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1 Summary 
GCAP’s online activities (email and web) have been part of GCAP since launch in 
2005.  However they haven’ t delivered the expected activities and capabilities for the 
campaign due to a range of issues. The top three issues from which most other issues 
arise from are: 
1. Lack of explicit purpose: is the site for coalition coordination, public activism or 

both? What is its value to national coalitions? What value do national sites have? 
2. Insufficient budget for aspirations: 2006-7 budget is 1/3 of the 2005 budget 
3. No sustained project management of suppliers and coalition contributions 
 
These key issues need addressing to make any future initiatives worthwhile. 
 
Secondary issues include: 
1. Multi-lingual content plan: localisation instead of translation 
2. Site editorial team: in-house instead of by a supplier 
3. Site hosting: Use standard set-up instead of inherited set-up 
4. Site design: part of editorial team except for site re-design as a project 
5. Site development: project by project basis instead of ongoing 
6. eCampaigning: an experienced person is needed in-house or contracted 
 
Furthermore, the evolution of the campaign has seen the number of national coalition 
web sites multiple.  As this is a different situation from when GCAP launched 
whiteband.org in 2005, the role of whiteband.org needs to evolve to not only integrate 
content from those sites, but continue to serve those without national sites. This can 
primarily be done through syndicating content between the sites, but this will need 
actively working with each site to integrate this managing it on whiteband.org. 
 
Recent development have meant that with CIVICUS now the confirmed lead on the 
GCAP online management, the future of the campaign online has more potential than 
it has for years.  However there are still critical decisions that need to be made and 
adhered to to make the campaign activity online thrive. 

2 Background 

2.1 2004-Present 
GCAP has been using the Internet for its campaign since 2005, primarily: 
1. Email discussion lists for communication around key issues by coalition members 
2. Mass email communications to anyone who subscribes directly or via taking an 

online campaigning action 
3. The Whiteband.org web site for communication with coalition members, 

journalists, policy makers and the general public 
 
To deliver this mix of online activities, GCAP has contracted various suppliers: 
 Editor ial + web 

development 
Internet 
Hosting 

eCampaigning tool development 
+ e-campaign hands-on support 

GCAP Internet 
Governance 

2004-5 Prototype only – FairSay (few weeks work) Oxfam 
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2005-6 Choike Greennet FairSay GCAP Working 
Group 

2006-7 One World 
South Asia 

Amaze None CIVICUS 

 

2.2 Role Expectations1 (2006-7) 
1. Editor ial and web development 

a. Proactive sourcing of content for the web site and emails 
b. Development of a professional design for the web site 
c. Development of a usable, useful web site for each key stakeholder group 
d. Plan and run effective mass email communications with email subscribers 
e. Capability and support for national coalition staff using the web site to add and 

update content about their activities and campaign actions 
f. Track, monitor, analyse and report on site effectiveness and improve the site 

based on these findings 
2. Internet Hosting 

a. Transfer Internet hosting to new servers 
b. Improve on hosting to ensure and maintain stable and secure Internet hosting 
c. Upgrade the Whiteband.org platform to a more recent version 
d. Provide technical support on the hosting to GCAP and appointed suppliers 

                                                 
1 Based on the initial RFP and informal conversations with commissioning individuals in GCAP 
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3 Findings and Recommendations 
In general, all parties involved failed each other on multiple occasions and thus the 
campaign.  This is in large part because of the ad-hoc way it was managed, but also 
due to a range of issues in forming the coalition.  Many of these issues can be left 
behind with the way things are starting to be organised as long as they are addressed. 

3.1 Roadmap Priorities 

3.1.1 Priorities now to 2008 
1. Establish a central editorial team at the secretariat that also coordinates and 

supports national coalitions to use the site and manages the suppliers 
2. Identify suppliers with the experience to deliver key elements of the online 

activities 
3. Address all organisational issues raised by this review 
4. Develop a strategy and plan with budgets that supports the coalition objectives 

online over the next few years (Pre-requisite: make ‘key decisions’ ) 
5. Get whiteband.org site set-up properly (see Technical Audit) with the 

eCampaigning Tool installed (currently missing) and key developments (e.g. 
syndicated and aggregated content, eCampaigning Tool improvements, localised 
homepage based on visitor’s country) 

6. Re-implement the site architecture to make coalition related content exist in an 
extranet/special section while the site focused on public communication 
(supporters, journalists, policy makers) 

7. Re-establish active public communications (newsletter and single-action asks) and 
campaign actions to re-engage past supporters and attract new ones. (Pre-requisite: 
consolidate all contacts databases) 

8. Configure national coalition sites according to their usage preference (see 3.3.3 
12.a.v.) and then provide with account to access and manage their country content. 

9. Develop and launch online training (e.g. guide, video demo) for national 
coalitions to contribute content (based on the option they have chosen) 

10. Explore the possibility of integrating Google Analytics into all GCAP national / 
regional sites. (Note: Google Analytics has been one whiteband.org since June 
2006) 

3.1.2 Priorities from 2008 
1. Provide pro-active support for national coalitions to contribute their content based 

on their usage preference (see 3.3.3 12.a.v.) 
2. Establish new regional and national sites, notably Africa 
3. Establish a presence on key social networking sites (e.g. Facebook, YouTube, 

Flickr) to extend the ability of the campaign to get its messages out, to attract new 
supporters, to mobilise existing supporters and for supporters to engage with each 
other. 

4. Develop and implement new tools for campaigning online and via mobiles such as 
the data sharing functional for national coalitions, reporting tool and local 
mobilisation tool.   
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3.1.3 Key Decisions 
There are many decisions that GCAP needs to make regarding its online activities.  
The most fundamental of those decisions are: 
 
A. Purpose: should GCAP’s online activities involve: 

1. Only serve the national coalition members, journalists and policy makers? 
2. Only serve the general public with popular campaigning messages and actions 
3. Do both: serve national coalition members, journalists, policy makers and run 

a popular campaign that recruits and mobilises individual supporters around 
the world thought emails and campaigning actions at targets? (recommended) 

 
B. Planning: should GCAP develop: 

1. A 3-year strategy and plan for the online activities and work to secure funding, 
support and resources to implement that plan? (recommended) 

2.  Only successive short term plans (6-12 months) based on available budget 
and resources accepting this will mean a marginal role for the online activities. 

 
C. Approach: should online activity in different languages be: 

1. Simply translations of what the English site and communications are 
2. Aligned but semi-independent in each language so content and communication 

can be adapted to each language group culture (recommended) 
 
D. Budget: over  the next 1-2 years, should GCAP aim for  a budget for  online 

activities of: 
1. £100,000-£150,000 ($200,000-300,000 USD) – the same as was spent in 2005 

for online activities but could be better utilised 
2. £30,000-£50,000 ($60,000-100,000 USD) – the same as was spent in 2006 for 

online activities which would mean just maintaining things as they are 
3. £150,000-£200,000 ($300,000-400,000 USD) – an increase in spending to 

ensure GCAP has the resources it needs to make the online activities highly 
valuable to the coalition and campaigning? (recommended) 

3.2 Cost Breakdown 
In 2005, £124,384 GBP was spent for GCAP’s online activities vs. £39,000 in 2006-– 
less than one third of the previous year.  A rough breakdown of this expenditure was: 
Expenditure 2004-5: £124k 2006-7: £39k 
2004: Online Strategy and Plan (FairSay) £1,400 0 
2004: Prototype Build and Host (FairSay) £4,670 0 
2004: Usability Developments (FairSay) £2,100 0 
Multilingual Editorial (2005:Choike, 06:OWSA) £84,100 £35,000 
Site Design and Build (2005:Choike, 06:OWSA) (in £84k) (in £35k) 
Site Hosting (2005: Greennet, 06:Amaze) £7,000 £4,000 
eCampaigning Support (2005: FairSay) 17,114 0 
eCampaigning Tech Dev (2005: FairSay) 8,000 0 
TOTAL £124,384 £39,000 
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3.3 Short Term (next 6 months) 
The short term recommendations focus on making the key decisions, agreeing the key 
approaches and getting the necessary people and suppliers in place for managing the 
site over the next few years so there isn’ t a disruptive change every year as there has 
been.  The main visible differences this will make over the next 6 months are: 
�  There should have more regular content updates from different countries and be 

better edited 
�  The site would feature campaigning actions promoted via email resulting in re-

engaged supporters and new supporters joining 
�  There would be plans and budgets in place for subsequent years 

3.3.1 Organisational 
1. Area: Online Purpose 

a. Finding: The online activities still lack a clear, explicit purpose.  The online 
activities could be focused on internal communications with coalition 
members, on public communications (journalists, policy makers, supporters) 
or both, and yet the commitment to public communications – especially public 
campaigning online – is inconsistent.   

b. Recommendation: Make a firm and explicit decision on what the sites 
purpose should be based on the options above, and then make plans that 
support that purpose. 
i. For public communications this would be experienced online copy-writers 

in each language, a public campaigning and communication plan, etc.   
ii. For internal communications this could be a separate section of the site 

that has a mix of public and private documents on it as well as tools, 
trainings, etc. national coalition members want. 

iii. If public campaigning is committed to, the campaigning plan should 
incorporate an online campaigning strategy and this should also influence 
the general campaigning and communication plans.  

c. Impact: Clarifying the purpose will make all other decisions much easier as it 
will be the reference point for those decisions.  Note that choosing that the 
purpose is both the above options means investing appropriate in each ands 
perhaps having separate teams for each. 

 
2. Area: Online Budget 

a. Finding: The online budget for 2006 was 1/3 that for 2005. This dramatic 
drop in budget for delivering the same thing at the time the global coalition 
was just starting to function well together is a strong indication that it was 
under funded.  Furthermore, most suppliers did not provided detailed cost 
breakdowns either before or during their project involvement. 

b. Recommendation: Do a proper assessment of priorities and costs and make 
sufficient funds available to deliver the online strategy and plans. Require 
suppliers to provide cost breakdowns before they can be awarded the project 
and get quarterly updates to ensure they can continue to deliver the project for 
the full term. 

c. Impact: Spending sufficient money to achieve the goals should mean the 
online activities contribute to the campaign.  Under funding results in all of the 
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money being wasted as it is either spread too thinly between projects or is 
undermined by the areas in which investment didn’ t occur. 

 
3. Area: Online Governance / Project Management and Coordination 

a. Finding: Leadership, management and ownership didn’ t occur much by the 
governance structures put in place (e.g. E-Comms group) 

b. Recommendation: Centralise and formalise the oversight of the various 
online activities and suppliers.  This includes ensuring someone with the 
necessary skills and experience is in a role that oversees this activity. It would 
also help to get these people together 1-3 times a year as it helps things go 
smoothly when they are not together. 

c. Impact: This role helps ensure GCAP gets a return for the money spent with 
suppliers and the time spent ensuring Internet activities by actively managing 
suppliers to deliver what they are contracted to do, including the option of 
switching suppliers if they are not delivering as required.  It also gives 
suppliers a clear point of contact for decisions. 

 
4. Area: All par ties had wrong expectations about each other  

a. Finding: Each party (supplier/GCAP) has different expectations of each other 
that undermined the working relationship.  For instance, Amaze was hired 
solely to host the site, not do any development and yet was constantly asked 
by OWSA to tasks that involved development and bug fixes. 

b. Recommendation: Ensure all parties know the exact scope of each other’s 
work and that these are documented for regular reference when issues arise. 

c. Impact: Expectation management has a major impact on working 
relationships and being able to manage what is delivered when. It makes the 
difference between a realistic project and an unrealistic one. 

 
5. Area: Editor ial and Content Sourcing/Creation 

a. Finding: Having editors physically removed from daily activity of the 
campaign planning/management makes it difficult to proactively source 
content. As a result, content has either been scarce for long periods of time or 
come in large batches over very short periods of time, neither of which is good 
for keeping people updated and engaged in the campaign. 

b. Recommendation: Editorial role is brought ‘ in-house’  and filled by people 
with experience in copy writing for popular communications (vs. policy). 
Ideally these people should physically work from key offices where GCAP 
planning is taking place to ensure they are kept informed of what is happening. 

c. Impact: Communications via the web site and emails can be much more 
timely, compelling and effective. 

 
6. Area: Web Site Design 

a. Finding: The main visual design used on the web site and in emails only 
needs updating every 1-2 years. Design does needs to occur with most content 
created, but this shouldn’ t affect the overall site design. 

b. Recommendation: Contract out any future site re-designs.  As part of the 
editorial team consider either: 
i. Hiring people who have skills in both copy writing and design 
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ii. Hiring or contracting a separate design specialist to compliment the 
editorial team 

c. Impact: Communications via the web site and emails can be much more 
timely, compelling and effective. 

 
7. Area: Web Site Technology Development 

a. Finding: After the initial site build, there hasn’ t been much need for regular 
site development. Development is only needed on a project basis of which the 
site build is one. Most of what is required is product installation, customisation 
and occasional extension. 

b. Recommendation: Identify the needs, priority and value of specific 
developments and contract them out on a project-by-project basis. 

c. Impact: Development will be faster, higher quality and will only be 
undertaken when the value to GCAP is considered 

 
8. Area: Multi-L ingual Web Site and Email Communications 

a. Finding: GCAP has relied on translators to maintain a four language site and 
email communications for the campaign.  This is not only a cumbersome 
process, but ineffective for engaging the different audiences in the different 
languages 

b. Recommendation: Set-up native speaking teams in each key language of the 
site consisting of a web editor with a designer to provide support. This means 
each language version will be more of an independent site adapted to each 
cultural and political reality, rather than just a translation. This will also likely 
mean slightly different designs and messages. 

c. Impact: Having native speakers adapting the content and producing a GCAP 
web site and email communications adapted to each language-culture will 
have a much higher impact and engagement than simply translated sites. 

 
9. Area: eCampaigning Planning, Coordination and Management 

a. Finding: GCAP’s commitment to online public campaigning has been non-
committal, resulting in the lack of a eCampaigning plan, poor quality 
campaigning contents, communications as an afterthought and low quality 
campaigning actions. The result is a declining supporter base due to a poor 
perception of GCAP campaigning and extremely infrequent email 
communications and actions.  

b. Recommendation: Either commit to doing public campaigning online and 
sustaining it for 2-3 years or don’ t do it at all. If it is to be done: 
i. It doesn’ t have to focus on global actions around global moments but can 

instead / also focus on solidarity actions based on bring global support to 
national coalition actions as necessary. 

ii. Put in place a proper mass emailing system (different from mailman which 
is a email discussion list system).  This is could be a commercial offering 
as there are few suitable open source tools, although PHPList might be 
suitable. It would need to send HTML emails, personalise elements of 
those email and have built-in tracking.. 
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c. Impact: Having no e-campaigning activity will save time and effort and allow 
GCAP’s online activities to focus more.  However it will also mean that 
people who are interested in the campaign globally or nationally have no 
means of being proactively updated or mobilised and GCAP thus relied on 
local media and member organisations for all supporter communication. 

3.3.2 Suppliers 
10. Area: Internet Hosting 

a. Finding: In 2005, the Internet hosting supplier had little experience with the 
Zope-Plone platform the whiteband.org site used. While the 2006-7 supplier is 
a Zope-Plone hosting specialist, the lack of developing the site using Plone 
best practices meant the Internet hosting couldn’ t be upgraded without 
significant re-work that would normally not be needed. 

b. Recommendation: Identify a hosting option that can handle: 
i. 24h day, 7 day a week support via phone, instant messaging and email 

which is not dependent on any single person 
ii. Monitoring tools to report outages of the server and acts to get the server 

up quickly and prevent it happening again 
iii. Daily backups of content on server and on a different remote server to 

cover all contingencies 
iv. Security patches to the various levels of the server (OS, web server, Zope, 

Plone, etc) 
v. Package installations and configurations as required (OS, Zope, Plone) 

vi. Monitoring and reporting of server load and alert GCAP contact if load is 
approaching maximum on a regular basis so options can be considered 

vii. Plan for scaling server for situations where significant traffic is expected 
viii. Having an admin access for all services with several people with the skills 

and experience to step in if urgent action is acted on quickly  
c. Impact: If GCAP’s Internet activities (web site, email lists, databases) 

become/are critical for smooth coalition coordination and communication, 
then down time and risk of system loss directly impact the effectiveness of the 
coalition. 

 
11. Area: Supplier  Management 

a. Finding: Suppliers don’ t have clear service levels and those they do have they 
aren’ t held to. Furthermore, suppliers are often ill informed of what GCAP’s 
plans are and often have to scramble to do things last minute. 

b. Recommendation:  
i. Have service level agreements for suppliers with bonuses for achieving 

them and contract break clauses if they don’ t.  These SLAs should be 
shared between suppliers to ensure expectations are realistic. These should 
include: 
1. Targets for response times on resolving key issues  
2. A responsibility to cooperate with other suppliers 
3. Quarterly review of the work and relationships and how they could be 

improved  
4. Proactive work should be included – especially for content creation, 

each language site and e-campaigning.  
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ii. An SLA could also be developed for GCAP to include: 
1. Regular advance notice to suppliers of upcoming activities and content 

to expect: content topics plus types like photos or video 
2. What are the upcoming activities that will impact site traffic levels (e.g. 

big emails directing people to the site, high visibility projects like Live 
8 / Live Earth) 

iii. Be prepared to end contracts that fail to be delivered as originally agreed 
when reasonable efforts to address the issues fail. 

c. Impact: Given the nature of the GCAP campaign, response, proactive, 
delivery focused suppliers who know what to expect of others and others 
know what to expect of them is essential for the success of the campaign 
online. 

3.3.3 National Coalition Benefit 
12. Area: Regional and National Communication officer  / Coordinators 

Finding: National and regional coordinators have been unable to take ownership 
of the website to the extent that was planned during the Johannesburg meeting 
between the GCAP E-comms group and OWSA GCAP team. This is largely due 
to the face that online communication is only a small part of their role and they 
often have no experience with it resulting it it being forgotten.  
a. Recommendation: The new role of national communication officers now 

exists. This is intended to put more emphasis on communications via various 
channels including online.  To ensure this, national communicator should be: 
i. Expected to deliver regular content for use on the web – at lease text and 

photos – and be given training on what to look for and how to add content 
to the whiteband.org, even if it is just for an editor to review and improve. 

ii. If communication officers are being hired, then experience with sourcing 
content for online use should be one of the selection criteria.  

iii. Provide an online and printed guide for sourcing content for online use and 
how to add into the editorial process 

iv. Assign each national communicator to an online editor from whom they 
can ask for help, advice and support. This editor would also be responsible 
for regularly following-up with each national communicator to ensure 
suitable content is identified and delivered 

v. Provide national coordinators / communicators with four options for 
contributing online content: 
1. Whiteband.org retrieves syndicated content from their existing national 

coalition site and adds it to the country section and it is itself re-
syndicated 

2. Full access to a country sub-section of the site to add and update 
content and campaigning actions we they wish 

3. Simple access through a Plone blogging tool (Quills) to add and update 
content to their country section 

4. Ability to email national content to their appointed global editor for 
them to put it up 

b. Impact: Since regional and national communication officers will be closer to 
the stories than the global editorial team, it should mean more local content 
and more attention to getting appropriate content for use online. 
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13. Create a separate section of the site for things of most interest by national 

coalition members and focus the site on public communication. 
 
14. Syndicate content from the site and have a system that aggregates content from 

other national coalition sites. 
 
15. Create a whiteband.org editorial style guide for anyone working on contributing 

content can use to help them source or write content suitable for online use 

3.3.4 Public Benefit 
16. Re-organise the main site as a public facing site (including making a section for 

coalition specific content to help achieve this) 
17. Re-design ‘Action’  section to make it easier to take online campaigning actions 

3.4 Medium Term (6-24 months) 
In the medium term, the focus should be on 
1. Ensuring sufficient budgets to deliver on plans 
2. Implementing those plans with experienced people 
3. Reviewing the results to determine if objectives are being achieved and if they are, 

this will help maintain the case for future budget needs 

3.4.1 Organisational 
18. Review campaign strategy & plan every 3-6 months to adapt it to the changing 

political and online situation 
19. Ensure sufficient budgets to achieve those plans, otherwise scale back plans based 

on priorities to what is achievable with the available budget. 

3.4.2 National Coalition Benefit 
20. Review progress by national coalitions in using the site (based on which of the 4 

options they chose) and provide support to those national campaigns needing it (or 
revise the strategy if it isn’ t working for anyone) 

 
21. Develop and add a system to detect and display national and regional content on 

the homepage to site visitors from that country or region 
 
 
22. Support national coalition web sites in integrating whiteband.org syndicated feeds 

into their site content 
 
23. Support national coalition web sites in integrating campaigning actions they set-up 

with the ecampaigning Tool on whiteband.org into their own sites 
 
24. Improve the eCampaigning Tool so that national coalitions can download the opt-

in data of any supporters from their country that have signed up to any action on 
the site. 
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3.4.3 Public Benefit 
25. Develop and agree a strategy and plan for using social networking sites to deepen 

engagement with existing supporters and attract new supporters. 
 
26. Establish a presence on key social networking sites to deepen engagement with 

existing supporters and attract new supporters.  Key sites if chosen in July 2007 
would be Facebook, YouTube, Flickr and MySpace, but these could change in 6-
12 months. 

 
27. Implement a local group / event connector that allows local groups or events to be 

started / listed, attract new participants and inform / engage existing participants. 
 
 
 


