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Haiti Reconstruction Fund
Communication  
Update: February 2014

Needs for a revised communication strategy
This document updates, redirects and adapts the communication strategy based on lessons learned from 2012-2013 communication activities. 

The key objective of this strategy is to create an image that will allow HRF to reinforce its relationship with the most important partners while informing them on the HRF’s results, mandate and role in Haiti’s reconstruction and also to receive feedback from stakeholders. The HRF should be perceived as an efficient, lean, responsive and flexible source of financing for strategic reconstruction priorities as identified by Haitian Government. 


To fulfill its mandate, the HRF needs an effective communications strategy to inform the public of its activities, ensure visibility, foster additional commitments, receive feedback, and provide all its stakeholders with the most up-to-date information about its activities, strategic direction and results. This communications strategy is driven by objectives and specific outcomes, taking into account its operational context, using as well the most effective tools to communicate with each audience. It has been developed with support and guidance from the World Bank’s External Relations Team (WB EXT). 

HRF Communication Environment
The HRF plays an important and strategic role in the reconstruction of Haiti. At the same time, its performance and institutional image have to be carefully crafted to ensure complete compatibility with all other actors involved in the reconstruction. 

In the current context, the HRF already has an institutional image that reflects its constructive work. The Fund is well-known by the donors and its strategic importance has to be assimilated by the Haitian Government and it is completely unknown from the public. The Fund should maintain its communication activities despite and because of its operational environment and fragile governance due to an unstable political climate. 
This coming year represents the midpoint in the HRF’s. As all funds are mostly allocated, a proposal was made to the steering committee regarding the future of the HRF.
Institutional Messages
The Haiti Reconstruction Fund needs to maintain a dynamic portfolio of institutional messages, given that its operational context will change rather often.  The HRF’s institutional messages are:  

1. The Haiti Reconstruction Fund (HRF) is a partnership between the international community and the Government of Haiti to help finance the Government of Haiti’s Action Plan for National Recovery and Development. The HRF mobilizes, coordinates and allocates contributions from bilateral and other donors to finance high-priority projects, programs and budget support. 
2. The Fund is chaired by the Government of Haiti who also set the projects to be financed. Eighty Nine percent (89%) of HRF financing is being implemented by government agencies or agencies associated with the government. The proposals are reviewed by MPCE, and submitted to the Council of Ministers approval after consultation with the Prime Minister. MPCE transmit financing request to HRF Steering Committee. 

3. The HRF is the largest source of unprogrammed funding for reconstruction. As of June 30, 2013, nineteen donors have committed $396 million to the Fund, of which $381 million has been received. This money can be used flexibly to meet strategic reconstruction financing needs. June 2012.

4. The HRF has provided the largest amount of money for reconstruction top priorities such as Housing and Debris Management. 
5. The HRF finances projects throughout the country and in key sectors to improve citizens living conditions. Other sectors that benefit from HRF support are education, reduction of risk disaster, urban development, agriculture and financial and economic recovery. 
6. The HRF helped obtained the following results:
· Returning more than 17,000 households from 52 camps to return to their original neighborhoods;
· Facilitating repair and rebuilding of housing for 1640 households;
· Removing 914,537 cubic meters of debris in urban neighborhoods;
· Building and repairing 14 emergency shelters to protect an additional 2000 people against future tropical storms and/or hurricanes.;
· Reducing risk in disaster-prone areas by reforesting 1300 hectares, protecting riverbanks, building dikes, and cleaning over 30 km of canals;
· Providing 180,000 pre-school and primary school students in 292 schools across all 10 departments with school kits, books and uniforms;
· Creating temporary jobs for 24,363 people in debris management, construction and disaster risk reduction; and,
· Supporting the private sector through greater access to credit  and value added in the agricultural sector
· Construction work on 3 dairies and service centers.
· 37 engineers trained in the public and private sectors on seismic evaluation of buildings.
· 19 multi-family buildings as well as five single homes built
· 25,000 households have benefited from community-wide upgrading
· 70,000 students are expected to receive subsidies in the school year 2013-2014
· 5 schools being built in Bois Laurence, Laguamithe (Mombin-Crochu), Lafleur (Ouanaminthe, Sans Souci (Milot) and Ravine Pompette (Pilate)

7. The HRF is a low-cost, efficient mechanism for financing reconstruction. At its start, critics feared that the HRF would have administrative costs of 10% or higher. The HRF itself estimated that these costs would be around 6%. In fact, less than 3% of committed resources are being used to cover the administrative costs of the HRF Secretariat, Trustee and Partner Entities. The HRF can approve fast track financing for small projects of up to $1 million in 10 working days and larger amounts in as little as 20 working days after receiving a request from the Government. 
8. The HRF is a long-term partner for Haiti’s rebuilding. This mechanism will continue to support the reconstruction through December 2017. 
Stakeholders messages and Appropriate tools
The HRF faces a challenging task as it must craft its communication strategy to address a wide spectrum of audiences ranging from donor countries to individual citizens. It is therefore important to create a diverse set of communication tools that will grant the required flexibility and efficient penetration. Among the key audiences, we have:

Citizens of Haiti
Developing messages for Haitian citizens requires a broad approach taking into account education, literacy and socioeconomic levels, as well as language preference and key concerns. 

Messages:

· The HRF is not the IHRC: it is an independent fund where donors pools financials resources and that can be used by the Government of Haiti to support the government of Haiti’s Action Plan for National Recovery and Development according to its priorities. The Fund is established since 2010 and will remain until 2017. IHRC had another function and doesn’t exist anymore.
· Donors have decided to put the money together to allow Government to act according to its priorities: the HRF is a pool of resources available for the reconstruction projects chosen by the Government. 

· There are clear rules to ensure a mutual control from the Government and Partners and that the money is disbursed for the wellbeing of the citizens: the Government selects the projects as the entity responsible for the wellbeing of its citizens and it implements the majority of the projects. Partner Entities supervise the process and report on the way the money is disbursed. 

· Up to the present the Government has chosen to spend 291.3 million in 5 sectors: education, relocation, debris removal, seismic risk prevention and disaster risk management and budget support. How does the Government select the projects: MPCE evaluate the proposals and the Council of Minister decides which projects will be submitted to HRF Steering Committee for funding.  
· Citizens can express their views on HRF and projects financed by the Fund. 
Means: 
1) Communication Campaign during 5 months of FY2014. A document will be prepared and posted on the website. 
2) Input Tracking System: citizens can express their views via text message or via HRF website.
Government of Haiti
The Haitian Government is the key partner of the HRF. However, the HRF’s existence and control mechanisms could be seen as an imposed alternative to government disbursement channels. 
Messages: 
· HRF offers complementarity and flexibility to the Government to implement the strategic orientation of the reconstruction. 
· All of HRF successes are realized with the efforts made by the Government of Haiti for the reconstruction.
· The HRF can serve as a financing platform for other development priorities beyond reconstruction.  
Means:

· Choice of communication tools has to be oriented to informal channels and reinforce the personal relations between the most important HRF stakeholders’ ; 
· Training sessions can be organized within and, among the Council of Ministers, Prime Minister Cabinet, Parliament. 
· Launching of the annual report can be done with the participation of Ministers from the Government. Distribution of the Annual report and the quarterly report to all branches of the government to keep them abreast of the progress of the fund.

Haitian Media
The Haitian media is very proactive, but show variable levels of professional training and access to sources. For this reason, it is important to ensure: 

a. Constant reinforcement of institutional messages, 

b. Access to valid information, 

c. A permanent degree of engagement and specialized training to avoid dissemination of unverified information, and

d. Capacity to provide correct messages as soon as misinformation emerges. 

Donors and potential donors
Donors require a more internal and institutional approach in terms of communications. The HRF has already developed a very efficient channel of communication with donors via electronic media. It has also developed printed communications and promotional tools that have created a robust, well-calibrated and familiar image among donors. 

Key Messages:
· Reliability, transparency and good management of resources held by HRF are the central point of the message.
· We must underline the value of a multilateral approach and the reliability of the Partner Entities to ensure a relevant disbursement and the good use of resources.  
· Finally, donors and if possible, interested citizens from donors countries should have access to information regarding concrete results achieved with their contributions.  
Means:
· Maintain an open dialogue with overall donors
· Reorganize the website to allow easier access to the information                        

· Maintain the website updated and inform donors about all majors changes
· Organize a field trip per quarter 
· Propose collaboration with Communication Services of interested donors to make the HRF role better known. 
Partner Entities
Partner Entities, (UN, IADB, IFC and WB), because of their role in the implementation and oversight of HRF-funded projects, require a more intensive two-way communication flow. Direct follow-up on projects, funding, technical assessments, and many other HRF-related operations require a thorough effort on cross-institutional awareness, inter-agency coordination and cooperation, relying as well on a solid framework of institutional and personal links. In terms of key messages, emphasis is to be given to HRF institutional, regulatory and operational awareness, complemented with appropriate measures to ensure donors’ and HRF’s visibility where HRF funding warrants it.  Efforts will be made to leverage the communications capacity of the Partner Entities and ensure that the HRF receives credit and visibility for specific projects that are financed by the HRF.
International Organizations
International bodies such as the Office of the Special Representative of the UN Secretary General require a flow of operational and strategic information to support their own role in steering the funding and strategic direction of the reconstruction effort. In this case, HRF institutional, regulatory, financial and operational awareness must be given top priority, linked to the ability to rapidly respond to customized requests. As in the case with Partner Entities, it is also of great value to ensure that solid institutional and personal links complement effective lines of corporate communication.               
International Media
The international media also needs to understand the nature of the fund, its institutional niche and its mode of operation. Funding commitments, disbursements and the nature of preferencing require special attention in the case of foreign media, as simple assumptions can lead to better headlines. Assumptions lead to the wrong type of news, which can be very difficult to correct ex post facto. Communication tools such as reports, news releases and other printed material need to be complemented with a personal link to the main correspondents covering Haitian issues. Training adapted to the international media is also required. A lexicon of specific terms is also required. 

Haitian Private Sector
HRF financing is available to support Private Sector in working with IFC or IBRD as Partner Entity. To date, the Government has asked only one activity related to the Private Sector – financing a partial credit guarantee fund to help Small and Medium Enterprises to get back to business.

Approach:
The HRF Communications Strategy should follow an overall approach that maximizes Haitian input in order to be grounded in the local reality. This has the following implications for the Strategy:
· A local communications officer has been hired full time to assist the HRF in communicating its messages within the country 

· The branding of the HRF has a local identity, for example a logo, a slogan and a jingle were created through a competition amongst Haitian schoolchildren.  

· Haitian images of the reconstruction should be used in HRF publications, e.g. through the hiring of  a professional photographer
· Goods and services for the Strategy should be procured, whenever possible, from Haitian suppliers

· Publications and communications should be issued in the official languages of the country (Kreyol and French) depending on the audience.

This approach will help ensure that Haitians more fully recognize, understand and benefit from the messages that are being communicated via the Strategy.

Communication Tools
1. Mass Media
a. A commercial on television about HRF origins, its role and operations, its results;
b. Radio commercials about HRF identity, results and the Input Tracking System;
c. Live radio show or prerecorded show based on reconstruction specific thematics linked to HRF financed activities. Key people whom opinions are valued by the community, Government representatives and reconstruction speakers will be invited to discuss about those thematic. Prerecorded shows broadcast by local television stations and also available on YouTube;
d. Field visits with journalists ;
e. Announcements in newspapers: optional tool which can be used when needed for a specific declaration on local media; 
f. Programmed press releases: annual report launching, steering committee, quarterly update launching:
i. National distribution: Has to be distributed via a controlled media distribution list. Distribution will be done in coordination with official country communication offices; 

ii. International distribution: in close collaboration with World Bank EXT team, these regular press releases will be prepared and distributed
2. Printed Media
a. Reports: Quarterly and annual reports, covering activities, programs, structures and past performance. English and French, numeric and distribution of printed version ; 
b. Booklets: In parallel to the report distribution, they will be report summaries in English, French and Creole. Digital and printed versions distribution ;
3. Marketing Tools
a. Calendars: Calendars on Reconstruction Theme for year 2014
b. T-shirts, pens, stickers and other promotional materials will be distributed
c. Sponsorship for activities linked to reconstruction process.
4. Other tools 
a. Website; revamped website to ensure it is conveying the right message while simultaneously meeting World Bank IT requirements and standards. 
b. Special events to launch publications;
c. Mailing list and announcements;
d. Communications to donors and members of Steering Committee; 
e. Programmed editorials and speeches;
f. The Input Tracking System (ITS);
g. Targeted interventions: this include private presentations to important decision makers on specific questions of interest for HRF; 
h. Publication of notes on governance to advise about best use of HRF financing mechanism, to improve fundraising strategies.  
Communication Strategy Calendar for 6  months (FY14)
	Months
	
	Actions

	January 2014                     
	
	Winter Quarterly report preparation

Hiring of a photographer

Visits to the different projects

Participation in The Project Financing Opportunities Forum in the Haiti Renewal Alliance Expo in Port-au-Prince, Haiti


	February 2014 
	
	Launch of the campaign on the 2 most important radio and TV stations in the country 

Visit of the projects

Ordering of promotional materials
Distribution of the Winter Quarterly update

Redesigning of the HRF Website

1 Radio interview



	March 2014
	
	Completion of the HRF new Website

Continued visits to the projects

Quarterly report


	April 2014
	
	Field visits for Steering Committee members and/or Journalists
Follow up of the Communication Campaign
Preparation of the Quarterly report
Photo exhibit for the donors, the press, the government officials   

1 TV interview

1 newspaper article

	May 2014
	
	Distribution of the Spring Quarterly report.

Distribution of new promotional materials



	June 2014
	
	Visits of the projects
Follow up on the Communication Campaign




Expected Outcomes
	Objectives
	Outcomes
	Indicators

	Maintaining a well defined institutional presence
	HRF may  create its own image in the media
	Different parties may identify HRF as a separate entity and understand the overall nature of its mandate

	Visibility for HRF donors 
	HRF financed projects has to show donors engagements toward Haiti in a visible, distinctive and efficient way
	Information about projects and Partner Entities on projects implementation

	Preventive approach to define message
	HRF take advantage of opportunities to develop its message in an innovative way
	HRF shows its capacity to grab opportunities to work with appropriate media in order to promote an institutional message and image

	Predefined approach to solve crisis
	HRF communication strategy contain viable tools to solve non planned events and misunderstanding
	HRF team is capable to deal efficiently with public non planned events or difficulties and can maintain HRF message integrity and efficiency. 

	Message Consistency
	HRF message is consistent, facilitating its acceptance by different parties
	HRF show the same message in all occasions.  

	Optimal Communication flow with stakeholders 
	HRF maintain high and satisfactory quality communication flow with all stakeholders
	Stakeholders confirm satisfaction degree regarding bilateral communication with the Fund. 
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