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Executive summary

Espacio Autonomo (EA) is a small non-profit organization situated in the suburbs of Mexico City. The two founders, Julio Romani and Friné Lopez, aim to develop sustainable solutions for discriminated people living in poverty. In this quest, EA needs more resources such as workforce, funds and support every day. Unfortunately, it becomes difficult in a world where competition between organizations increases the rarity of volunteers, investors and donors. It is crucial for organizations such as EA to develop a communication strategy to raise familiarity amongst the population. The founders have the desire to develop a strategy to communicate with the public. However, EA does not have the funds to pay for it. Therefore, EA needs a strategy that does not require a lot of funds and can be implemented easily without overwhelming the employees with new tasks. 

This paper analyzes the situational context of EA to identify the main needs of the organization. Two main objectives have been defined related to the principal needs of EA that are employees and funds. EA must increase the familiarity of the public in order to attract potential workers and opportunities of funding. To obtain familiarity, EA needs to develop a communication strategy based on Public Relations (PR). As a matter of fact, PR helps to develop a cheap communication strategy that spread information to a large audience.  PR uses third-parties to relate the information increasing the credibility of the story. Thus the public does not perceive it as advertising but as interesting information. 

The growth of the Internet in the last years opens many new possibilities to organizations such as EA to communicate with the world. EA must develop online tools such as blogs, websites and social networks to stay in contact with the young people. Moreover, the Internet offers free tools to communicate with the people. Free publicity is a cornerstone of the communication strategy of EA since no funds are available for it. To obtain free publicity EA must work on two particular aspects. Firstly, it needs to be visible on the Internet to ensure that the public can find enough information about the organization and secondly it needs good stories to tell that can be related by online newspapers or blogs. 
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1. Introduction

Motivation

Espacio Autonomo is a non-profit organization established in 1999 in the city of Mexico. For ten years, the organization has been managed by the founders, Julio Romani and Friné Lopez. EA is conducting sustainable and social projects in four cooperatives in the eastern part of the Michoacan region. The founders are fully committed to the assistance of the socially discriminated population and devote their entire existences to this mission. Their work is important for the inhabitants of the cooperatives, as a small organization they have reached a good level of proximity with the population. EA understands well the social, economic and environmental situation of the area and therefore develops adequate initiatives to protect the natural wealth of the area, taking into consideration the conditions of living of the population.

The problem

In its pursuit of the improvement of human development, EA is trying to expand its projects to other cooperatives. This desire generates needs such as funds and workforce. Unfortunately, not being well-known in Mexico, EA is struggling to attract the attention of sponsors, investors, volunteers and workers. EA lacks familiarity from the public and therefore cannot promote itself. EA is in a vicious circle, it necessitates a communication strategy to attract workers and investors. Unfortunately, the staff does not possess the skills to develop a communication strategy. Therefore, EA needs to employ qualified workers. This paper intends to analyze the issues EA is facing, explain the role communication can play and define a strategy that can help settle these issues. It focuses on the importance of familiarity for a non-profit organization in the process of communicating with the public.

Central Question

How can Espacio Autonomo increase its familiarity amongst the public in order to attract investors, donors and volunteers?

Sub questions:

What are the external forces around Espacio Autonomo?

What are the communication objectives?

What are the stakeholders of Espacio Autonomo?

What are the trends in PR for non-profit organizations (NPO)?

What tools are advisable in PR for NPO?

What is the possible PR strategy to create familiarity for a small NPO?

Methodology

Desk research has been conducted on PR in general and PR for non-profit organizations. Technical aspects of a communication plan have been also researched as well as the situation of non-profit organizations in the world regarding PR.

An interview has been conducted with the two employees and the founders on the main problems of EA, the communication of the organization and the main activities in EA. The book “Setting up a strategic communication plan” has been used to define the guideline of the paper. Books have also been used to define PR and understand the Public Relations for non-profit organizations.

Blogs, online newspapers and marketing websites have been consulted in order to define and understand the relation between Public relation and familiarity for non-profit organizations.

My field experience

During five months, I had the chance to observe the functioning of the organization inside the office but also in the cooperatives where EA was conducting projects.  My observations constitute the basis of this paper.  

Limitations

The case is too small to use any survey. 


2. Presentation of the organization

This chapter provides information on the organizational aspects of EA such as the visions, the missions, the structure and culture of the organization. It also defines the issues and problems that prevent EA from achieving these missions and visions. 


2.1 Short history of Espacio Autonomo
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In 1999, EA was founded by Julio Romani and Friné Lopez. EA is a non-profit organization that aims to give a chance to the people in a situation of exclusion living in remote and marginalized regions to develop activities and take care of their natural resources. They started their project in the region of Michoacan since it was Julio Romani's birthplace. The region of Michoacan is situated in the north-west of Mexico City. EA made a study on the living conditions of the people living around the Monarca butterfly zone. Each year, Monarca butterflies, a rare species, migrate from the south of Canada to the dark forests of Michoacan, Mexico. This rare phenomenon attracts tons of tourists every year. Thanks to this study, they could attract some institutions that had an interest in this area. They conducted projects with the support of federal institutions with the purpose of giving training and information to the women and men living in difficult conditions of life. Using workshops, they gave the locals the opportunity to look after their forests, plant trees and install bins in the villages in order to avoid contamination. In the meantime, EA provided workshops to train the women to create handcrafts and therefore provide a support for the promotion of the area. Tourism is the main source of income in the region of the Monarca Butterfly (Vargas & Cerna, 2009). Their field of action includes four cooperatives all situated in the region of Zitacuaro in Michoacan. Each cooperative has about 500 inhabitants. In the last years, EA expanded its activities with three projects in the first semester of 2009. However, this expansion is forcing the organization to change.


2.2 Organizational structure and culture

Since January 2009, two more employees were recruited in the headquarters in Mexico City, Julio and Friné being the two founders, Violeta the project coordinator and Gabriela the administrative assistant. They have external, specialized interventionists such as a water engineer for the project related to water collection and an artifact designer for the projects with marginalized women. Once a week, an external accountant helps with the administrative tasks. The atmosphere in the office is very relaxed. The two founders treat the employees as if they were their friends, with respect and attention. Yet, they are firm when it comes to respecting deadlines. This informal relation creates a comfortable atmosphere at work and helps employees to adopt the same philosophy that Julio and Friné have towards their work. Indeed, they are all passionate (observation, 2009).

Below is indicated the organizational chart of EA:
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2.3 Mission and vision 

As stated in the website, EA has for mission to work with women and men living in situations of exclusion and/or vulnerability. The objectives of EA are to contribute to economic and social justice within the sphere of a sustainable development, to equity of incomes and rural development. Investigation, training, technical assistance are the techniques used for this purpose. This mission has not been change for the last decade. The two founders and the two employees have all certified that the activities of EA are still in accordance with the mission stated above. (Romani, Azeneth, & Bejarano Cruz, 2009) Each project of EA is, indeed, including women and men living in situations of exclusion in the region of Michoacan. However, these projects just concern a small part of the Mexican population. More individuals could be reached.


EA's vision is to favor human development, conservation and a sustainable use of natural resources in cooperation with men and women in urban and rural areas considering its capacities, aspirations and contexts, respecting plurality and local forms of organization. The projects of EA are lacking a follow-up in most cases which is harming the credibility of its vision. (Observation, 2009) As a matter of fact, projects must be perennial in order to ensure a sustainable development of an area. For instance, a project executed in one of the community provided seeds and workshops for six months to 15 families to provide them the tools to develop personal agriculture. One year later, only two families are left following up the project and can eat their own vegetables. Gabriela, the administrative assistant of EA, states in an interview that she deplores the majority of the population does not realize the benefit of such projects for their life (Bejarano, 2009, p. 1). This statement shows a lack of communication between EA and the rural population. EA must learn how to transmit their knowledge to the people in order to ensure they can take care of their own resources without supervision or help.

The general objective of EA is to contribute to economic and social justice, sustainable development and social and cultural transformation of the society. No specific objectives were mentioned in the website or in the constitutional contract of EA (observation, 2009). The founders define specific objectives for each project but not for a specific domain or a specific target group. For instance, it is stated nowhere what EA wants for the inhabitants in the communities involved in the projects (Observation, 2009). Without a specific objective for this group of people, it is hard to evaluate the success of the projects in a long-term analysis. 


2.4 Interviews of the staff

The employees and the founders have been interviewed on different topic such as EA's activities, the mission of EA and the problems that the organization is facing today (see appendix B). The answers have been used to define the general guideline of this research paper. It constitutes a justification to the situation analysis. Indeed, the staff of EA is aware of the issues that hamper EA to develop. On the other hand, they do not know how to tackle them.

A couple of issues have been revealed during the interviews:

· Lack of resources to employ an Information and Computing Technology (ICT) specialist (Romani, 2009)

Thanks to funds allocated by INDESOL, the institute for social development of the Mexican government, EA could renew all its ICT equipment in order to face increasing demands in accountability and communication. However, employees and the two founders are not familiar with the new softwares (observation, 2009). They need someone to give them training on how to use these new programs. Moreover with Internet, viruses, networks and new media, EA needs a permanent employee who could solve ICT issues that appear everywhere and every time.

· Lack of infrastructure in Michoacan (Romani, 2009)

Every time the crew is going on a field trip, they need to look for places to meet the people, conduct workshops or store the materials. The construction of a storage with a room could give EA the infrastructure needed to conduct its projects in proper conditions. (Observation, 2009) 


· Lack of funding to cover social services for employees (Azeneth, 2009)

The two employees are complaining on their regular situations (Observation, 2009). The wages are already low and on top of that EA could not encounter the funds necessary to provide social cover. EA must fix this situation as soon as possible to be conform to the law that stipulate that each organization should provide this cover for its employees. 

· Lack of a constitutional communication policy (Romani, 2009)

EA communicates with some organizations and institutions without any clear strategy. This situation brings confusion for the external actors but also inside the organization. A strategy helps to define where the organization is going (Observation, 2009).

· Lack of employees (Bejarano, 2009)

With more employees, EA could solve its apparent ICT, administrative and communication problems. The restricted crew of EA prevents the organization to develop its activities.

· Connection between EA and the inhabitants in the cooperatives is not well established (Bejarano, 2009)

When a project is finished in the cooperatives, people who were involved often go back to their daily routine without giving any follow up to the projects. This situation endangers the effect of EA's projects on a long-term basis. 

· Administrative and accounting tasks overload the work of the employees (Bejarano, 2009)

At least half of the time spent at the office is occupied by administrative tasks. Even if they are necessary, these tasks should not steal the time necessary for organization to conduct projects. (Observation, 2009)


These issues endanger the capacity of EA to establish long-term projects and develop new activities that would help achieve the organization objectives. Julio Romani recruited an intern for six month to take care of communication matters. This proves he understands that the lack of communication strategy of EA constitutes an issue. What Julio Romani does not realize is the role communication can play in the resolution of the main issues shown above.  The demands of EA that arise after in this chapter are a need of employees, volunteers, funds, and long-term investors. These needs are all connected to the capacity of EA to communicate with its different stakeholders, to attract interest and support. EA needs to work on a communication strategy. 

The following situation analysis will investigate the internal and external environment of the organization to determine the strengths, weaknesses, opportunities and threats. The objective of this analysis is to define the key communication issues of EA and to open the way to a communication strategy that could help EA develop its activities.


3. Context analysis

In order to fully understand the situation of EA, it is necessary to carry out an analysis of the environment of the organization. Both internal and external environments must be considered to obtain a global understanding of the situation. The internal and external analysis determine what the main issues of EA are.  At the end of the context analysis, the main problem is identified and we can proceed to the definition of the communication objectives.


3.1 Internal Analysis

During an internal analysis the functioning of an organization is systematically researched. “This leads to an overview of the strengths and weaknesses, especially with regard to things that the organization can influence to a certain degree.”(Vos, 2003, p. 28) 

Strengths:

Strengths are aspects which positively contribute to the objectives of an organization. (Vos, 2003, p. 29) In the case of EA, strengths are aspects that contribute to economic and social justice, sustainable development and social and cultural transformation of the society.

Working in a poor region of Mexico, EA has a sufficient knowledge of the economic and social situation of the inhabitants living in these marginalized communities and can therefore define an adequate strategy to improve the situation. For example, Friné Lopez and Julio Romani (2006) wrote a book about the economic and social situation of the inhabitants of the four communities where EA is involved.  Moreover, Julio Romani comes originally from this part of Michoacan. They also established friendly contacts with the locals; they are therefore constantly informed about all the problems that appear within the community. (Observation, 2009)

EA does not have confines to change their plan from one day to another. They are innovative and flexible with few operating costs. As an example, a community named “Calabozo 2” had a problem with the trash collection (Romani & Lopez, 2006, p. 67). Young people were throwing away plastic and glass bottles in the nature along the roads. EA disposed of little fund to remedy to this problem. They developed an alternative solution by asking the men of the community to build metallic boxes out of old machines and the women were asked to paint the boxes in blue and invite people to use these bins with funny inscriptions. 


EA is a small non-profit organization that is too small to attract political interest. It remains therefore politically independent and enjoys a total freedom working with people from any political party.

Weaknesses:

Weaknesses are aspects which detract from achieving organizational objectives (Vos, 2003, p. 29). These aspects can limit the actions of EA necessary to complete its general objective.

The public is not familiar with EA. They have a website that is online for five months now (Since the 21st of May, 2009) but no marketing is done around it. EA exists only for the inhabitants of the communities and some institutions in the Federal District. Without familiarity, EA cannot reach the public to find potential volunteers or donors. 

EA does not have a lot of experts that can analyze all kind of situations. Today, they only dispose of a water engineer who can assist EA for the water collection Project, an administrative consultant who comes once a week to collect data and an artifact designer who intervene in the communities to give workshops to the locals. (Romani & Lopez  2006) EA has a limited expertise when it comes to the use of natural resources, the economic situation in the communities and how to provide a proper education to the locals. In order to achieve its general objectives EA needs a better expertise in these fields. 

EA does not have many resources to fulfill its objectives. The administrative tasks require another full-time employee that could supervise it, someone who can manage ICT tasks is also missing. Finally, a communication expert is required to work on a possible communication strategy. EA does not have any location in Michoacan to work; it needs a location to stock materials and organize workshops. EA needs also more investments to supply the employees with quality materials. (Romani, 2009)

EA does not dispose of enough funds to provide health care to the employees (Romani, 2009). The two employees are not satisfied with the poor working conditions (Azeneth, 2009). To recruit new employees, EA depends on the money it receives from institutions and private investors interested in their projects. They do not have side activities that help them finance their projects. EA is not financially sustainable and cannot generate benefits that can be used for projects. EA is fully dependent on its investors and make it very vulnerable if investors decide to stop funding the organization.

The director of EA himself considers that too much time is spent on administration tasks. (Romani, 2009) Sometimes all the employees are working on the administration putting in stand by all activities. Everyone in the organization recognize they are spending too much time on these tasks but they have to do it anyway to remain transparent and obtain funds. 

EA did not implement any communication strategy. All communication efforts are disorganized and do not fit in a strategy that could give clear results. (Romani, 2009) The projects and results are communicated to each institution that finance EA with different reports made at the last minute (Observation, 2009). By organizing its communication tools, EA can gain time and transparency towards these institutions. 


3.2. External Analysis

External analysis helps to map out “the developments within the environment that could have radical consequences for the organization” (Vos, 2003, p. 30) it is required to carry out an analysis of the organization's external environment. By doing this, the opportunities and threats present in the environment become visible.  

Opportunities: 

Opportunities are favorable situations, trends or changes in the organization's environment. (Vos, 2003, p. 30) EA's opportunities are aspect that can help the organization expand its activities; develop its field of actions and familiarity toward the public. 

EA has been working in the same sector for ten years. This long-term presence on the field   defers to EA a high credibility on its ability to understand the economic and social situation of the sector. EA obtained already the trust of the inhabitants of the area. For instance, when a family is suddenly unhappy with a project or a situation, the elected persons call Julio Romani to tell him about it. (Observation, 2009) This proximity can bring investors to choose EA to supervise operations in this sector instead of less experienced organization.

EA is encouraging participatory development with the locals to give them the skills to execute projects by themselves under the supervision of EA. It makes the local people become conscious of the problem, how they can solve it. On top of it they are paid for these projects, it provides them part-time jobs in an area where unemployment rates are very high. (Aguilera, April 2008) Participatory development helps build a project on a long-term basis since the people will follow up the project themselves and transmit it to their children.

Public and potential investors are becoming more open to invest in social projects nowadays. There is a global consciousness rising in the world and in Mexico for social projects.  A study conducted by Jorge Villalobos shows that in Mexico, donations are not numerous with a total amount per year equal to 0,04% of the PIB. However, it says that support from public and private investors are increasing the past years and open the way for a better future for small non-profit organizations such as EA. ( Villalobos, 2007, p. 4)

It is easier to promote an organization or projects thanks to the expansion of media in Mexico. (Gonzales, August 2009) Internet is the perfect example of a new way to promote, cheap and efficient. Public Relations become affordable for everyone with the Internet. Moreover, people are more inclined to visit the web for information and maybe find out about EA.

Communication studies attract a lot of young students but many find themselves without a job at the end of their studies. In addition to that, the rise of unemployment rates provides extra potential workforce. (Flores, August 2009) This situation is giving a better opportunity for someone to join EA despites the low paychecks and the lack of health cover. 

My internship helped a lot with ICT issues and communication. This experience open the way to new opportunities for interns from Holland. EA can benefit from a foreign point of view on its situation and explore new techniques and strategies.

Nowadays, green is the brand number one. Almost all the big corporations are betting on green to re-build their image. There is a tendency on the rise to support all green enterprise small or big. (Science Daily, June 2009) EA must take advantage of this tendency and promote its greenness to attract investors and the attention of the public.

Threats: 

Threats are unfavorable situations in the environment of the organization “potentially damaging to its strategy.” (Vos, 2003, p. 32) Threats represents for EA aspects that can prevent the organization to develop new objectives and ensure a viable future.

EA is not related to many organizations in the Monarca Butterfly zone. This lack of partnering leads to the creation of unsustainable initiatives that are not linked to wider development solutions (Maggy, 2009). For instance, World Wild Fund (WWF) can develop a project for the whole zone of the Monarca Butterfly without being aware of a project conducted by EA. The efforts of EA can be overflowed by WWF's activities. EA needs to communicate with all the potential stakeholders of the area in order to ensure the sustainability of its projects in accordance with other development solutions.

Increasing demands for accountability lead to more administrative work and are seriously endangering the balance of EA. Workers are already spending too much time to justify their expenses. This time is then taking on the realization of the projects. EA needs to employs someone who can handle all the administrative work in order to give the founders the time to develop EA's activities. 

Julio Romani and Friné Lopez must build a perennial organization than can survive to their departure. As a matter of fact, if EA cannot prove its long-term vision it will be harder to convince investors to finance the projects. Moreover, sustainable initiatives require sustainable management that last in time. EA must follow up each project and ensure that the situation in Michoacan is getting better.

As an achievement, EA wants a general improvement of the situation in Michoacan. However, this might also put EA out of job if the organization cannot find other sectors where it could implement new development strategies. 

3.3 SWOT analysis

In the SWOT, the external and internal analyses are confronted in order to define later the key issues faced by the organization.

	Strengths
	Weaknesses
	Opportunities
	Threats

	Knowledge and awareness of local economic situation
	
	Long-term presence on the ground
	May set up unsustainable initiatives without linking to wider development solutions

	Committed to poor and marginalized groups
	Poor working conditions
	Encourage participatory development
	Improvement of the situation in Michoacan

	
	Limited expertise
	Rise of unemployment rates
	retirement of the two founders

	Innovative and flexible with few operating costs
	Resources
	New opportunities of interns from Holland
	

	Political independence
	Familiarity of the public
	Media expansion
	Being left out by private investors

	
	Not financially sustainable
	Increase of support from public and private investors
	Increasing demands for accountability

	
	Lack of communication strategy
	Green investment trend
	

	
	Unstructured administration requiring lots of time
	
	


EA is facing a lot of difficulties. As one of the directors said in his interview, “there are many problems and they are all important” (Romani, 2009). However it is not necessary to tackle these difficulties one by one. While mapping the weaknesses together we can define the key weaknesses that are connecting all problems. 







 




As shown in the following schema, the three core issues are the lack of resources, the lack of familiarity and the absence of a communication strategy. These three issues are interrelated. To develop a communication strategy, EA needs professional people who are specialized in communication. To attract these qualified workers, EA necessitate more familiarity with the potential workforce. What came first? The egg or the hen? In this situation, the main need is to get more familiarity in order to obtain the resources to solve all the other problems. The solution is the elaboration of a cheap and efficient communication strategy based on the SWOT analysis that can overcome weaknesses, maximize strengths, prevent threats and take advantage of opportunities.

The priority is to recruit employees and volunteers to then develop more this strategy. The first step consist of defining the communication objectives, the field of forces and the messages for each target group in order to establish an adequate strategy for each stakeholder.

4. Communication objectives

To define the communication objectives, the results expected to be achieved at the end of the initiatives must be identified. The results expected for each target group constitute the objectives to be reached.  (Wong, Armstrong, Kotler, Suanders, 2008, p. 134) In this chapter, general objectives will be identified according to the final results the organization wishes to obtain. Then, more specific objectives will be defined conforming to each target group. They constitute a basis for the development of activities for the communication strategy (The International Development Research Center, 2009).


4.1 General objectives 

As discovered in the chapter three of this report (see page 19), EA suffers from a lack of familiarity with its public. Related to familiarity, two main needs of EA can be underlined: Funds and workforce. EA's main focus in this communication strategy is to attract donors, investors, volunteers and potential employees that could help EA develop its activities. At the end of the communication campaign, the results expected are, on one hand, the achievement of getting  funds from private or public sources and on the other hand, the recruitment of volunteers and qualified or non-qualified employees. (Observation, 2009) Therefore the two general objectives of EA in terms of communication are:

· To obtain funds

Funds are necessary to meet the needs of EA in terms of infrastructure, payment of the employees and development of future projects. Both private and public organizations are targeted as well as private donations. As an ultimate goal, EA wants to break its dependence on public institutions (Romani, 2009). 

· To recruit employees and volunteers

The recruitment of volunteers is a priority for EA since they are free and more flexible. EA needs them to work on the cooperatives with the locals or in the office dealing with communication and administration tools. Employees are more expensive but necessary for the realization of long-term objectives. According to john Pynes, writer of “Human resources management for public and nonprofit organizations”, regular employees help in the construction of perennial activities (Pynes, 2004).

These two main objectives define the priority line of the communication strategy. Funds and workforce constitute the primary needs of EA that can then open the way to the realization of other objectives such as the increase of awareness of the public and the simplification of the administration of the organization.


4.2 Field of forces

The next step is to analyze the field of forces that reveal the different stakeholders of EA. A stakeholder is a group or an individual that affect or is affected by the objectives of an organization (Friedman & Miles, 2006, p. 9). Afterwards, specific objectives can be identified for each stakeholder. The stakeholders have been divided in three groups according to their level of influence with EA. 


EA is strongly related to three groups. The Federal Government that financially sustains EA together with its activities. This situation makes EA dependent on the budget decisions of the Federal Government. In the cooperatives, EA's activities have a significant impact on the lives of the inhabitants (observation, 2009). They are the principal beneficiaries of EA's actions. The cooperatives officers have a strong influence on EA's activities since they are the one who decide to present the projects to the population. 


FGRA (Fundación Gonzalo Rio Arronte), the Fondo Mexicano Para la Conservación (Mexican Fund for the conservation) are the main investors for the project in Michoacan. They fund the totality of the projects on water collection and forest conservation. NDI (National Democratic Institute) provides workshops and assistance to help EA develop the organization. WWF (World Wild Fund) manages the area of the Monarca Butterfly in Michoacan and therefore encompass EA's actions. The private companies working in the cooperatives have an effect on EA since they constitute a potential source of investments and also because they often live on the natural resources EA is trying to protect. (observation, 2009)


The inhabitants of the region of Michoacan and the Federal District are an expected source of workforce in the future. The connection to EA is today inexistent but need to be created to ensure the development of EA's activities. The Media and employment agencies are expected to relay the information and help EA reach more people. Other NGO in Michoacan constitute potential partners for future projects.












The communication strategy aims to deliver specific messages to different target groups. In that sense, the stakeholders have been divided in three groups according to the needs of EA that correspond to the expected objectives. First the investors and the donors that are related to financial needs, second the volunteers and workers that are linked to the needs of workforce and third the other interest such as the media who are related to the need of familiarity. 



4.2.1. Investors and donors

The federal government (El gobierno Federal)

The national institute of the women and the national institute of the social development (INMUJERES and INDESOL) are dependent on the federal government. Theses two institutes are the main financiers of EA. INDESOL has been created to work with social organizations such as EA to assist the social politic of the country. INMUJERES has been specially created to establish a perfect equity of opportunities between women and men. EA needs to be very transparent with these two institutions by sending reports for each project and expense. The objective is to ensure EA remains transparent at 100% towards these two institutes.

Fundación Gonzalo Rio Arronte Fundación Gonzalo Rio Arronte (FGRA)

This foundation has as a general mission to give assistance to the worse-off. To that respect, FGRA is supporting a project that consists of providing water to the people in the dry region of Michoacan. The foundation is the major investor in the water project of EA in Michoacan that consists in giving training and material to make locals able to build their own rainwater collectors. The objective is to develop a stronger relationship with this organization in order to obtain other project opportunities. The message is based on transparency and focus on the abilities of EA to manage projects that could interest FGRA.  

National Democratic Institute (NDI) 

NDI is assisting EA by giving workshops to strengthen the strategic planning of EA's activities. It influences the way EA is ran and therefore any changes within the organization is discussed with NDI (Azeneth, 2009). NDI acts as a partner with EA, therefore the communication objective is to communicate the results obtained thanks to the workshops given by NDI. The message is based on the results of EA's projects.

Natural Fund of Mexico (Fondo Mexicano para la Conservación)

This institution support projects that are directly connected to the conservation of biodiversity in Mexico and notably a project of EA that takes care of the forest in Michoacan, where we can find the Monarca Butterflies. The message is based on transparency and focus on the abilities of EA to manage projects that could interest Fondo Mexicano. 

Private companies working in the cooperatives

National companies working in the area or local companies can become partners of EA's projects, if a trustworthy relation is created with efficient communication tools. For example, Pemex, the leader in distribution of petrol in Mexico signed the Sustainable Worldwide Pact of the UN. The president of the company, Luís Ramirez Corzo, said Pemex will collaborate with companies, organizations and institutions to work on sustainable projects (Corzo, 2006).

Pemex is just an example of companies that are ready to invest in environmental projects. 

They are indirectly connected to the work of EA by using natural resources for their activities. Communication must be established with these companies. EA must offer them the possibility to sponsor its projects. It results as a bonus for their image and allow EA to take better care of the natural resources of the area. The message focuses on the benefits of investments in environmental projects and the necessity of EA's work in the area.



4.2.2. Volunteers and workers

Inhabitants of the cooperatives

The inhabitants benefit from job opportunities given by EA and at the same time help to conserve the forest that welcome each year the Monarca Butterflies. EA's projects provide social, environmental and financial benefits to the locals. Unfortunately, the work of EA is not well communicated and the young people are often not aware of the opportunities offered by EA. In the other hand, the community sees EA as a trustworthy organization that is really taking care of their situation. (Talks with the locals, 2009) The objective is to obtain 100% awareness in these cooperatives. The message aims to give value to the work in projects, emphasizing the importance of the participation of the locals. 

Inhabitants of Michoacan

The government of Michoacan launched in 2008 the project “Jovenes Trabajando 2008” (“Working youngsters”) to stimulate social organizations to offer paid or unpaid jobs to young people to create “A direct link between the young people and the communities”. It is also a way to diminish the high rate of migration in Michoacan (Aguilera, April 2008). The point is that there are young people who can work for EA as volunteers or with a low salary financed by the state, they are just often not aware of the opportunity.

Inhabitants of Mexico City

Most inhabitants are not aware of EA and even less about the projects it conducts. They have no direct influences on EA's actions. However with the rise of unemployment rate in Mexico (Flores,  August 2009) and the potential workforce available in the Federal District, opportunities to recruit employees or find volunteers are numerous. EA's jobs can become a great experience for many youngsters looking for a future. The objective is to increase familiarity with this group by communicating about EA's job opportunities as a worthwhile experience. “Working for a NGO is cool nowadays!” can be a slogan.

Potential interns from Holland

Only one intern joined the crew of EA for a period of 5 months. Despite the short period spend within the organization, the help provided by this intern was consequent and it had a positive effect on EA especially regarding the creation of the website. Interns from a different country could bring lots of new ideas and new techniques to help the development of EA. EA needs to stress its communication on the cultural experience, offering the opportunity to discover a fascinating country and participate in problems to solve its numerous issues.

Employment agencies

Employment agencies can serve as a good intermediary in the communication with potential workers. EA can provide some job occupation to the agencies and consequently establish a friendly connection. The message deals with work in non-profit organizations (NPO) as a good opportunity nowadays.



4.2.3. Other interests

State of Michoacan and cooperatives

The state of Michoacan is a divided region that is divided into cooperatives. EA worked in four different cooperatives in the region of Zitacuaro. These cooperatives are directly involved in EA's projects. They give their agreement with general assembly and participate in the projects. The cooperatives have the power to accept or refuse any intervention of EA on their territory. EA must then keep a good relation with the people of each cooperative. The elected persons of the cooperative trust in EA and especially in Julio Romani. They are usually useful allies when it comes to defending a project in the assembly of the cooperatives (Observation, 2009). The objective is to strengthen the relations with the heads of the cooperatives with the idea that EA helps them build a better future for their communities.

Media

EA appears rarely in the Media since its projects reach only a small part of the population. However it is still possible to obtain coverage if good stories are presented to the editors. Despite the fact that the media have a bad reputation in Mexico (Observation. 2009) EA must consider to contact them. They can communicate the importance of the capacitive work in the cooperatives of Michoacan to help the population reach better conditions of living.

World Wild Fund for nature

It is involved in the conservation of the Monarca Butterfly zone and therefore is in contact with EA.

WWF has an eye on the project of EA but rarely intervenes. Communication is recommended towards WWF for each project that reaches the Monarca zone in order to ensure a certain compatibility between the projects of EA and the actions of WWF. (Talk with locals, 2009) WWF can also become an ally if EA communicates well on the importance of its work according to WWF's mission in the area. 

Other NGO working in the Monarca zone

Other environmental organizations that work in the same area of EA have yet no direct influence on EA's projects. However, to ensure long-term effects, organizations must communicate with each other to learn more from each other and be able to tackle bigger problems together. Cooperation is a key for development and social initiatives. EA must communicate its desire to improve the situation in Michoacan and show that it is ready to cooperate with other organizations to achieve their goals.


4.3 Specific objectives according to each stakeholder 

Each stakeholder has different relation with EA and therefore the objectives vary from one to another. Objectives must be clear and measurable to ensure EA can measure the efficiency of the communication strategy. This table shows the specific objectives for each stakeholder. There are first the primary objectives that constitute a priority for EA. They are the stakeholders with the strongest influence on EA. The volunteers are also very important since EA needs workers the sooner as possible but does not have money to employ them. Then the secondary and third objectives follow the level of influence of the different stakeholders. A communication message has been defined for each stakeholder according to the information EA wants to transmit. 

	Stakeholders
	Objectives
	Messages

	Primary objectives

	Volunteers
	Employ volunteers
	EA's projects bring lifetime experiences

	Federal government
	Rise of investment 
	EA contributes to the diminution of poverty in rural areas with respect to the natural environment

	Cooperatives officers
	Full support for projects
	EA knows well the area and the social condition of the  inhabitants

	Inhabitants of the cooperatives
	Increase of the number of workers for EA's projects
	EA provides paid works that improve conditions of living 

	Secondary objectives

	FGRA, NDI, Fondo Mexicano
	Development of new projects
	EA's expertise in the field of environmental and social work

	WWF and Other NGO
	Partner with these NGO on environmental projects
	EA's expertise in the field of environmental and social work

	Local private companies
	Creation of a positive relationship and obtaining of funds
	EA's projects have a positive  impact on companies' business by taking care of the environment.

	Workers
	Employ qualified employees
	EA is a good perspective of future

	Third objectives 

	Employment agencies
	Receive demands
	EA's expansion and trendy opportunity (green NGO)

	Media Federal District and Michoacan
	Publish stories on EA
	EA contributes to the conservation of the nature in Michoacan

	Inhabitants of DF
	Arise interest and develop contacts
	EA contributes to the diminution of poverty in rural areas with respect to the natural environment 


To achieve these objectives, EA must work on its public relations (PR) to attract the attention of these groups,  get them interested to interact with EA and finally, to obtain their support. To ensure that the people have a good opinion of an organization it is necessary to gain their trust by providing them a good insight of the organization without forcing them to look at it. To achieve this goal, an organization needs transparent publicity that is not brought by the company itself but by a third-party such as a trustworthy newspaper or a well-known radio. In clear, to develop a positive familiarity between the public and the organization, PR is the most adequate tool especially if we consider that PR generates free publicity. As a matter of fact, EA can not afford to pay for publicity.


5. PR as a solution

5.1 PR generates familiarity 

Familiarity is the knowledge the public has about the organization. The more people know about an organization the more they are familiar with it. In Marketing, people usually say: “Familiarity breeds contempt” (Burleson Consulting, 2009, para. 1). This saying can be true for well-known organizations that are constantly watched by control institutions and journalist looking for scoops. In the case of a small non-profit organization such as EA, familiarity is the best way to provide information to the people on what is EA. Moreover in a study about familiarity and its social impact on the public, Tina Carrola and John Gilfether found out that “The more familiar respondents were with a company, the more positively they rated the citizenship behaviors of the organization” (Carrola & Gilfether, 2006).

To sum up, familiarity breeds trust. Familiarity is also about how the public see the organization. An image, a slogan can make someone immediately think of EA if a strong familiarity has been built up. To ensure that the people have a good opinion of an organization it is necessary to gain their trust by providing them a good insight of the organization without forcing them to look at it. To achieve this goal, an organization needs transparent publicity that is not brought by the company itself but by a third-party such as a trustworthy newspaper or a well-known radio. In clear, to develop a positive familiarity between the public and the organization, PR is the most adequate tool especially if we consider that PR generates free publicity. As a matter of fact, EA can not afford to pay for publicity.

5.2 PR for non-profit organizations (NPO)

'Public relations literally is born and immersed in controversy – no need for change, no need for PR.' (L'etang, 2oo7, p. 18).

As the number of NGO and NPO grew rapidly in the last decades, organizations have now new challenges. Today there is a competition between non-profit organizations to recruit volunteers, attract donors and obtain new projects to develop. This tendency pushes institutions and watching organizations to check the accountability of each organization. The situation forces managers to use marketing tools that were before reserved to private companies. A change is needed; therefore public relations strategy became essential to any organization in development. PR helps an organization to get a public image that is close to the desired image (L'etang, 2oo7, 54). As a comparison to advertising, PR makes publicity cheaper and without severely affecting the credibility of an organization (Roetzer, 2008). PR brings a conversation between the target group and the NPO with a third party as a witness. PR put the organization in a place where it is not the backer of the news. Therefore it gives more credibility to the publicity, making people more interested in the news. PR usually obtains a page or half a page in a newspaper disposing of much more space to deliver the information. Editing costs are at the charge of the one who will publish the story (L'etang, 2oo7, p. 14). It presents also some disadvantages, when the story has been delivered to the Media; the writer gives up his power on the story. If the story will be published depends only on the publisher who will also choose where and when he can put it. Moreover it is also up to the editor to re-craft the story to put in a bigger story where it will be only mentioned. In addition to the fact that editors will not consider a story that is not relevant and interesting enough for the audience of the newspaper for example (L'etang, 2oo7, p. 14).

The aim of non-profit organizations is to establish awareness amongst certain communities about an issue or a situation. They want to inform and train responsible people to take care of their local communities and their society. Thus one of the main tasks of the NPO is to establish a honest connection with its public. In order to do that, PR is the appropriate strategy (L'etang, 2oo7). To become responsible people need mentors that remain accountable in all situations and stay close to the problems of its people. Understanding is a core value of a NPO and PR can bring this understanding as shown in this theory: The Public Relations Transfer Process:



Paul Baynes (2004) explains the concept of the PR Transfer Process. It defines the evolution of the perception of the audience toward an organization or a company. It starts with hostility, when the people feel threaten by the organization because of misunderstanding or false information. Then people make an opinion about the organization without knowing much, this leads to prejudice. Prejudices tend to make people resent apathy for the organization; the task of PR is to break this apathy by informing the people. This information solves the ignorance problem that exists when the people do not know about an issue, a cause or about the organization itself for example. With sufficient information an organization can achieve to make the people interested, after that the tasks of PR are to bring this interest to the level of acceptance of the organization amongst the people, then sympathy, to end up with a clear empathy for the values and concerns of the organization (Baynes, Egan & Jefkins, 2004, p. 11).

5.3 Trends in PR for non-profit organizations in Mexico?

The trends in PR nowadays focus on Internet and its broad audience. That is so for private companies or non-profit organizations worldwide and in Mexico. In the last decade Internet revolutionized Marketing and Public Relations (Cataunya Ransom, 2008). In Mexico between 2000 and 2008 the number of Internet users went from 2,7 millions to 27,4 million (Internet Statistics and Telecommunications Reports, 2008). Young people who have access to Internet spend an average of 32 hours a week connected to the Internet (Lewin, 2008). In these conditions, Internet becomes the trend number one for marketers and publicists. Website development, Social Networking and search engine are the new trends that shape PR today (Roetzer, 2008). Combining the trends in PR for private companies and NPO we can define 5 major trends that can be developed by EA:




5.4.1 Social Media Networking

Social Networks are growing up like flowers with Facebook, My space, Twitter on front. People are all connected by one way or another. An investigation of an Internet institution revealed that 66% of Internet users in Mexico have participated in a social network (las redes sociales en mexico, 2009). Facebook is now used by marketers to create a page about their organizations. This way, they intend to attract Internet users, making them “fans” of the organization. Then people are part of the network of the organization and people can leave their comment on the page, it creates a new transparent way of communication between the organizations and the public. 




5.4.2 Content marketing

After social Networking, the same Internet institutions found out that 77% of Mexican Internet users have read a blog at least once (las redes sociales en mexico, 2009). Content marketing aims to create and publish information related to the organization that is relevant and susceptible to attract the attention of the public on a regular basis. The Internet is moving fast and so are the expectations of the public. News, videos, articles must be updated everyday to keep the public interested. As a PR tendency for non-profit organization, content marketing is a great opportunity to be in contact with its public by keeping them posted on the projects of the organization. A blog can reinforce accountability by publishing any news and making it available to the people who are interested. 




5.4.3 Website development

This is not new, but it still remains a big trend since many organizations are still not present on the worldwide web. Nowadays, an organization without a website is almost nonexistent. A website is like the window that allows anyone to get information on the organization. It helps being accountable, it delivers news to the public and it informs the people who do not know about the organization. A website is nowadays like the main communication tools that will be connected to any other medium. Each articles, each public presentation will end by an invitation to check the website for more information. 




5.4.4 Inbound marketing

Search engines on the Internet are another growing trend. Google (world leading search engine) for instance proposes new tools that allow an organization to select a couple of words that are related to its values and when Internet users look for the word on Google, the website of the organization appears on the first page. (Roetzer, 2008)




5.4.5 Green marketing

This trend is not directly related to the Internet. It is a major trend in all marketing tools. Today as Rona Frieds (2009), an American journalist, stated in her blog, green investment are growing in all sectors(Frieds, 2009, para. 2). Environmental NPO can benefit from it, their communication must be green oriented in order to follow the trend. People want to hear about green businesses and green projects. Moreover if this organization such as EA is doing environmental work it benefits from the rising trend of today: The green investment is on the rise. A report published in the Science Daily stated that 155 billion dollars were invested in green projects in 2008. This “is more than a four-fold increase since 2004” (Science Daily, June 2009). 

These trends can be observed in different environmental organizations in Mexico. All the organizations stated below are more developed than EA. As a matter of fact, similar organizations to EA are not well-known and most of them do not have a website. That is why it is complicated to analyze their communication trends. A table has been drawn in order to reveal the trends that work for NGO in Mexico. The features have been notified when they were visible in the website.   

	Features
	WWF
	Ecambiental
	Ecosofia
	Naturalia
	Pronatura
	Biosfera
	COCEF

	Website HTML
	
	
	
	
	
	
	

	Website flash
	
	
	
	
	
	
	

	Greenness
	
	
	
	
	
	
	

	Facebook
	
	
	
	
	
	
	

	Twitter
	
	
	
	
	
	
	

	Myspace
	
	
	
	
	
	
	

	Blogs
	
	
	
	
	
	
	

	Other

Networks
	
	
	
	
	
	
	

	Google search
	
	
	
	
	
	
	

	Rss
	
	
	
	
	
	
	

	On line radio
	
	
	
	
	
	
	

	Comments
	
	
	
	
	
	
	

	Job/volunteering offers
	
	
	
	
	
	
	

	Magazine

subscription
	
	
	
	
	
	
	

	Report download
	
	
	
	
	
	
	

	Membership
	
	
	
	
	
	
	

	Publicity/Partnering
	
	
	
	
	
	
	

	English version
	
	
	
	
	
	
	


We can observe the difference between WWF that already has familiarity with the public in Mexico and Ecambiental that is not so well-known. Ecambiental is developing a lot of different features in order to attract the public. It is present on more than five social networks including Facebook, Hi5, Myspace and Twitter. This organization is actively present on the Internet and provides sufficient information on the project and the organization. It is a good example of the application of the trends into the communication strategy. We will see in the recommendations how EA can use these trends to develop familiarity with the different target groups. 

6. Conclusion

After ten years of activities in four cooperatives in Michoacan, EA is now facing a need for change. Despite the good results obtained with the projects and the support of the cooperatives officers, the inhabitants of the cooperatives are not all convinced of the necessity of EA's projects. A follow-up is missing, endangering the long-term impact of EA's actions. A communication strategy is needed to engrave EA's actions into the ground of Michoacan. However, EA necessitates more funds, people and support to pursuit its mission. Therefore, EA must create a feeling of familiarity with its public. The communication strategy will bring familiarity by carefully focusing on its public relations, elaborating a trustworthy connection between the public and EA. The key is to establish a relationship with the public that depends on external sources such as newspapers, Blogs and social networks. EA is not talking about itself; it just gives the opportunities for others to talk about EA. However, the achievement of familiarity does not solve all communication problems. It is just a first step that will enable EA to implement a communication strategy that will sustain trust with its public. 

7. Recommendations

The main objectives of EA are to recruit workforce and obtain funds. To achieve these objectives, EA needs to get familiarity with its public in order to attract investors, donors, volunteers and support. At the very beginning it is essential for EA to recruit volunteers to define a communication strategy and then implement it. EA must work on its public relations because it does not have a budget to take care of communication expenses. At first, EA needs to focus on tools and techniques that help develop free publicity. According to the trends, Internet is the key stone of the communication strategy.


7.1 Priority recommendations

Since EA is lacking funds to recruit people and develop its activities, it is necessary to focus at first on free publicity. As we have seen in the previous chapters, public relations can generate a consistent impact on the public for a few investments. Free publicity can bring the opportunity to find volunteers who will then be able to develop the communication strategy of EA.

In this diagram we identify the key points of a communication strategy centered on free publicity:









In order to ensure an extensive and fair coverage of EA, two aspects of the strategy are crucial. First, EA needs good stories and second, it must be visible on the web.

· Good stories:

In this situation “good” signifies interesting, attractive. EA must write interesting stories that do not only talk about the organization itself but also about the context. For example, a story can be written about the poverty in rural area in Mexico using the cooperatives in Michoacan as examples and explaining the role of the NPO in this situation such as EA. Another story can deal with the NPO in Mexico and the difficulties they go through citing EA as an example. 

A good story can interest newspapers, Bloggers or any source of information available on the web. Thus, if EA can achieve to send press releases on the Internet and can publish one story, it might be borrowed by other websites. There are tons of Blogs online today and their authors always look for interesting stories to tell. 

· Internet visibility

Following the press releases, being visible on the web is very important. As soon as people hear about EA they need to have the possibility to learn more about it. EA can register keywords on Google for free such as “ONG” “México” “Michoácan” “volunteering”. Then, every time someone looks up for these words he/she will be directed to EA. To ensure a complete satisfaction of the Internet users, the website must be interactive and updated every week at least. All information must be available on the website such as annual report, job description, and pictures. In addition, the  Web 2.0 interface has to be developed to ensure a certain interactivity with Internet users. As a matter of fact, Facebook for instance provides the possibility to leave messages, notify the website to other people. It is easy to build up a network using Facebook. 

The Internet is the cheapest way of communicating today. Therefore the first recommendations are more focus on online development. However press releases must be sent to printed sources. This is especially important in the countryside in Michoacan where many people do not have access to Internet. Local radio must be contacted as well, giving them the opportunity to interview the staff of EA. 


7.2 Secondary recommendations

Back to the trend analysis, it was noticed that partnering constitutes an important part of communication. With partners, an organization is stronger, enlarges its networks and open new doors to other potential partners. Partnering does not always imply money. A simple exchange of logo on the website is already a forward step toward partnership. This way, the public of an organization get to know another organization that follow the same kind of missions. 

To encounter partners, EA must prospect the area of Michoacan and the Federal District. A good prospection requires adequate tools. EA needs to design a “Business Card” and leaflet about the organization and the projects, attend to fairs and seminars for NPO or private companies. 

EA can propose partnering with different kind of organization or companies:

· Employment agencies: As a partner, an agency can provide an important source of workforce for EA. A special agency for NPO would be better but if there are not a normal one can also develop a “non-governmental” section.

· Private companies: Everyone is concerned by the environment and today people are becoming aware of it. Thus companies are potential partners who can find an interest in supporting EA both for their Public image and their activities.

· Other NGO: EA must communicate with all organization who are conducting similar projects in Michoacan or in other places in Mexico. It can be very profitable by learning new techniques and methods, but by gaining strength when defending a project. Together with other NGO EA can convince institutions to invest for them.


7.3 Summarization of communication tools for each target group
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Figure 1: Monarca Butterfly Zone, Michoacan, 2009.
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Figure2: Organigramme Espacio Autonomo,2009.
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Figure3: Meeting, Calabozo2,Michoacan,2009.





Figure4: Meeting on a truck, Calabozo 2, Michoacan,2009.





Figure5: Julio Romani with an inhabitant of a cooperative, Calabozo 2, Michoacan, 2009.





Figure6: example of a bin made by the locals, Calabozo 2, Michoacan, 2009.





Figure7: Matrix of the SWOT analysis, 2009.





Figure7: Matrix of the field of forces, 2009.





Figure8: The public relations transfer process, 2009.
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