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I. SITUATION ANALYSIS AND STRATEGY

I.A.  Situation Analysis

The new Government of Montenegro, headed by Prime Minister Igor Lukšić, was inaugurated on 29 December 2010. 

Soon after taking the office, the new Prime Minister made a major breakthrough in the government’s public affairs policy, by launching the Consultation Days, a sequence of consultative meetings with key social players (including media, NGOs, the academia, religious leaders, political parties, ethnic minorities, etc.). The Consultation Days discussed the national policy priorities, during which the PM expressed the Government’s strong commitment to greater transparency in public administration, better accessibility of information to the media, civil society and the general public and closer communication between the government and all relevant social stakeholders (publics). 

The new government’s key policy goal involves pursuing comprehensive political, social and economic reform aimed at meeting the requirements for membership of the European Union, with the end view of securing a better quality of life for the citizens of Montenegro.  

In order to maximise its efforts in this regard, the government needs to be able to communicate effectively on two tracks. On the one hand, it needs to advocate, in a well planned and coordinated matter, the importance of relevant reform processes to the domestic public, and on the other, it needs to communicate to the international publics Montenegro’s capacity and eagerness to embrace common European values, achieve relevant standards and undertake a comprehensive social, economic and political reform to this end.   

Assessment of Government Communication Capacities 

The Government’s Public Relations Bureau and UNDP Montenegro jointly implemented a project entitled “Strengthening Capacities of Public Relations Bureau of the Government of Montenegro to communicate reforms and European Integration to media and public” in the period 2008 – 2010.

The project, in particular the Bureau staff’s visit to the European Commission’s DG Communication in December 2008 and subsequent trainings and capacity development activities, caused the Montenegrin Government to adopt the DG Communication’s credo “Communicating in Partnership” as its core communication principle. 

This eventually led to the establishment of the Government’s Communication Coordination Team (CCT), an advisory committee that brings together senior government communication professionals and provides advice to the Prime Minister and Cabinet members on communication affairs. 

The establishment of CCT, the only official government advisory body of such scope and mission in South Eastern Europe, came as an added value of the PR Bureau/UNDP’s mentioned project “Strengthening capacities of Public Relations Bureau of Government of Montenegro to communicate reforms and European integration to media and public”.
Another significant development in the government communication practice was introduced by the Government Web Communication Development Project, which was jointly implemented by the Ministry for Information Society and the Government Public Relations Bureau between October 2010 and July 2011. The project has helped establish the International Public Relations Unit within the PR Bureau – a three-member team in charge of communicating the government’s policies and the activities of senior government officials to the international public.  

Communication Coordination Team (CCT)

CCT was established by the Government, at a session of 13 May 2010, as the core government advisory body in charge of interdepartmental coordination of government communication affairs.  

CCT brings together senior PR professionals/Spokespersons from all ministries and Deputy Prime Ministers’ offices. It is headed by the Chief of the PR Bureau and it also comprises two senior PR Bureau staff: Head of International Public Relations and Head of Media Monitoring and Online Communication. 

CCT meets on a weekly basis and is mandated to advise members of the Cabinet and heads of public administration bodies on how to improve communication practices and how to handle various communication challenges within the public administration. Its recommendations are distributed weekly to the Prime Minister and all Cabinet members, as well as to heads of public administration bodies where necessary. 

At the session of 3 February 2011, the Government adopted a conclusion acknowledging and additionally reinforcing the role of CCT. It instructed the ministries to “take all necessary steps in the future to overcome communication challenges in accordance with the recommendations of CCT”. 

This gave a substantial amount of leverage to CCT, which consequently raised the question of its capacity to fulfil this very important role of practically shaping and managing the government’s communication policy.

CCT comprises senior PR staff from every ministry and Deputy Prime Ministers’ offices, but the level of professional experience of its members varies greatly, ranging from persons with virtually no experience in public relations to professionals with ten plus years of relevant professional experience. 

Although younger and less experienced CCT members are constantly supported through peer consultation with their more experienced colleagues, a substantial need for capacity building still persists. Furthermore, certain CCT members have inadequate access to the decision makers and lack the decision making influence in their respective departments. The project therefore aims to develop their skills and capacity to exercise greater influence on policy making. 

If its potential is exploited to the full, through capacity building, CCT will be capable of empowering the public to participate more actively in policy making, which would, in turn, mark a significant contribution to the concept of participative democracy in Montenegro.   

CCT can help ensure that the public fully understands the government’s key policies and strategic priorities, and that they have all the information required to arrive at an informed opinion on key government policies.

Another major role of CCT is to be ‘the voice of the people’ inside the public administration and convey to the decision makers the perceptions, suggestions and concerns of the public and serve as a channel for citizen participation in policy making. 

PR Bureau’s International Public Relations Unit (IPRU)

Responding to the growing need for providing up-to-date information on key government policies to the international public, particularly in the context of Montenegro’s European and Euro-Atlantic integration, the PR Bureau set up a small team (3 staff) to deal with international public relations.

The Team soon achieved visible results in terms of increasing the number of visitor hits in the English version of the Government’s web portal. In particular, they changed the concept of writing government press releases in English, by adjusting their style, tone and content to foreign publics and responding more promptly to the needs of international media. The new team also modernised the government’s web communication by launching the official YouTube channel and a Twitter account
. 

This resulted in an official change in the PR Bureau’s Job Classification Scheme, as the International Public Relations Unit (IPRU) was formally established in July 2011. 

Although the IPRU staff is enthusiastic about their new job, considering the volume and versatility of their everyday duties, they still need to improve the highly specialised knowledge needed for the job. A significant unmet need, therefore, remains for a range of capacity building activities aimed at improving IPRU staff’s capacity for direct communication with the international press and public, writing skills, knowledge and use of social media for political communication, familiarity with the work of international media, news agencies in particular, and the capability to make effective media appearances, through media training. 

In addition, they have had little opportunity to gain first-hand insight into and replicate the best practices of the countries with the most advanced international public relations policies and practices.

Building the capacities of IPRU will help increase the availability of information on key government policies to the international public, which will in turn improve the international perception of Montenegro as a country committed to undertaking the necessary social, economic and political reforms on its European and Euro-Atlantic agenda.  

The improved international perception of Montenegro will reflect back on the domestic policy-making process and inspire new commitment in the domestic public to pursue the required reforms. This, in addition to greater availability to international public of official information about Montenegro’s investment and business environment, can help increase the inflow of foreign investment and the international support and development assistance in the areas that are critical for the success of the overall reform process. 

I.B. Intervention Strategy 

Given that there is no common communication policy in the European Union, EU-funded programmes provide very little opportunity for government communication professionals to share experiences with their counterparts in other counties in South East Europe or learn about the best government communication practices in EU countries. 

The exchange between communication professionals in South East Europe and their colleagues in EU countries is therefore of paramount importance, because by replicating best communication practices in EU countries, the government communication officers in South East Europe will invariably encourage greater government transparency, which will in turn increase the level of public involvement in decision making and make a direct contribution to promoting participative democracy. 

Good government communication practices are inextricably associated with good governance, or rather the introduction of good communication practices will inevitably influence government policies towards greater transparency and greater public involvement in policy making. 

To this end, and in response to the challenges mentioned above, the project will provide support to strengthening the capacities of the Government Communication Team and the PR Bureau’s International Public Relations Unit, with a view to improving both domestic and international communication methods and systems.

Component I: Building capacities of CCT

In this component, the project aims to: 1) provide adequate training to government PR professionals, 2) enable the exchange of views, experiences and best practices with their peers in South East Europe 3) make available to them the best communication practices used in EU countries, including gender mainstreaming.
The above objectives will be achieved through the following activities:

Regional Government Communication Conference

A two- or three-day event in Montenegro, bringing together senior PR Bureau staff (including IPRU), members of CCT, heads of government communication departments and PR officers/spokespersons from South East Europe and prominent government communication specialists from the EU countries with the most advanced government communication practices. 

The Conference will feature best practice presentations by senior government communication officers from South Eastern Europe and workshops delivered by prominent international consultants specializing in specific areas of government communication, including public diplomacy, crisis communication, media training, and social media 

The participants will issue a Declaration sharing regional values and promoting the importance of good public communication practices and transparency of public administration for good governance, as well as strengthening of participative democracy. 

The event will focus on the topics identified as most relevant in the Questionnaire on training needs for government PR officers
.  

The project will seek to raise the political commitment throughout the region to develop this event into a regular annual conference of senior government communication professionals of South East Europe, with its own bodies, mission, and infrastructure, including a website, hosted by a different country in South East Europe each year. 

One event (conference translation needed)

Number of participants: up to 50 participants, including government spokespersons, senior PR Bureau staff, visitors from region, trainers, presenters and partners).

Number of government communication specialists (international consultants): up to 4;

Number of presenters: up to 4 (government administration employees, therefore no expenses needed for their engagement).    

Two two-day training sessions/workshops for CCT members and senior PR Bureau staff  

This component of the project will provide two two-day training sessions/workshops run by prominent government/political communication specialists on some of the topics identified as critical by CCT in the Questionnaire referred to above. 

Two events (conference translation needed).

Number of participants: up to 30 participants, plus one or two trainers (per event). 

Number of trainers: 1 per event (2 in total). 

Internal communications event

The project will also provide one two-day internal communication event for CCT members and PR Bureau staff. The event will aim to create a community of practice among government communication professions, improve the flow of information, facilitate the exchange of expertise and enhance the sense of group identity and togetherness.  

One event.

Number of participants: up to 50 participants (members of CCT, PR Bureau staff, plus partners). 

Component II: Building capacities of IPRU

The objective of Component II is to train IPRU staff in the areas of creative writing, social media, public speech and media appearance and introduce them to advanced international communication/public diplomacy practices used in other small European countries.

This objective will be achieved through the following activities:

Two study visits by IPRU staff

Two study visits by two or three IPRU staff to small or medium-sized European countries with advanced international PR/public diplomacy practices. 

Two events.

Number of participants: 2-3 IPRU staff, plus partners (up to 4 people in total)

The purpose of the visits will be for IPRU staff to become acquainted with and subsequently replicate, where possible, modern and effective international public relations practices. Preferably, the visits should involve small or medium-sized countries because the IPRU staff will find it particularly useful to share the experiences and learn from the good practices of countries with similar opportunities and human resources available for international public relations/public diplomacy. 

Three two-day training sessions 

The training sessions will be delivered by prominent international political communication experts specialising in creative writing, social media and media training (training in public speech and media appearance). 

Three events

Number of participants: 3 IPRU staff, government spokespersons, plus partners (up to 10 people in total) Number of trainers: 1 per event (3 in total)  

Gender Mainstreaming

Gender mainstreaming is a strategy for making women’s and men’s concerns and experiences anintegral dimension of design, implementation, monitoring and evaluation of policies and programmes in all areas of UNDP’s work. Gender mainstreaming efforts in programming are aiming to improve the gender equality situation in the country by addressing particular field of programme intervention through gender responsive approach.
As the elimination of societal stereotypes is “paramount for the establishment of gender equality”, the target groups in this project should become aware of the way they promote or enforce gender stereotypes through the information that they channel through or feed to the media. This mainly – but not solely - concerns public service announcements, information and political campaigns, general reflection of government policies and action in media releases and press conferences.
In addition, the misbalance in representation of men and women within the Government/Ministries communications sectors (women largely prevailing) is an important issue in the context of this project. This is why communications experts of the Government in particular should become aware of the role they play in communicating messages with its integral gender dimension, to whom/what audience and by which means of communication. 
Therefore, this Project will integrate the gender dimension to ensure encouragement of equal participation of women and man in Project activities and use of gender sensitive language
. The gender dimension will be integrated through endorsement of an agenda item/lecture/presentation in the framework of one of the trainings planned for the purpose of building the capacities of CCT. Support and expertise of the UNDP Gender Programme Manager will be appreciated on this matter, as the gender agenda item should reflect 1) recent activities and actualities, popular topics, while particular focus will be on developing target group’s skills for easy tracking of gender dimension and learning by example; 2) analyses of different processes that men and women use for decision making and cross-gender communication differences (e.g. attitude towards tasks vs. relationships; way of processing information; communication styles) in order to ensure involvement in decision making and make direct contribution to promoting participative democracy; 3) how to ensure participative democracy via mass media; etc..
I.C. Project Beneficiaries: 

The project is primarily designed to further support the government’s core communication bodies. The main beneficiaries will include the Government’s Communication Coordination Team and the International Public Relations Unit of the Public Relations Bureau. Building the professional capacities of these bodies will result in a greater influence of government communication professionals on the decision making process, as the introduction of good communication practices will inevitably lead to good governance, more transparency in public administration and greater public involvement in the decision making process. 
II. PROJECT RESULTS AND RESOURCES FRAMEWORK 
	Intended Outcome as stated in the Country Results and Resources Framework: 

Improved professional skills of government PR officers; increased awareness of good international practices; higher level of inter-departmental communication and regional cooperation, through i) Regional government communication conference for sharing experience, good practices; ii) Two two-day training sessions/workshops for CCT members and senior PR Bureau staff; iii) Internal communication event; iv) IPRU capacity-building; v) Two study visits to small- or medium-size countries for experience exchange; vi) Three two-day training sessions in topics of greatest relevance for IPRU capacity building



	Outcome indicators as stated in the Country Results and Resources Framework, including baseline and targets.

Indicators:  EC Annual Report on Montenegro, biannual reports of the CCT 
Baseline: N/A

	Applicable MYFF Service Line: 

	Partnership Strategy: The project will contribute towards building partnership with the Government of Montenegro, as a core partner and to strengthening the communication and policy dialogue between the Government of Montenegro and general public.

	Project title and ID (ATLAS Award ID):  “Promoting good governance through strengthening capacities of the Government of Montenegro for strategic communications and international public relations”

	Intended Outputs


	Output Targets for 2011-2013
	Indicative Activities
	Responsible parties
	Inputs

	1. Build regional cooperation in communication practices through exchange of knowledge and experience, raising common issues

2.  Build capacity of CCT to exercise greater influence on policy makers and encourage more public involvement in decision making process 

3. Create a community of practice among government communication professions, facilitate the exchange of expertise and enhance the sense of group identity and togetherness

4. Strengthening the capacities of the IPRU for improved communication

Baseline:  relatively low experience in novel communication practices (such as social media, prompt crises response, etc.); PR officers’  often low access to and influence on decision makers; often slow and non-coordinated internal communication among certain government departments; virtually non-existent regional cooperation and experience-exchange in communication practices


	Regional government communication conference for sharing experience, good practices

Two two-day training sessions/workshops for CCT members and senior PR Bureau staff

Internal communication event

IPRU capacity-building

Two study visits to small- or medium-size countries for experience exchange

Three two-day training sessions in topics of greatest relevance for IPRU capacity building


	- Organise two-day or three-day regional conference  with senior PR Bureau staff (including IPRU), members of CCT, heads of government communication departments and PR officers/spokespersons from South East Europe and prominent government communication specialists from the EU countries

- Organise two two-day training sessions/workshops for CCT members run by prominent government/political communication specialists on some of the topics identified as critical by CCT (creative writing, social media, media appearance training, public diplomacy, crisis management, etc)

- Organise two-day internal communication event for CCT members and PR Bureau staff (team-building)

- Organise two study visits for IPRU to small- or medium-size countries for exchange of experience and best practices in international PR

- Organise three two-day training sessions for IPRU members in topics of greatest interest and relevance delivered by prominent international political communication experts specialising in creative writing, social media and media training

- Provide experienced international expert trainers 
	UNDP


	· Project Manager 

· International consultant

· Local Experts

· Translations

· Travel

· Workshops

· Video Equipment

Total Activity: 

150.004 USD



ANNUAL WORK PLAN BUDGET SHEET

Year: 2011
	EXPECTED  OUTPUTS
	PLANNED ACTIVITIES
	TIMEFRAME
	RESPONSIBLE PARTY
	PLANNED BUDGET

	 
	
	
	
	
	
	Source of Funds
	Budget Description
	Amount

(USD)

	More efficient Government PR oriented towards formulating communication policy and exercising greater influence on policy makers, including enhanced participatory democracy and building good governance. Better internal communication and enhanced capacity of PR professionals, including modern means of communication. Regional cooperation in communication matters.
	- Establishment of organisational structure for project management 

- Establishment of training programme 

- Providing of experienced international expert trainers


	
	
	Nov-Dec 2011
	UNDP
	UNDP
	71200 –International Consultants
	4.000

	
	
	
	
	
	UNDP
	UNDP
	71200 –International Consultants
	5.000

	
	
	
	
	
	UNDP
	UNDP
	74200 – Audio Visual and Printing Production (Translation)
	1.500

	
	
	
	
	
	UNDP
	UNDP
	72100 – Contractual Services Companies
	9.500

	
	
	
	
	
	
	
	
	

	TOTAL:
	20.000


ANNUAL WORK PLAN BUDGET SHEET

Year: 2012-2013
	EXPECTED  OUTPUTS
	PLANNED ACTIVITIES
	TIMEFRAME
	RESPONSIBLE PARTY
	PLANNED BUDGET

	 
	
	
	
	
	
	Source of Funds
	Budget Description
	Amount

(USD)

	More efficient Government PR oriented towards formulating communication policy and exercising greater influence on policy makers, including enhanced participatory democracy and building good governance. Better internal communication and enhanced capacity of PR professionals, including modern means of communication. Regional cooperation in communication matters.
	- Establishment of organisational structure for project management

- Establishment of training programme

- Providing of experienced international expert trainers

- Organise study tours
- Invite participants and organise regional conference

	January 2012
	
	April 2013
	UNDP
	UNDP
	71200 –International Consultants
	8.000

	
	
	
	
	
	UNDP
	UNDP
	72100 – Contractual Services Companies
	9.000

	
	
	
	
	
	UNDP
	UNDP
	74200 – Audio Visual and Printing Production (Translation)
	2.000

	
	
	
	
	
	UNDP
	UNDP
	71600 – Travel
	1.000

	
	
	
	
	
	UNDP
	GoV MNE
	71200 –International Consultants
	8.000

	
	
	
	
	
	UNDP
	GoV MNE
	72100 – Contractual Services Companies
	8.500

	
	
	
	
	
	UNDP
	GoV MNE
	74200 – Audio Visual and Printing Production (Translation)
	2.000

	
	
	
	
	
	UNDP
	GoV MNE
	71600 – Travel
	2.000

	
	
	
	
	
	UNDP
	GoV MNE
	71500 - GMS
	615

	
	
	Subtotal unfunded:
	41.115

	
	
	January 2012
	
	April 2013
	UNDP
	N/A
	61200 –GS Salaries Costs
	3.700

	
	
	
	
	
	UNDP
	
	73100 – Rental and Maintenance
	1.000

	
	
	
	
	
	UNDP
	
	72500 – Supplies
	500

	
	
	
	
	
	UNDP
	
	71600 – Travel
	15.500

	
	
	
	
	
	UNDP
	
	74500 – Miscellaneous
	1.000

	
	
	
	
	
	
	
	71200 -  International Consultants
	22.000

	
	
	
	
	
	UNDP
	
	72100 – Contractual Services Companies
	40.000

	
	
	
	
	
	UNDP
	
	74200 – Audio Visual and Printing Production (Translation)
	2.600

	
	
	
	
	
	UNDP
	
	71500 - GMS
	2.589

	
	Subtotal unfunded:
	88.889

	TOTAL :
	130.004

	TOTAL PROJECT:
	150.004


III. MANAGEMENT ARRANGEMENTS

III. A. Institutional Framework

The project will be self-contained for funding purposes, with its own budget and results-based management framework, but will form an integrated part of the Capacity Development Programme (CDP), complementing related activities of that programme. 

The CDP Executive Committee 
 will have ultimate responsibility for management, assisted by the CDU Capacity Management Unit, and answerable to the Steering Committee composed representatives of government and donors and chaired by the Deputy Prime Minister for Political System, Foreign and Interior Policy.  

The Office of the Deputy Prime Minister will be responsible for coordination of government inputs through CDP Executive Committee.
III.B. Project Roles and Responsibilities

Project Implementation. The Project will be implemented under Direct Execution modality (DEX) in accordance with UNDP rules and regulations, set forth is the Programme Implementation Manual, tailored for this particular programme and based on the UNDP Programming Manual and the general UNDP DEX Guidelines. 
The existing UNDP structure and logistics will be used for the project implementation, under the auspices of the CDP. In close cooperation with the Head of the IPRU of the Government of Montenegro based on equal management shares, the UNDP Montenegro Communications Associate will be the responsible for managing the Project, assisted by the Communications Assistant and the Democratic Governance Programme Assistant.. The reports will go to the CDP Executive Committee through the CDP Programme Manager.
The Project Manager will have the following role: 

1) Coordinate technical, administrative and financial activities of the project;

2) Ensure monitoring and control of activities 

3) Financially manage the project (including effecting disbursements);

4) Resolve bottlenecks; 

5) Prepare substantive and financial reports for the CDP Executive Committee, the donor(s) and UNDP. 
The Project Manager may convene meetings involving CDP/UNDP senior management and the Government representatives if he/she encounters difficulties during the implementation of the Project.
UNDP Backstopping Team: The UNDP Country Office in Podgorica staff will provide strategic advice and administrative support and is responsible for financial disbursements, controlling and reporting. The Backstopping Team will ensure that the project is informed by the lessons of UNDP's prior project experience and is integrated into the ongoing project activities within the CDP portfolio.
The UNDP Team Leader will provide advisory and operational support to the project implementation. 

III.C. Monitoring and Evaluation
III.C.A. Monitoring
The purpose of monitoring and evaluation will be to monitor progress towards the key outputs, identify, in good time, where improvements are necessary to enable the project to achieve its objectives, and to make preliminary assessments about further training needs of the target groups. 
The Project Manager will prepare monthly briefings for CDP Executive Committee. The Project Manager will be responsible for ensuring the reports are shared with other donors and representatives of the Government and that their comments are taken into consideration.
Evaluations of the impact of the training programmes will address the dimensions of trainee reaction, learning and behaviour change. Multiple methods of evaluating training impact will be used.
To evaluate the accountability of the project actors, the UNDP will apply its usual mechanisms for assurance of project quality. 

III.C.A.1 Reporting responsibilities  
The CDP Executive Committee must report on status of indicators as well as on financial performance to CDP Supervisory Board on six months basis. 

III.C.A.2 Visibility
To keep the general public informed about project’s progress and to encourage positive participation in the project, the building and sustaining of political commitment and beneficiaries’ demand for the project, the project management will – whenever appropriate - disseminate information through Internet web-sites, newsletters, press releases, videos and other public relations efforts, and carry out feedback surveys, etc.
This project will follow an already established line of UNDP projects in the field, primarily referring to the CDP, and will therefore have a safe base and paved path. Nevertheless, it is necessary to conduct a short risk analysis.

III.C.B. Risks and Prior Obligations
1. Financial Resources – the financial resources provided through this project are sufficient to satisfy the needs of the first phase of the project. However, for reforms to continue additional resources will be required. Therefore Project Management will run pro-active fund raising campaign to mobilise additional resources. 

IV. LEGAL CONTEXT
This project document shall be the instrument referred to such as in Article 1 of the Standard Basic Agreement a copy of which is available at RBEC.
The following types of revisions may be made to this project document provided UNDP is assured that other signatories of the project document have no objections to the proposed changes:
a) Revisions in, or addition to, any of the annexes of the project document;

b) Revisions which do not involve significant changes in the immediate objectives, outputs or activities of a project, but are caused by the rearrangement of inputs already agreed to or by cost increases due to inflation, and

c) Mandatory annual revisions, which rephrase the delivery of, agreed project inputs or reflect increased expert or other costs due to inflation or take into account agency expenditure flexibility

Programme Period: 


Programme Component: 


Project Title: Promoting good governance through strengthening capacities of the Government of Montenegro for strategic communications and international public relations


Project ID


Project Duration:	18 months


Management Arrangement








Total Budget:		US$ 150,004


Allocated resources:	US$ 61,115


Government      	US$  21,115 


(15,000 EUR app. as per November 2011 ex.rate)


UNDP   	US$ 40,000





Unfunded budget:	US$ 88,889








�Government’s YouTube Channel: www.youtube.com/user/MeGovernment; Twitter account: @MeGovernment.  


� The questionnaire was completed by 19 spokespersons/PR officers at different government departments and the Public Relations Bureau. They identified the training following areas as most significant (in order of importance): public diplomacy (international public relations), crisis communication, media training, presentation and debating skills, strategic communication, campaign management, media writing skills, internal communication, media planning, visual identity, speech writing, organizing media events, public relations ethics, online communication and social networks.


� Grammar of Montenegrin, Croatian, Serbian and Bosnian languages and Gender Equality Law provision on official use of gender sensitive language;


� The Executive Committee is chaired by the Secretary of the Government of Montenegro Communication Coordination Team (CCT) and composed of representatives of the Government’s PR Bureau and UNDP.
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