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Executive summary

The Strategic Review highlighted a need to “represent the scope and diversity of The Cochrane Collaboration and our far-reaching impact” and recommended that The Cochrane Collaboration “develop a Marketing and Communications Strategy to promote external and internal awareness of the value arguments for and achievements of The Cochrane Collaboration”.

A group was established to work on this and started with a scoping exercise. We considered questions like: What do we mean by a Marketing and Communications Strategy? Who are our key audiences, what do we need to communicate and how? Once these questions were answered, the working group came up with recommendations for the next steps. 

Some recommendations require no specific action from the Cochrane Collaboration Steering Group (CCSG), other than endorsement and support. Some recommendations may require additional resources, if these are not already earmarked within the budget for implementing the Strategic Review, and others will require additional resources.  
Purpose

To present options for a Marketing and Communications Strategy, so that the CCSG can decide which option(s) to pursue and make decisions about resources, where necessary. (Note: this is not about marketing The Cochrane Library and the reviews; Wiley does that well.)

Urgency

Urgent: the development of elements of the strategy (such as the key messages) is vital to the implementation of other initiatives, such as the redevelopment of the Collaboration’s websites and the look and feel of The Cochrane Library. 

Access 
Open access.
BACKGROUND

Membership of the Working Group 
Lead: Mary Ellen Schaafsma; CCSG team members: Donna Gillies, Lorne Becker, Lisa Bero, Liz Whamond; other team members: Chris Mavergames, Lucie Jones, Mike Clarke, Nick Royle, Lori Tarbett.
Purpose and aims of the working group

Key purpose: Scoping the development of a Marketing and Communications Strategy and options for taking it forward (i.e. ‘Phase One’ of a phased approach). The Working Group considered external and internal marketing and communication of The Cochrane Collaboration. We defined the key target audiences and have proposed various mechanisms for different audiences. We broadly defined what to communicate to each audience, i.e. ‘what we say’ as well as ‘how we say it’. We focused on building awareness of the Collaboration as a brand (intimately related to, but distinct from, The Cochrane Library) and emphasized the need to ensure consistency in visual branding across the Collaboration and its products. The Strategic Review added new ‘formal’ purposes to the Collaboration and marketing these additional purposes needs to be addressed. Web and other electronic media are core mechanisms and provide the primary portal for external audiences to access knowledge about The Cochrane Collaboration. We considered the need for a more coherent internal communication strategy. This would include sharing ‘stories’, to strengthen teams through a shared appreciation and understanding, and work to minimize unnecessary duplication of effort – building a true ‘network’ rather than a ‘silo’ approach. 

Process: The working group held three teleconferences: (1) to define the task and agree on how to work together (using the wiki to brainstorm); (2) to review the wiki brainstorming, crystallize ideas and finesse the process of work; and (3) to summarise what we had achieved. Between the second and third teleconferences, Mary Ellen sent a weekly task to the working group. She compiled the results from the average of six responses per task, for consideration by the whole working group. The final task involved a preliminary analysis of what the group had said about the ‘to whom, with what messages, through which mechanisms’ and sought feedback. The scope of the strategy was then drawn and options developed, as outlined here. 

Phase One: Identifying the needs

General: What became clear? 

· The cochrane.org and entity websites are top priority. They should suit the needs of all external audiences (not internal) as our primary means for delivering accurate messages about The Cochrane Collaboration.

· A media and press outreach strategy needs to be developed and implemented.

· Web 2.0 communications need to be developed further and targeted to several audiences, including internal volunteers, employees, and formal partners; and, externally, patients, special interest groups and the public.

· Other mechanisms are aimed at smaller or more specific audiences and, while important, should be prioritised on the basis of resource intensity, opportunity costs, and payback.

· The Collaboration’s key messages need refining and stating clearly.

Scoping the audiences and mechanisms 

	Key audiences
(in order of importance)
	Top three mechanisms
identified for the audience

	Policy-makers
	Website; media/press outreach; building key relationships

	Funders and potential funders
	Website; media/press outreach; building key relationships

	Volunteers and potential volunteers (authors, consumers)
	Targeted newsletters; targeted workshops at Colloquia; RSS Feeds

	Employees 
	Intranet; Listservs; RSS Feeds

	Healthcare professional associations (and thus their membership)
	Website; Push promotional materials; presentations at key conferences

	Patients and special interest groups
	Media/press outreach; Website; Web 2.0

	Researchers
	Presentations at key conferences; Website; other print outreach (4 tied – media/press, adverts in publications, promotional materials and newsletters)

	General public
	Media/press outreach; Website; Web 2.0

	Formal partners and our publisher
	Targeted newsletters; booth at colloquia; RSS feeds


Top ten key messages: 
What needs to be communicated about The Cochrane Collaboration, in order of importance:
1. Far-reaching impact
2. Breadth and achievements
3. Purpose of producing high quality systematic reviews  
3.   Independence from commercial funding sources 
4. Advocacy for evidence-based decision-making
5. Scope and diversity
6. Widespread credibility (the underlying expertise, etc.)
7. Inclusion of ‘regular’ consumers, to improve its value to all
8. Altruism (focus on the common good), facilitating unique, worldwide collaboration 
9. Diverse and large groups of people involved (who, from where)
10. Enthusiasm, inclusiveness, egalitarian nature, and mutual respect
Recommended activities for a marketing and communications strategy 

We categorised the opportunities by ease and resource needs.

A. Easy: No new resources are needed, and the CCSG is asked for endorsement: Some of our marketing and communications ideas fit within existing resources and would be relatively easy to implement (e.g. we have the people/skills and this can be done in-house; we can find the time with minimal impact; we are doing it already, and perhaps it only needs some resource adjustment or minimal costs). These activities include:

· Newsletters (internal and external audiences): We already have some. We need to map out current newsletters, identify gaps for the audiences, develop newsletter concepts for each, and keep these activities manageable. 

· Implementation will need targeted distribution lists for effective dissemination.

· Presentations at key conferences (external audiences): We have the expertise and a scan would identify key conferences internationally. Centres should do the scan regionally. Focus would be on the accomplishments of the Collaboration. 

· Key considerations for implementation: Should members be encouraged to do this, should stipend support be available, and should paid staff of the Collaboration do it?  

· Booth at Colloquia (internal audiences): Already underway and looking strong. A booth provides a showcase and consultation piece to create a common understanding of the Collaboration’s activities. 

· Key considerations for implementation: What do members need to know? Who are the key people to make this happen? Booth should include multimedia options (e.g. listening to podcasts) and features to gather feedback (e.g. by getting people to answer questions about the Collaboration).
· Targeted workshops at Colloquia (internal audiences): To cover key topics (e.g. a planned members’ stream of workshops at Colloquia). This needs to be planned centrally, i.e. we cannot rely on suggestions in response to the call for workshops. 
· Key considerations for implementation: What are the information and knowledge gaps, especially about new developments? 

· Annual General Meetings (internal audiences): For consulting, engaging, energising and unifying members – the new format should be evaluated.

· Listservs (internal audiences): We have them, and need to help optimise their use and find champions to get them rolling (the CHAIN concept). 

· Annual Report (internal and external audiences): Larger organisations have one; typically to highlight the year’s activities. Provides a good promotional/communications piece, including an opportunity to get our brand onto important desks. We will need a list of key stakeholders to send it to. 
· Journal articles (external audiences): We could compile a list of key journals with wide readership and impact, and ask Collaboration members to publish their experiences of the organisation or its impact in their field/region. 
· Key considerations for implementation: How do we motivate people to do this: Solicit? Encourage? Reward? What topics? 

B. More difficult: The CCSG may need to approve financial resources to develop these mechanisms (if not already done). Some of our ideas are more difficult to accomplish: they have a tangible cost, there may be insufficient in-house expertise or time, there may be concerns about user familiarity and a need for support and training, and there may be an opportunity cost. However, these are important enough to be undertaken and include:

· Website redesign (external audiences): This is top priority, but will take time and resources. The Web Strategy Team is working on the redesign, along with The Cochrane Library and Archie modifications. Investing in doing this really well is very important. Cochrane.org and the Entity Website Builder (EWB) are key. The needs of all entities, especially Centres, who are the regional faces of the Collaboration and facilitate much activity, should be addressed. A common branding (background look and feel options and perhaps key information) should be consistent (but not rigid) across all Cochrane web presences. This may require additional resources (e.g. for web designers). 
· Web 2.0 and RSS Feeds (internal and external audiences): The learning curve for some users could be a barrier and needs to be addressed. We would need a plan for getting external audiences engaged in our Web 2.0 activities. This might require external consultation or expertise to help us to maximise the impact and usage of these. 
· Intranet (‘Cochrane Community Platform’) (internal audiences): This doesn’t currently exist, but plans are underway for its development after the new web design. The Collaboration would need to address how to get people to start using it optimally. There will be development costs and may require more resources. 
· Advertisements in key publications (external audiences): The extent would depend on available resources and size of the target audiences. The aim should be to highlight the value of the Collaboration. Some consultation time may be useful to make it as cost- effective as possible and to avoid wasteful spending. 
· Push promotional materials (external audiences): Materials need to be written, and designed, to attract attention. A comprehensive dissemination strategy and a variety of materials for different audiences are needed. There will be development, design, printing and distribution costs.
C. Challenging: The following mechanism to reach our target audiences, well and effectively, will need to be outsourced and might take significant time and resources. It would be critical to understand and balance the costs and payback for each activity in the media outreach strategy: 

· Media/press outreach strategy: This is our second most highly ranked mechanism. The Cochrane Collaboration has not done this comprehensively and lacks in-house expertise, relying on the Wiley-Blackwell media team for media coverage of Cochrane reviews. We need to identify the best avenues. This might require advice and input from an experienced publicity firm. Wiley-Blackwell’s media team might be able to help by providing advice. 
· We will need external help to develop the plan, but could probably roll it out ourselves, given adequate resources (i.e. we would get external assistance to develop a strategy, key messages, and acquire lists of contacts/publications, and then implement ourselves). 

· Crucial to this is the development of ‘key messages’, to keep everyone ‘on point’ in all communication. This controls what is said about us, adds clarity, and provides tools for Cochrane ‘ambassadors’ to speak on our behalf, in an accurate way. Developments must be in tandem with the redesign and content development of cochrane.org and entity websites. 

This may be costly, requiring the CCSG to allocate additional funding. The resource requirements would need to be identified and prioritised, and then considered in the context of other, perhaps competing, demands.

Phase Two: Strategy development (completion by May 2010) 

1. Developing key messages should be a priority, and should inform content and look and feel of the web redesign. 
2. The Secretariat should prioritise the ‘Easy’ and the ‘More Difficult’ items, fleshing out resource requirements, who will take responsibility, how it will get done, and timelines.

3. If the CCSG approves expenditure on consultation for a media outreach strategy and developing key messages (or parts thereof), the Secretariat will need to identify the professionals to do this. We recommend that an international firm be engaged, to take account of the cultural diversity of the Collaboration and to create a plan that can be adapted to different regional needs. 

4. This working group will advise on these developments until implementation. It will disband when there is a fully operationalized strategy. 

5. Ongoing evaluation of the impact of all activities in this strategy should be built into the strategy and reported to the CCSG. 
Phase Three: Strategy implementation 

There should be a staged roll-out as items are developed and ready for launch. Complete implementation should be achieved by 2011. 
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