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ABREVIATIONS

To be completed….
0 Introductory remarks to this document
( This document presents the first draft of the PR and communication strategy for SWMCG and addresses also some aspects and products  / activities related to the regional public awareness campaigns and the AMC / IC communication.
( The PR and communication strategy needs to be reviewed and updated annually, at least for a period of two to three years.

 This document does include several actions that need to be taken up in the organisational and financial components of the AMC project. Vise versa, the output of these components need to be incorporated in the follow up versions of this strategy.
( The complete strategic approach for the Public awareness campaign 'Littering' 2016 in Kutaisi as well as for the following public awareness campaigns in the regions Imereti, Racha-Lechkhumi and Kvemo Svaneti will be presented in a separate document.
( Communication approach for project related communication AMC and IC will be presented in a separate document.
( This document is conceived as strategy paper but it contains at the same time also practical hints and recommendations in order to make it a useful and directly applicable tool for PR and communication work. 
Tbilisi, November 2015

1 Background
1.1 SWMCG's recent development  
The Solid Waste Management Company of Georgia (referred to as 'SWMCG' or 'Company' hereinafter) has been established in 2012. It is 100% state owned and operating under the Ministry of Regional Development and Infrastructure of Georgia. SWMCG is owner and manager of 52 active solid municipal waste landfills in Georgia (except the city of Tbilisi and the Autonomous Republic of Adjara).
SWMCG's main strategic goals are:

Short and medium term: 
To carry out all necessary rehabilitation works for the landfills under its management conform EU regulations in order to minimise negative environmental impacts and protect human health.

Medium and long term: 
To build and operate new regional landfills including necessary transfer infrastructure and material recovery facilities and closing down accordingly the existing municipal landfills. 
The Company has done during the past three years (2013 – 2015) substantial rehabilitation and upgrading works on over 30?? landfills. With a total budget of 36 million GEL ?????? the following main works were carried out 
· Fencing (length in m / km)
· Closing parts of landfills and covering with soil layer (m2)
· Installation of weighing bridges (nr.)
· Infrastructure / access roads (length / km)
· Leachate drainage/collections systems (nr.)
At the end of 2015 a major part of planned rehabilitation work was done, however not yet finished completely (nr. of planned projects in comparison with completed projects!!!). 

The Company is now focusing strongly on constructing two new regional landfills, in the regions of Imereti and Racha-Lechkhumi/Kvemo Svaneti and in the region of Kvemo Kartli.

This means a shift from smaller scale rehabilitation projects financed mainly by the state budget to large-scale projects financed by international loans and grants. And it means a transformation of the company as a technical service provider towards a more complex role including coordination and facilitation of the involved regional partners for introducing the new solid waste management concept. Therefore new knowledge, skills and competences are demanded from the Company staff.
1.2 Status quo of PR and communication activities
1.2.1 Use of different communication channels
SWMCG website

The website is regularly updated and contains all relevant news, information about the company, relevant documents for download, a comprehensive map with detailed information for each of the 52 landfills owned by the Company as well as a huge photo gallery covering all relevant events during the past years.
TV coverage of SWMCG

There are 87 video clips from Georgian TV news and talk show programs available on YouTube featuring SWMCG, covering a period since 2012. The overwhelming majority of these video clips represent brief news from various television stations’ news programs (duration from 45' to 1'50 min). There are about 10 longer reports (up to 5 min) and there are several talk shows (Imereti TV, Public TV Channel 2, Palitra TV) in which SWMCG staff has participated.

Newspapers and Press

The main focus of SWMCG’s PR work at present is on TV. We could not find press clippings of articles and reports in newspapers and magazines.
Internet / news portals

News websites and portals as platforms for news and articles for SWMCG can for sure be used more intensively. The number of people reading news online is continuously increasing.

Facebook, YouTube and other social media

The Facebook page of the Company is regularly updated and used mainly for spreading the news produced for the website and for TV coverage.
The YouTube channel contains all TV reports and other TV programs with participation of SWMCG.

1.2.2 Visibility and Branding
The website, the Facebook page and the Company booklet and roll-up banners are branded with the Company logo and the overall visual identity is clearly recognizable.

For the majority of news and reports, we noticed several drawbacks concerning the visibility:

· Except the jackets, sometimes branded, there is nothing to be seen that would visually transmit something from SWMCG. 
· No clip contained the company's logo. 

· The viewers perceive more often that the main actor is the "Ministry of Regional Development" than SWMCG, which hinders the company to be perceived by the general public as an important player in waste management.

1.2.3 Overall impact and outreach

During 3 years of SWMCG activity there are broadcasted an average of about 30 spots per year. As most spots are very short, the impact on the general public is understandably low.
The news reports are mostly conveying just information about the specific event of the day, with participation of top-level policy representatives. Clearly, no additional information about the overall work and achievements of SWMCG can be conveyed in this type of news. With this 'event driven' PR approach it is very difficult to communicate background information and provide a more complex image of the entire 'waste situation'. This is partially related to the policy of broadcasting companies, which seem not interested to do longer reports on the issues of solid waste management except a high rank government official is presented.
Statistics about access to the website and the number of page hits is not known at the moment. The Facebook page has nearly 1300 likes. Each post receives in average about 10 likes and is shared 5 to 10 times.

1.3 Context and setup for SWMCG PR and communication strategy
Within the frame of the project "INTEGRATED SOLID WASTE MANAGEMENT KUTAISI" the Company receives support for strengthening its PR department and PR and communication activities by the 'Accompanying Measures Consultant' (AMC).
The ToRs for the AMC specify this support as follows:

SWMCG intends to improve its public relations (PR) activities. The Consultant shall support this endeavour by: 

1. Developing a comprehensive PR concept for SWMCG; 

2. Developing a Corporate Identity concept with logo, PR material and media activities etc., if applicable; 

3. Setting up or strengthening of a Public Relations unit with provision of requirements for staff and operation; 

4. Preparation public relation campaigns (Fundamentals of PR, media relations, leveraging social media for PR; etc.); 

5. Assessment of market opportunities and development of a marketing concept for recyclables from the sorting facility as a pilot project to promote a local market for recyclables.
Main deliverables: PR concept, corporate identity concept paper, PR materials, concept for recyclables and campaigns, execution of PR activities
ISWMP Kutaisi-AMC-Tender document_20140818.docx / chapter 2.4 / page 25

The present document entitled "SWMCG PR and Communication Strategy" is considered to correspond with the 'comprehensive PR concept for SWMCG' mentioned in point 1 in the text box above.
Except the point 5 of the ToRs (marketing concept recyclables) all issues and deliverables mentioned in the ToRs are addressed in the present document. Details about elaborating a marketing concept for recyclables as well as the necessary involvement of other AMC project components will be decided at a later stage.
2 Objectives
2.1 Main objectives to be achieved through PR and communication activities
Objective 1 – Contribute to the implementation of efficient regional waste management systems and create acceptance and support for the on-going reforms in the waste management system
By informing municipalities / public administration, business and companies and local population in the regions about the new regional waste management system, their roles and responsibilities and support the development of effective collaboration structures between all involved parties. Collaborate with and involve therefore local NGOs, universities, schools, other public administration bodies, private association and others. 

Objective 2 - Increase visibility of SWMCG as of a group of professionals, which is implementing infrastructural and capacity building projects and programs in compliance with European standards, aimed at human security and environmental protection.

Objective 3 – Encourage citizens to avoid waste, separate waste and support recycling
Raising awareness of population and create in long-term change of behaviour regarding waste avoidance, waste separation, waste recycling.

Objective 4 – Increase awareness of citizens for the need to pay for waste disposal
Raising the awareness of population regarding solid household waste management and contributing to the acceptance of new regional waste management systems (including possibly higher fees to be paid)

NOTE
Raising awareness about and increasing effectively the willingness of citizens to pay for waste disposal services represents one of the major challenges in the coming years – if not the most important one.

At the moment waste disposal services are carried out for majority of people practically for 'no cost'. In 38 out of 41 municipalities in Georgia citizens have to pay in average 50 tetri per person and month. Even with this nearly symbolic fee the collection rate in these 38 municipalities was 42% in 2012 and 46% in 2013.

"Given the current situation, we can assume that the budget allocations from the state for the cleaning services is of "charitable" nature, and if in the future the correct mechanisms will not be developed, together with the increase of the service, expenses from budget funds will increase, but income received from waste fee collection will remain unchanged."
"Performance Audit of Municipal Solid Waste Management", State Audit Office, 2015, page 26
Even if collection of waste disposal fees is clearly the responsibility of municipalities, it is in the interest of SWMCG to support and encourage municipalities to collect fees in order to cover the real costs. Otherwise most probably the state budget and/or municipalities will have to heavily subsidize the system.
3 Approaches and strategic orientation
3.1 Role of SWMCG with regard to recycling system
The overall role and tasks of the SWMCG with respect to separate collection of recyclables and municipal waste management planning still needs to be analysed, defined and decided. In this regard the organisational component of the project is expected to create a clear understanding of and development strategy for the role and positioning of the SWMCG in the entire legal and institutional set up of waste management in Georgia. This output of the organisational component of the project will serve as input and guideline for the follow up version of this PR and communication strategy that will have to be done annually. This concerns especially the role of the Company in public awareness campaigns on regional (chapter 3.5.2) as well as on national level  (chapter 3.6).
3.2 Profile and image of SWMCG 
There is a need to shape out more clearly and accentuated the profile of SWMCG. The level of knowledge about the Company is relatively low and many people don't have a clear idea about role, activities and achievements of SWMCG.  They don't have the 'big picture', so that they could tell anybody else in a few words, what exactly the Company is doing.

Key information and facts about the company exist and can be found in the booklet and on the website but are not clear and accentuated enough prepared. The reader has to compose by himself the image out of the facts that are presented. 

With the existing facts the results of the Company can be showcased and an image and stories can be created that evoke in an easily understandable way a tangible contour and profile of the company. This approach is exemplified more in detail in chapter 5.1 'Creation of basic content and information modules for cross media use'

Visual identity and logo are applied on the existing communication products and transmit a coherent image. However, the visual identity could be applied more frequently, so for example in emails where a unitarian Company signature could be added by default to each email going out from the Company. Press releases could be sent out on branded templates with Company letterhead.

AMC will produce a brand book / corporate identity manual resuming and exemplifying the correct application of the visual identity for all products and activities.
3.3 Creation of strategic alliances with various stakeholders, to foster visibility for waste issues
Referring to the collaboration with partners in the field of public awareness and communication some general questions arise: What are the interests of each partner and what can be the benefits? In other words: what can the company 'trade' in for other partners in campaigns and joint communication activities.

Bring reputation and interesting opportunities and develop jointly projects
It may be of interest for NGOs and other organisations like e.g. Universities to have SWMCG as a partner. In this way they can develop and apply for projects that are of benefit for both the NGO as well as for the company. The collaboration between NGO Spectri and the municipality of Kutaisi is a good example for such a type of collaboration. Within this partnership the project "Introduction of innovative waste management practices in the selected cities of Georgia, Moldova and Armenia, GMA-WMP" 2013- 2105 was carried out, resulting, inter alia, in the initial setup of a PET collections system in Kutaisi. Below is presented a potential opportunity for such collaboration.
NOTE

( Proposal for collaboration with University in Kutaisi and/or other University:
From SWMCG staff information was provided that the University of Kutaisi might be interested to collaborate with SWMCG within the frame of a Tempus project. There has to be further investigated which interest from the part of the University exists, which kind of topics and subjects they have in mind.
With regard to the introduction of a new regional waste management system and the related public awareness campaigns to be carried out in Kutaisi and Imereti / Racha-Lechkhumi / Kvemo Svaneti regions it might be very interesting to initiate a longer term social science study about public perception, about impact of communication, about change of perception and about change of behaviour. The study could be designed in such a way that starting from a baseline survey annual updates would provide solid and applicable information that can be used in adapting and improving the communication strategy as well as the overall implementation strategy of the new system.
If the University of Kutaisi is not specifically interested in this subject possibly other partners can be found. Important to find out: corresponding available funds!
Provide content and expertise 

SWMCG can bring in expertise on a number of subjects that are important and relevant for publications and communication of waste related subjects.

	NOTE

( Identify 2 or 3 spokespersons who can draw upon specific expertise in the Company in the talks with the press with a short profile providing information about:

· Which are his/her special subjects? 

· What is his/her specific knowledge? 

· What can he/she offer (presentation, contribution to publication, article, discussion partner etc.)?

This list can be made available to organisers of events/discussions and to press and media; and TV and radio stations.
The spokespersons will receive "media training" (see chapter 5.4.1)


Longer term collaboration with a sponsoring partner

Acquiring sponsoring funds from enterprises for carrying out joint communication activities on waste related topics could be a promising strategy. The opportunities for such an initiative of SWMCG for fund raising shall be explored. SWMCG has therefore to offer a consistent SWM and waste recycling strategy and a corresponding multi annual PR and public awareness concept. This setup can be attractive for a strong partner (e.g. mobile phone provider, bank, other strong company) who can then plan its PR and communication strategy accordingly for several years.

However, at present the conditions for such a partnership are not yet in place. One precondition for such a partnership would be a clearly designed and well functioning system of waste separation and recycling in the Imereti / Racha-Lachkhumi / Kvemo Svaneti regions. This would represent for a sponsoring partner a positive value through which he can improve his own image, by contributing further on to this positive model that has been implemented in the region and is now going to be implemented in other regions of Georgia.

3.4 Management and coordination of donor projects

For doing effective public awareness campaigns huge financial budgets are necessary. Therefore the already existing strategy of SWMCG to integrate strong communication components in all future projects for the construction of new landfills and for introducing the new regional waste management concept all over Georgia shall be strengthened and further developed.

In this setup, technical assistance projects are important from the following points of view:

a) TA can assure budgets for public awareness campaigns in the first years.

b) TA can provide additional human resources for planning and implementing public awareness campaigns, especially in the initial phases.

c) TA can provide support to municipalities and their partners in form of training and individual support on demand over a longer period of time.

NOTE
( During the coming years the company could take over more and more control over the design and approach of public awareness campaigns and integrate in future projects the technical assistance in such a way that it complements and adds up to the experiences and lessons learned from previous projects and public awareness campaigns.

The more detailed the communication components will be defined in the ToRs for the future projects, the better (i.e. approach, measures, messages, phases, intensity, monitoring, and budget).

In that regard, also the actually on-going projects (e.g. WMTR, Kvemo Kartli) could be analysed and reviewed in order to assure a coherent and synchronized approach to PR and communication activities.

This  topic can also become part of the training carried out by the organisational component of the project.
3.5 SWMCG role and involvement in communication activities on regional level

3.5.1 PR and communication activities on regional level

Regular PR activities of SWMCG could be started in regions already longer time before intense public awareness campaigns for introducing the new regional waste management will start. SWMCG should strive to become better known to the general public and communicate company activities and achievements and address important issues like costs for waste disposal, roles and responsibilities of the Company, the municipality and the citizens etc.

With support of the central office, the regional office representatives could go public more often and the Company could thus get a 'face' in each region, before intense public awareness and communication activities would start. This approach could prove as very beneficial!

During public awareness campaigns SWMCG PR work will be an important and supporting element. It is important that the Company is very visible and present in the public during public awareness campaigns. The role and the responsibility of the Company in connection with the municipality must be very clearly communicated.

NOTE
( Prepare gradually 'regional' booklets/leaflets for selected regional offices (information about Company in general complemented by specific section about region). Important: low costs for printing.
( Prepare three to four topics / modules for presentation during public meetings in regions. Public meetings will be co-organised with regional office and be composed of lectures / contributions provided by central office and specific contribution of regional office.
( One of the three staff of the Company PR department could be fully responsible for regional PR activities development and coordination. There exists a good opportunity to develop this component with the support of the AMC (mainly advice, development of material, joint missions for instructing and briefing regional staff, elaboration of brief guidelines etc.)

 To ensure high quality communication, in conjunction with the organisational component of this project, internal rules will be drafted for communication with the press. Specific spokespersons could be appointed. A dedicated “media training” for these persons can be elaborated.
3.5.2 Involvement in public awareness campaigns on regional level

The key task of SWMCG is the introduction of regional waste management systems all over Georgia. Therefore in each region intense and sustained regional public awareness and communication campaigns over a period of several years are needed until the system will be fully implemented and run smoothly. SWMCG plays in this regard together with the involved municipalities a key role.

The Company brings in a new system of solid waste management and is expected therefore to take over from the beginning, supported by technical assistance projects, a lead role and thus support and guide municipalities, service companies and local stakeholders. Despite the fact, that, legally speaking, the municipalities are mainly responsible for implementing public awareness campaigns for their citizens, they should receive strong support in the initial phase.

Public awareness raising campaigns are implemented by using a combination of the following communication tools and measures:

· Advertisement and publicity (TV and radio, print media, outdoor, online, promotional objects)

· PR activities, collaboration with local press and media

· Online media – website, Facebook and other social tools

· Public events / street events / information meetings 

· Information of citizens through municipalities (direct mailing / distribution of materials)

· Educational activities, work with schools
NOTE

An important aspect is to find the right balance between necessary publicity and advertisement campaigns versus long term sustaining PR and communication activities. For illustration: If a lot of money is spent for some "big bang events" (meaning expensive publicity and advertisement campaigns) and no money is left for on-going and continuous work, to sustain and "keep awake" public awareness, one can face the risk that the support of citizens for the new systems might not be assured, nor maintained.
Nevertheless, the importance of the 'big bang' type of events should not be overlooked, as in lack of such events, the current event/subject might not be perceived by the citizens as an important one and not be taken as serious as it should.

For regional campaigns this means in practical terms to concentrate in a relatively short period of time, two to three weeks, intense communication through many channels: TV spots, radio spots, advertisement, billboards/light boxes, public meetings/evens and then plan over a longer period of time plan on-going less expensive PR activities for sustaining public attention. A popular event towards the end of the campaign will create another peak of public attention (e.g. charity concert with popular artist, attractive for youth)
3.5.3 Kutaisi littering campaign 2016

NOTE

This chapter addresses some aspects of the Kutaisi littering campaign 2016 from the perspective of SWMCG. A fully-fledged concept and implementation plan for this campaign will be developed jointly with all involved parties during January / February 2016 and presented in a separate document.
AMC will develop and support implementation of this campaign on behalf of the municipality of Kutaisi jointly with SWMCG, the municipality of Kutaisi and probably the local NGO Spectri. Through its close involvement SWMCG PR staff will gain experience and qualification for independently planning and implementing future regional campaigns.

On the occasion of the littering campaign AMC will develop with SWMCG for this campaign the before mentioned 'regional booklet / leaflet' that should be made available to local press and media, municipalities in the region and other interested partners and should serve to communicate a clear profile of SWMCG, its contributions to rehabilitate the present landfills in the regions and its role and responsibilities in the future solid waste management system.
During the littering campaign the University of Kutaisi might be interested to co-organise a series of up to 8 public lectures about waste related topics starting from April on monthly. The lectures must present waste issues in a simple, understandable and attractive way for normal citizens. Organised jointly by AMC / SWMCG / University / Municipality.
Regional waste management system website – regional portal
One of the tasks of AMC is to present and inform all stakeholders and the general public about the project "Integrated Solid Waste Management Kutaisi". Besides a project leaflet the project will also be presented on a website.

Therefore the following approach is proposed: This website shall present the overall project – meaning:

· The concept, the facilities, the approach for the new landfill and related facilities

· AMC and IC and their respective tasks, activities, contributions

· SWMCG and its role, tasks, activities and contributions 

· Kutaisi's and the other municipalities' role, tasks, activities and contributions.

This website, by default, will present the new landfill, the new system and how it will work and function. Thus the website can be easily transformed in time in the "Kutaisi regional waste management system" website and be further maintained and run after the project lifetime. It will be branded similar to the SWMCG visual identity, however also reflect the other involved partners in the region. During the project lifetime we have the chance to develop it step by step into the central information and presentation portal for all involved partners in the region and to make it a comprehensive source of information about all waste related issues for the citizens of the regions Imereti, Racha-Lechkhumi and Kvemo Svaneti.
Regional PR support staff 

It is recognised that an intensive presence of a PR staff in Kutaisi is needed. This can either be arranged via frequent visits of the head office PR staff in the region or (the preferred option) one permanent PR staff in the office in Kutaisi. The AMC and the SWMCG will search for a solution to finance one permanent PR staff in Kutaisi for PR work for a longer period, maximum over the project lifetime. This will be done in conjunction wit the organisational and financial components of the AMC project.

3.6 Large scale, long term national public awareness campaigns
To date the Company regularly participates and is present on national events like CleanUp days organised annually. This will for sure be beneficial and useful in future. Also participation in other evens on national level is recommendable.
However, intense public awareness raising activities on national level initiated by SWMCG are not recommendable at the moment. At present the overall situation in Georgia referring to waste management, especially with respect to the role and tasks of the SWMCG in separate collection and recycling is not yet fully determined. During the coming at least two to three years the situation could change following the construction of the new landfills and introduction of the new regional approach and the finalisation of the recycling policy. Once this is achieved and works well, the new approach can be communicated through a campaign on national scale. 

This needs to be coordinated very well with the Ministry of Environment and, which is also important, with the municipality of Tbilisi. Nearly one third of the population lives in Tbilisi area. 
Public awareness raising and finally changing behaviour of the citizens on not littering waste, avoiding waste, participating in waste separation and waste recycling is a long-term process and demands a clear strategy, sufficient financial and human resources and strong and well working partnerships between involved partners and stakeholders. This will be addressed in the organisational and financial components of this project.
4 Target groups, specific communication objectives and key messages
NOTE:

As adressed in chapter 3.1 the role of SWMCG with regard to separate collection of recyclables is not clear at the moment. The final setup and approach to collection and processing of recyclables will provide clear guidelines how the Company will approach specific target groups and what will be the key messages. So the proposals for objectives and key messages may be subject to revision in the follow up version of this strategy end of 2016
The following table provides a general overview about the main target groups for SWMCG PR and communication activities. During the further course of the work each of these target groups has to be defined and profiled as detailed as possible. This helps assuring the adequate design of messages and the right choice of communication tools and distribution channels.
Target groups and communication objectives
	Target group
	Communication objectives
	Key messages and stories

	Stakeholders and partners on regional level
	· All involved stakeholders and partners are informed about the new regional solid waste management system, their respective roles and responsibilities and work efficiently together within the new system

	· The new system will lead to increased costs but also to cleaner cities, higher service levels and a cleaner environment
· Citizens should be convinced of the advantages of the new system

· For regional public awareness campaigns collaboration between all involved municipalities is needed

	General public regional level
	· The general public is informed about the role and achievements of SWMCG in the region and understands that taxpayer's money has been used efficiently and beneficial for the citizens.

· Citizens have a positive attitude towards and accept the new system including the fact that they have to pay increased fees for waste disposal services.

· Citizens are aware about the importance of waste avoidance, waste separation (according to implemented system), and participate actively to keep the neighbourhood, the city and the environment clean

· 
	· SWMCG is introducing the new regional waste management systems jointly with all municipalities
· SWMCG has already considerably improved the situation

· The waste management system reform is beneficial for human health and environment
· Waste separation and waste recycling are necessary and will help to have relatively lower costs than without any separation and recycling.
· Clean environment helps attracting tourists

	Stakeholders and partners on national level
	· Stakeholders and potential partners understand clearly SWMCG's mission, role, tasks, responsibilities, past activities and achievements and future activities and challenges and are open and interested to collaborate with SWMCG on public awareness campaigns and other fields of collaboration.


	· SWMCG is a reliable and competent partner in waste related issues
· SWMCG plays the key role in implementing the new regional waste management system and is present in 9 regions
· SWMCG provides opportunities for collaboration and projects

	General public national level
	· The public understands the importance and the benefits of efficient waste management systems and the need of the active participation of citizens in this system, waste avoidance, waste separation, timely payment of waste disposal fees and not littering waste anywhere.
	· SWMCG is introducing the new regional waste management systems all over Georgia
· The waste management system reform is beneficial for human health and environment

· Avoid waste, separate waste, recycle waste



	Media 

	· Key journalists from press, TV, radio and online media understand the new waste management system and are interested and willing to communicate relevant information (as provided by SWMCG and partners) to the general public.


	· SWMCG is a reliable and competent company, implementing infrastructural and capacity building projects and programs in compliance with European standards
· SWMCG can provide interesting and valid information on waste related topics beyond daily news
· SWMCG has competent staff for participation in TV discussions and talk shows

	Schools (primary/secondary and vocational / professional schools)


	· On regional level, in the regions where new landfills are constructed 
– teachers are briefed and informed about the new waste management system as well as about waste avoidance, waste separation and waste recycling and not to litter and include information lessons in the classes


	· Principles of waste avoidance, waste separation, waste recycling

· Keep environment clean

	International Organisations / Donors
	· International organisations and donors understand clearly and in a transparent way what SWMCG has been doing, which are the present main activities, projects and collaboration partners, and which are the objectives and scopes for the future. 


	· SWMCG is key player in solid waste management in Georgia
· SWMCG provides interesting project opportunities, not only large scale investment projects


5 PR and communication activities, measures and tools
5.1 Creation of basic content and information modules for cross media use

Successful PR work relies on intense work for creating relevant content. Once relevant content is created, it can be used and beneficially exploited in all available media channels: TV, print and online, just with minor adaptations for each specific channel / platform.

5.1.1 Creating text modules

Simple way of writing and human touch!

The stories and text modules could be written in an attractive way with the right mixture of text, photos, graphics and include interviews with citizens telling about benefits, with technicians explaining the special challenges of work and with mayors that can highlight the improvement of the situation. 
'Simple' does not mean 'simplistic' but it means to express technical and complex information in an easy understandable way. Readers can thus understand the specific technical competence that the SWMCG staff has acquired while implementing these activities and the results achieved during the past three years become much more tangible and understandable.

Note
 How to write such texts can be made part of the “media training”.
Overall resume of SWMCG achievements to date

Create an impactful overview resuming and presenting the entire amount of work done until now. Summarize the different types of works and achievements and communicate them best visually, with info graphics. This information can be prepared in a short version, e.g. in form of an informative poster and as a longer article.

This resume might also include one section about the investments and reveal interesting and relevant information for the general public who might want to know about:

· The money invested, for each landfill

· The money invested in total.

· A breakdown of investments that make clear how much money was spent for which type of investments (Fencing, weighing bridges, roads and infrastructure, coverage layers with soil, drainage systems, new equipment). 

( Information compiled in this resume can be used for booklet, website, parts of it for press releases, presentations etc.

One-page fact sheets for each of the 9 regions 
Following a tentative structure for the content:
· The situation and the challenges met there before starting up the work

· The situation analysis and the solutions developed

· The work carried out

· The results achieved

· The resulting benefits for the population

· The benefits for municipalities and their service companies that can carry out their work now more efficiently and in a much better way

· The benefits for the environment

( Information compiled in these factsheets can be used for booklet, website, presentations etc. and as a core element for 'regional booklet/leaflet'.
Three to four success stories from selected regions
We suggest producing three to four success stories from selected regions presenting more in-depth special cases. The examples should be chosen in such a way that they would complementary present each a special focus of work. For example the riverbank fortification in Kutaisi is a special case, whereas in another region the construction of a leachate drainage and collection system has been important and yet in another region closing of landfill. The stories should convey in an easy understandable way the technical works carried and the benefits resulting. Interviews, not only with officials but also with citizens should be used to convey information. 
( Success stories can be core elements in the next version of the company booklet, can be published on the website and can be sent electronically as a need / opportunity comes up.

5.1.2 Creation of info graphics

Illustrative and explanatory info graphics need to be developed about the key standard technical services provided by SWMCG. These info graphics can then be used for all kinds of communication purposes: for presentations during events, to be made available to journalists, to be included in SWMCG publications as well as on the website and in videos.

5.1.3 Image stock / bank

The available images can be organised in such a way that all relevant meta information of the photos are made available: date of shooting, place of shooting, object of shooting, short caption text. 

In addition to the existing scheme of making photos 'before and after' and covering events showing important persons other types of photos should be made that illustrate the diverse types of works that SWMCG is carrying out for rehabilitation: fencing, draining water, fortifying borders, stratification of waste, closing old landfills / dump sites. 

5.2 Online media – Website, Facebook and other tools
5.2.1 a. Website

The website is a core pillar of PR and communication. The present website is updated regularly and contains already a huge amount of information.

Due to flexible and easy to use Content Management System (WordPress) also its structure can be adapted and modified easily. 

This gives the possibility to gradually include in the website those modules of information addressed in chapter 5.1.1 "Create text modules". The information prepared there has to be slightly adapted to the website but it can in wide parts easily be integrated, not in form of PDF documents but on specifically created pages with arrangement of text and images adequate for web pages.
A careful review and possibly re-arrangement of the landing page / front page might be taken into consideration. With the present arrangement exists the danger that many visitors don't reach some important information at the bottom of the page, under the map.
5.2.2 Electronic newsletter
With the regularly produced news, photos and videos a regular monthly newsletter can be produced and sent by email. The email should be fully branded with SWMCG logo and visual identity. In this way the newsletter will contribute in time considerably to an increased visibility of the Company.
5.2.3 Facebook

The Facebook page of the Company is regularly updated and used mainly for spreading the news produced for the website and for TV coverage and sharing posts like events organized by the Ministry of Infrastructure and other state administration bodies.
To increase the number of likes a more diversified approach to share content could be developed in order to give it a more 'fresh' international touch, like for example researching and sharing interesting international news related to waste, waste recycling, waste separation etc. This type of positive news is on the one hand increasing information and awareness through positive examples and on the other hand it will help creating a positive image of the Company.
5.3 Print publications

5.3.1 Company Booklet

A revised version of the booklet could be taken into consideration containing relevant parts of the text modules presented in chapter 5.1.1 "Creation of text modules".
5.3.2 Regional booklets / leaflets

As addressed before in chapter 5.3.3 "PR and communication activities on regional level" specific publications for regional offices of the Company could be produced. The production should be done gradually, according to upcoming needs. The first one for sure would be for Kutaisi, the second and third might be produced for Kvemo Kartli and Kakheti. The content would be composed of the proposed fact sheets in combination with selected parts of the overall company presentation.
5.4 Tools and activities for collaboration with media
A great part of everyday PR works means to collaborate with press and media by providing actual news and information to journalists about latest events so that they would report about the company's activities / achievements. This is usually resulting in short news and reports summarizing in 60 to 120 seconds a huge amount of information. This is a necessary and useful way of communicating about Company activities in the 'fast' medium TV short and concise factual information.
Beyond this important element of communication the objective of PR work is to provide, in addition to current news, also information that enables and motivates journalists to write longer and more comprehensive articles, to make interviews and reportages that provide background information and a better understanding of the company's work and achievements. This more profound reporting however is not easy to achieve and needs to be developed systematically step by step with a longer time horizon in view. Key journalists need to be identified, for example writers and editors of business magazines, or environmental publications and programmes. For this target group well-prepared and documented information needs to be prepared in order to make it easier for them get a broader understanding of the thematic and then continue their own investigations.
5.4.1 Media training

Talking to journalists, presenting oneself in front of a TV camera or radio microphone, writing stories, blogs or press releases require specialised skills. For the PR staff of the company and the spokespersons, if they will be appointed, a dedicated and on the job training will de developed. For other staff, incidental training sessions can be developed.

5.4.2 Press releases

Press releases could be prepared and sent out on one page DIN A4 (PDF), with a letterhead with the Company logo, clear information header (Date, subject etc.), and possibly with selected photos relevant for the subject. For journalists present during the event the press release could be printed out.
5.4.3 Journalist information package / Toolkit for communicators
This is a practical tool that has been successfully used in other countries in different contexts for intensifying and improving collaboration with journalists. Beyond information provided in the company leaflet and the press release for a specific event it provides easy to understand background information about the waste sector and the waste problematic in general and enables readers to see the situation in Georgia in a broader context and with a deeper understanding of important and critical issues.
The Journalist information pack or toolkit for communicators is a 10 to 15 page document for journalists and other key persons (Company staff, municipal administration, teachers) communicating about the subject to the general public  – in form of about 20 to 25 questions and answers, providing all relevant waste related key information. The questions are formulated in a simple way, as they might be asked from the perspective of average citizens. This package must be produced once and needs to be distributed in time to all relevant journalists and media and other communicators. The content must be well balanced and provide general waste related information (short section world, Europe, more comprehensive and well elaborated section about Georgia, then a section about the main actors / activities, within which the role of SWMCG and its achievements will need to be made very clear). This information package needs to be elaborated very well, contain valid and approved figures, info graphics and for key issues a commented list of further reading and investigation. It should contain a list of potential interview partners and competent specialists that can participate in public discussions, talk shows etc. The document must be updated periodically, at least annually. 
The document is A4 format and can be printed out on any printer for direct hand out as well as distributed electronically as word file and / or as PDF document.

5.4.4  Journalist Information Day / Media Tour
SWMCG has already carried out two events for journalists: a two-day media tour in Kakheti and a meeting with the regional media representatives. It is suggested continuing these events.

The before mentioned Journalist information package is fitting perfectly with a one day event for journalists. This could be organised in a nice place not too far from Tbilisi and introduce journalists in the relevant topics and aspects of waste management, waste avoidance, waste separation, waste recycling and the waste related 'landscape' in Georgia.

We can think in this context also about the organisation of a competition for waste related subjects. (Best reportage, best interview, best photo, best portrait, best online contribution etc.)

This is just an outline; we will jointly develop in detail the most adequate programme. Very important: after this day, the journalists could not only have memories of this day, but also practical tools, like the above mentioned Journalist information package as well as the link to stock photos and / or video stock material.

5.5 Events
SWMCG has participated in the past regularly in public events like CleanUp days in more than 10 localities and planting trees on the territory of Kutaisi municipal landfill (International tree plantation day).
At present a list of important dates and possible events for the Company during 2016 is in preparation. Decisions about events for 2016 and detailed planning will be made on the base of this list. 
During the public awareness campaign 'littering' in Kutaisi in 2016, several events with participation of and / or initiated by SWMCG could take place with the occasion of the following international environment and waste related initiatives:
· International Day of Forests / 21 March 2016 
· International Earth Day / 21 April ??
· World Environment Day – 5 June 2016
· CleanUp Day 2016 / 20 and 21 September 2016
· European Week for Waste Reduction – 19 to 27 November 2016

NOTE

It might be an interesting action that could bring good publicity and coverage to organise a campaign for planting trees on all landfills closed by SWMCG all over the country on the occasion of the International Day of Forests (21 March) or the International Earth Day (21 April – date to be verified…). This could raise public awareness for the work that SWMCG has carried out until now and be used for communicating the new regional waste management system to be introduced all over Georgia. At the same time this event would foster collaboration with schools, EcoClubs and NGOs (Greens Movement, EcoVision, CENN) and possibly attract potential sponsors for financing the necessary trees / seedlings.
Supposed that the 9 regional branches of SWMCG would be actively involved in implementing this campaign this would provide a good opportunity to raise public awareness in the regions about the work of the Company and make the Company more visible on regional level.
5.6 Promotional tools

A list of promotional tools will be drawn up once a plan for events planned during 2016 will be finalised.
For collaboration with journalists, a branded USB sticks containing compilation of information materials (Communicator toolkit / success stories / photos / regional fact sheets / company booklet) might be useful.
6 Implementation Plan

At the present stage it is premature to propose a detailed implementation plan and a budget for PR and communication activities. The present strategy needs to be reviewed and discussed with SWMCG and then finalised with all comments and further suggestions included.
In addition some aspects of the strategy are closely related to the organisational and financial components of the AMC project. During November and December relevant inputs from these two components concerning the PR and communication strategy may be expected and then also included.
We present therefore in the following two sub chapters just some tentative planning tables and tools that may need to be adapted and finalised according to the further discussion and comments.
6.1 Overview tables of costs for products and activities 2016
Print Products / Audio-visual products
	Product
	Technical Specifications
	Target Group(s)
	Way of distribution
	Number of copies
	Total cost
	Deadline

	
	
	
	
	
	
	

	
	
	
	
	
	
	


PR activities / collaboration with press and media
	Institution (TV station, radio, newspaper, news magazine
	Programme / Rubrique (morning show / business magazine, environmental program..)
	Type of articles / contributions (Interview, Discussion, article, report)
	Total
	Input / Costs

	
	
	
	
	

	
	
	
	
	


Events
Cost planning for events is a more complex process and needs to be done in detail once the concept for the event is finalised. Then the timing, the locations, the activities and the resulting needs for inputs can be successively planned in detail and the budget can be drawn up accordingly. Below a tentative list of issues relevant for planning and budgeting, such as: 

· Staff inputs

· Coordination with partners

· Service costs

· Costs for PR / marketing / communication products

· Costs for promotional items

· Costs for logistics

· Sponsor involvement

· …. To be continued / adapted….

6.2 Time table for implementation
For planning the implementation schedule for activities we suggest using simple project planning tools to create Gantt charts. The organisational component of the project will also address this topic.
7 Monitoring and evaluation
7.1 Regular press clipping and TV monitoring and periodic analysis
In addition to the present TV monitoring carried out by the Company, also press and media monitoring on how media report about SWMCG and waste related subjects could be carried out. This can give a very good feedback about the impact of all PR and public awareness activities initiated by the Company as well as about the general perception of journalists about the subject. Additionally conclusions about the potential outreach of PR and public awareness activities can be drawn by analysing the average reader / audience / TV rating figures. The results and conclusions should make part of the annual PR report (see chapter 7.4).
7.2 Online monitoring
It is suggested to regularly monitor selected online news websites and social media websites. Articles, discussions and postings with reference to the Company or a relevant waste related subject should be stored and regularly analysed with regard to the tone of conversations and discussions (positive, negative, neutral) about the Company. The gained insights help modifying and adapting messages, subjects and style of writing and posting and should be included in the annual PR report (see chapter 7.4).
7.3 n-depth analysis of PR and communication activities
In-depth outreach and impact research and analysis of PR and communication activities is expensive. Therefore, we suggest to initiate collaboration with a competent partner in form of a project funded either by EU programmes or other available programmes. See details about this proposal in chapter 3.3 "Creation of strategic alliances with various stakeholders, to foster visibility for waste issues", first text box " Proposal for collaboration with University in Kutaisi and/or other University".
7.4 Annual PR reports and update of strategy
For transparency, cost control and activity planning short annual reports about PR and communication work could be produced. Results and insights from the monitoring activities as well as an overall resume and analysis of all activities carried out help planning the next year and will be important for updating the strategy on annual basis  (at least for the coming two to three years). A format for such a report will be provided (See Annex xx…)
� Data extracted from "Performance Audit of Municipal Solid Waste Management", State Audit Office, 2015, chapter 4, pp. 22 ff (� HYPERLINK "http://sao.ge/files/auditi/efeqtianobis-angarishi/WASTE-MANAGEMENT_ENG.pdf" �http://sao.ge/files/auditi/efeqtianobis-angarishi/WASTE-MANAGEMENT_ENG.pdf�)
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