
|

i

!

Slovenia ! 5.629,23
ticket 2872 (50%) 356.43 |
icket 10/6 871.56
tickat 25/8 17938,02
ticket 20/10 1 1.923,22 |
Siovak Republic 3.113,11
tickst 28/2 (50%) 896,43
tickat 8/5 §20Q0.,34
ticket 3/10Q \ 1,286.34
l
Czech 2.537,70
ticket 14/5 GBP 3.3 891,00
ticket 5/9 GBP 3,3 960,30
tickat 15/12 GBP 3,3 686,40
| I
Poland 2.829,75
ticket 8/5 GBP 33 733,59
ticket 25/7 GBP 33 1.003,20
ticket 25/1 ] [ GBP 3.3 1.092,96
Hungary 4.817,23
ticket 15/2 1.068,08
ticket 8/9 1.848,47
ticket 31/10 [ 1.900,70
Final workshop 28/11
ticket 28/11 1.931,84
ticket 28/11 1.831,84
ticket 28/11 621,84
4.485,52
Total expenses 23.412,54




Overview expenses In-country activities

amount in
amount  local valuta NLG
Poland
Zsloty
Bialowieski NP warkshop 8232 4357
REC management 6397 3408
White stork praject 53990 3316
twaste management Wigierski NP 8938 5425
Subtotal in NLG 29557 16706
Hungary
Aggtelek workshop 383510 4818
Biodiversity presentation materals 2450
Booklet Bicdiversity in Hungary 5060
12268
Slovenia Sit
translaticn manual 356080 3972
workshop June 89 245352 2784
werkshop October 89 402080 4495
rest 30472 342
Translation Communication in policy making 154663 1700
Copying & printing paper 1500
14793
Czech Republic CZK
workshop 86598 5353
training materials | 30100 1858
other expenses 12324 : 761
to be invoiced 7200 *
15172
Slovak
preparation & printing "Who was that 247357 12368
Supplement in PA Journal 63390 3170
Donovaly workshap
15538
74477

& Anntx A




Overview of payments from SPAN Consultants to the in-country

counterparts
date NLG
Poland
3ank transfer Bialowieza 21-jul 8000
REC 14-1-00 8Q0Q
1600C
Hungary
cash through facilitator 4818
hank-transfer - 12-2-00 5000
bank-transfer . 25-2-00 2450
: 12258
Slovenia
sank transfer 5-8-99 8000
bank transfer jan-00 3500
bank transfer febr 3200
14700
- [Czech Republic
bank-transfer 28-jul 12000
bank-transfer 27-1-00 3200
15200
Slovak Republic
cash thtough facilitator 6-5-89 10750
cash through facilitator 2-okt 5483
) 15203

[Total amount paid by SPAN to countries 74371
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IV - Evaluation of the Project

Participants were asked to evaluate their learning from the project by filling out a
form that had been emailed in advance. (see Appendix 7.)

The form reviewed learning gains in knowledge, skills, and attitudes in relation to
communication planning, management and undertaking a training activity. We also
assessed knowledge about how to influence their boss and to evaluate their work.
However, we were also interested to see if personal learning had influenced the
organisation and their performance. So we requested information on the changes
that had happened in the workplace as a result of involvement in the project, and
how well they could apply what they had learned.

Participants were asked to rank their responses on a scale of 1-7, where 1 is nothing
and 7 is a ot.

The participants at the workshop included 7 who had worked with the project from
the time of the Debe training course in 1998, and 7 who had joined the project since
1999. Therefore there was a mix of levels of exposure to the activities, with the
Hungarians having the most new comers, and being the latest to commence
activities.

The accompanying charts show on the horizontal axis the ranking from 1-7 of the
level of influence of the project and the vertical axis provides the number of
responses.

1) Knowledge

Participants recorded scores from 4-7, with highest scores at 5 in terms of
knowledge gained in being an effective communicator, about managing a
communication project, how to evaluate their work and about how to influence the
boss. Evidence of the power of learning by doing showed in the rating of 6 for
knowledge of undertaking a training activity.

Q What changes have there been in your Knowledge?

B About being an
effective
communicator

W About planning a
communication
actiuty

O About managing a
. . . : ; communication
1 2 3 4 5 6 7 project

o N O~ OO O O




8
Change the way

S you go about

doing/ thinking

4 about your work?
& Evaluate the work

5 3 that you do

1 2 3 4 5 6 7
3) Attitudes

There was strong changes in attitudes to using communication in their work, applying
planning principles for communication and managing communication. Attitudes to
arguing for communication in the work place were more widely distributed, though
the range was mostly 4-7. Changes in attitudes to evaluating and leaming from their
work lay in the region of 5.

2 To what extent have your aftitudes changed?

8 m Using
communication in
your work

B Applying planning
principles for
communication

] Arguing for
communication in
your work place

= Managing
communication
projects

M Evaluating &
learning from your
work

O N A Oy & O




5) Performance - concrete steps taken

Maost participants ranked at a level of 5 the application of planning to ail projects, with
a more variable range to applying a communication planning approach to
communication, with most at level 6 .

Most change in performance is registered at 6 -7 in applying learning to preparing
presentations.

However contributing to communication planning in their organisations shows a
marked range from nothing 1, to 7, a lot, with most at the level of 4 -5.

Participants report improved performance in working with stakeholders from 4-8,
negotiating with others, at level 4 and evaluating the work at a range of 4-6.

Q As aresult of what you have learnt, what concrete steps have you taken in your
work? Or on how you perform your work?

& Contribute to the
10 — communication
8 : planning in your
organisation?
6 W Apply planning
4 approach to
2 communication
__.O CJAppiy planning to
1 2 3 4 5 6 7 all projects
8
6 m Apply effective
. training methods
4 .
W Preparing
2 presentations
0
1 2 3 4 5 6 7

rl
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8 0 About how to

communication

] influence your
6 : boss -knowledge
4 _ m Support of your
A & boss -changes in
2 . workplace
O Resources for
1 2 3 4 5 6 7

We aiso looked at the relationship between knowledge, skills, attitudes to and actual
performance in evaluating and learning from the work. There is a high accord
between attitude and performance, supported at a lower level by knowledge and
skills at the level of 5 on the 7 point scaie.,

Q Relationship between knowledge, skills and attitudes to evafuating the work to
actual performarnce

3 About how to
evaluate your work -
knowtedge

Evaluate the work
that you do -skills

O Evaluating & leaming
from your work -
attitudes

O Evaluating & ieaming
from your work -
steps taken
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V - Planning the next steps

What will be measures of success of the project next phase?

First the group shared elements of a good project.

: Good projecthas i Objectives are
' . impact - results trigger more things | SMART S
- targets achieved i - Specific i
- cost benefits i - Measurable
- participant satisfaction ! - Achievable

1
i
i
i
i
i
H
i
i
3
i
i
i
i
i

- sustainanbility of process/impact
- bosses satisfied

- good planning - Realistic
- Evaluation :

- value for nature i - Timely

Groups then discussed what factors would show success in the next project pha“s'.e'at
the individual, organisational, institutional and international levels, and what were
critical factors too have in place to avoid failure.

For example a measure of progress will be the extent of financial support in the
country, recognition of the countries' expenditure in relation to financial support.
Associated with this is winning over the boss. The difficulty is to get a debate to take
place about communication. What can we do to get that debate to take place?
When we can determine the things that are critical to success, then we will take on
those issues.

It was noted that when communication becomes a priority, and the culture changes
in organisation, then the time and money comes. There is never time for anything
until it is a priority.

;
i
i
:
i
i
H
i
§
i
i
i
i
;
i
i
i
i
i
i
i
i
i
i
;
i
i
i
i
i
i
i

Individual level i Organisational level
!

success factors

» skills

= train trainers

s more opportunities to practice

¢ confidence and credibility

* enthusiasm about communication,
motivation

: Success factors
| ¢ positive attitude of boss
i « convince colleagues,
; » at least one person recognises the
! value of communication
* motivate other members of the
i organisation
+ good practice communication skills : » financial or practical support from the
+ information and advice from organisation - eg o organise
international and internal sources workshops
e problem analysis ‘ : » relation to NGOs
practicing and planning communication ! « organisation benefits clear - from
t material and trained people
‘ i » financial support
critical / failure factors
» active support from the boss
» skiils to analyse issues and to convince

critical / failure factors
+ convince boss - active and passive
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success factors

energiser from sharing experience -
useful to come to Bratislava to see
what other groups did, good ideas from
others - energiser for us,
international training and follow up
official letters

consultant advice

financial support crucial

more contact with consultants

useful to look at examples of the
different programmes and learn from

practical exampies

i
i
i
i
i
'
i
i
i
i
1
i
i
i
i
i
i
i
i
1
i
i
i
i
i
i
H
i
i
i

¥

i
i
1
H
i
i
i
i
i
i
i
i
t
i
'
i
i
i
i
i
i
H
i
i
i
;
i
i
i
i
'
i
1
;

understandabie. Nature conservation is |

not focused on whether it could be part
of the development :
Other organisations in the country had
more experience in training in
communication and to stress benefits
of project to involve other
organisations

fn central Europe the legislation may
force more dialogue and participation,
and need to build facility for that to
happen with accession, there may be
an opportunity to help that. Hungary
nature protection master plan, small
chapter on com ed. Accepted by
country, nothing yet on stakeholders,
that could be included in the next
revision.

i
i

i Success factors

International pressure to confirm
importance of communication
Workshops - capacity building e.g.
Slovenia: CBD
Putting communication in existing
channels — academic institutions,
media, fegisiation.
Cooperation with decision makers and
others ( Ministry)
Process of identifying common
objectives
Director UK cannot enter any field
except national park, in Hungary can |
go everywhere except national parks..
Important to develop relations to other
sectors, within environment and other
sectors..
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