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SECTION I – RECOMMENDATIONS
The following recommendations are based on a preliminary assessment of the ISA’s
communication and engagement needs. They are almost all top-level suggestions and avoid
going into specifics at this stage.



















The International Seabed Authority (ISA) will need to decide who has centralised
responsibility internally for the stakeholder engagement strategy management. With
respect to developing the Exploitation Code, the Legal and Technical Commission (LTC)
may wish to manage this process in liaison with the centralised ISA function. Either way,
it will need to sit at a functional level with the ISA leadership. A high-level strategy with
outcomes (i.e. not a detailed strategy) would need to be subject to approval by the ISA
Assembly.
Identifying and mapping ISA’s stakeholders must be a priority as this will substantially
inform its communication and engagement strategy. A greater understanding of the
stakeholder community will enhance the work of ISA and engender greater and wider
stakeholder contributions.
Through the stakeholder mapping process ISA will be able to help its member States
better understand their roles, and reinforce their responsibilities and accountability. This
has likely been a barrier to greater member State ISA participation.
The ISA stakeholder strategy must be geared toward maintaining support from those
who are key players and favour ISA, while winning over those opposed to it, or at least
mitigating the risks they may present.
ISA should undertake a complete review of its communication and engagement
strengths to ascertain what has been successful and what hasn’t worked well over the
last five years.
In order to build and maintain stakeholder engagement, the current ISA engagement
needs to move away from the ‘feast or famine’ model.
ISA should adopt industry best practice guidelines for how it undertakes stakeholder
engagement, and make this available on its website. (For example, see Annex IV).
ISA should address its current lacklustre online presence. The webpage is the first port
of call for anyone wanting to find out more about ISA, and it must seek to draw the
visitor in and provide them with incentives to return. It must also include a much more
user-friendly interface. Consideration may be given to engaging the services of a ‘web
user experience’ expert.
The ISA app is currently an under-utilised online asset, though it has the potential to
reach stakeholders quickly and efficiently given the wide use of smart phones. ISA
should firmly build a more effective deployment of the app into any strategy that it
develops.
ISA, based on a full digital communications review, should draw up a list of all social
media platforms (see the Annex II section on Social Media Platforms) and their
appropriateness for its work. Associated with this, there needs to be a full digital
communications review, with the necessary resources allocated accordingly.
Any communication and engagement plan that ISA develops must be fully implemented
across the institution and supported by its main stakeholders.
The delivery of this strategy must be adequately resourced to maintain and sustain two-
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way flows of information.
Transparency is of considerable importance to stakeholders and a common
understanding of the definition and boundaries of transparency and confidentiality
within the ISA operations context needs to be resolved. For example, a process should
be established to identify information and data that does not concern protection of the
marine environment and safety, and therefore is deemed proprietary and thus
confidential.
Any engagement with ISA stakeholders requires a suitable ‘priming of the pump’ period
before the actual activity occurs. This would involve active dissemination of ISA plans
(e.g. consultation process on the Exploitation Code) and ensuring that any background
information and key links to other references are easily accessible before the
consultation period begins. This allows stakeholders to prepare and not be caught off
guard, thereby building trust with this important constituency. See the proposed
phased approach for the near term need for stakeholder input on developing the
Exploitation Code.
Information (including environmental) related to ISA should be made easily accessible by
all target audiences, on the website and any other key communication channels, and in
terms of language and level of technical detail, no matter the format. This would apply
to all documents, including policies, draft documents, agendas, minutes of meetings
(closed and confidential meetings aside), presentations, final reports, regulations, and
other relevant information. All of these information assets need to be organised in a
logical manner.
Additionally, ISA should make provisions on its website, and other key communication
platforms, to be both a repository and disseminator of interesting information on the
deep seabed for a general audience.
ISA, through its current media channels, gives the impression of being a very
bureaucratic organisation that is highly focused on technical and legal aspects of the
seabed – but this is not true. This perception must change if greater engagement is to
occur. ISA should therefore consider the fundamental elements of its brand (e.g. why
ISA exists and what it does), and how it promotes itself as an organisation externally,
especially at other international fora.
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SECTION II – INTRODUCTION AND BACKGROUND
Introduction
The engagement potential of the International Seabed Authority (ISA) is significant, though
as yet it does not come even close to reaching this potential. Only a small handful of people
in the world realise that ISA has responsibility for the international seabed area (“the
common heritage of mankind”), which is an area underlying most of the world’s ocean, yet
many are familiar with the commonly used phrase: “we know more about the surface of the
moon than we do about the deep ocean”. ISA has the opportunity to inspire a new
generation of scientists and rally public interest in this vast, global space. This is well within
its remit and would be one way to demonstrate the relevance of the Authority and its work,
which, for example, could lead to much broader engagement and participation in order to
reach quorum at its annual meetings.
Today, however, those who work in public sector agencies or organisations, such as ISA, are
under increased scrutiny from a very diverse constituency that includes State Parties, NGOs
and other stakeholders, business interests, political authorities and the public. This is
further compounded by ISA operating within the extractive industries sector, which has
undergone a complete transformation in the last decade – through a number of initiatives1
– in terms of stakeholder engagement and transparency. ISA can draw from the many
principles developed by these initiatives to augment effective communication and its
stakeholder strategy, which is a way to both stave off criticism and build support and trust.
In order for ISA to build this support and trust, and to maximise contributions from a wide
and diverse stakeholder community that actively contributes to and participates in its work,
it requires a relevant and action-orientated strategy that is clear and coherent.
This strategy will need to seek to build in, and respect, elements and actions that will:
promote transparency of the workings of ISA; elevate the broader relevance/significance of
its work to global civil society and the public; and make it more accessible to its direct and
indirect constituencies.
This document was commissioned by ISA to provide some preliminary observations and
suggestions for its Legal and Technical Commission (LTC) to consider with respect to a
stakeholder engagement and communications strategy that will support the development
of the Exploitation Code and, more broadly, the work of ISA. With the zero draft of the
Exploitation Code to be issued in early 2016, many of the recommendations considered in
this paper will need to be decided upon and actioned with urgency in order to meet this
timeline and maximise the engagement opportunities.
Background
Following the most recent round of ISA stakeholder consultations, the responses were
analysed and collated for consideration by the LTC. In July 2015, the LTC issued a “Draft
framework, High level issues and Action plan”2 together with a “summary of priority action
1

For example see: Extractive Industries Transparency Initiative at https://eiti.org/

2 See: https://www.isa.org.jm/files/documents/EN/OffDocs/Rev_RegFramework_ActionPlan_14072015.pdf
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areas”3 for the development of the Exploitation Code. At its 21 st Session, in July 2015, the
Council of ISA endorsed the LTC's list of priority deliverables for the development of the
exploitation regulations over the next 12–18 months. Among the high-level issues identified
by the LTC as necessary for the future development of the Exploitation Code was the need
to formulate a “clear and simple communication, transparency and participation strategy”
for ISA. Such a strategy would include the “who, how, what and when” of ISA’s engagement
with member States and other stakeholders during the process of drafting the Exploitation
Code. The need for such a strategy was endorsed by the Council, which also called for
broader stakeholder participation, including that of member States, to support and engage
with ISA so that their specific views and opinions are identified and addressed at every stage
of development of the Code. This indicates that there is indeed strong political support for
an enhanced engagement and communications strategy at ISA, which will provide
momentum for the strategy to be implemented.
Additionally, at the recent Conference on Transparency and Best Practices for Deep Seabed
Mining (October 2015) 4 , which convened a selection of representatives from ISA’s
stakeholder community5 to discuss a number of foundational issues in the design of a
regulatory regime for deep seabed mining (DSM), there was general agreement on the
value of greater transparency in all aspects of ISA’s work. For example, the three principles
embodied in the Aarhus Convention6 were referred to as a benchmark for promoting
transparency, namely: public participation in decision-making; access to information; and
access to justice.
The current consensus and concern amongst this group, and others consulted in the drafting
of this document, is that there is a lack of transparency in the governance processes of ISA,
and particularly in the work of the LTC. Understandably there are circumstances, as with
any international body, when there is a need for its workings to be confidential7, but that
should be seen as the exception and not the rule given the ‘common heritage for mankind’
mandate of ISA under UNCLOS. Whether they are right or wrong, it is important to note
these perceptions as they are relevant to stakeholders’ current appetite for and level of
interest in engagement with ISA and its workings. The current trajectory of this relationship
with stakeholders and perceptions will need to be altered. ISA has already made steps in
the right direction and endorses a transparent approach. However, ISA and its stakeholders
need to come to a common understanding of what transparency means and where it should
begin and end. This is an area that will benefit from an informed, comprehensive and
consistently applied engagement strategy that involves both internal and external
stakeholders.
The onus cannot only be on ISA; its stakeholders must also proactively engage to reach an
agreeable level and common understanding of transparency. Stakeholders must also be
solution-providers, in order to balance out any critique, and indeed many stakeholders want
3 See: ISBA/21/C/16, Annex III
4 See: http://goo.gl/nMuaNZ
5 Industry, academic and civil society communities, national governments and international organisations.
6 Formally known as the United Nations Economic Commission for Europe (UNECE) Convention on Access to Information,

Public Participation in Decision Making and Access to Justice in Environmental Matters.
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Confidentiality is required for compliance with the rules of procedures of the LTC
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to know how they can engage more. This positive engagement must be both encouraged
and carefully managed.
While it is not within the purview of this document to evaluate the current level of
transparency or evaluate the workings, it will seek to provide ideas for increasing public
participation in decision-making, and significantly enhance access to information that is
transparent and equal.
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SECTION III – DEVELOPING A COMMUNICATIONS AND ENGAGEMENT STRATEGY

Elements of a Successful Communication and Engagement Strategy
Consistent, constant and active communication and outreach are founding principles of a
successful engagement strategy. If implemented fully and supported by the secretariat and
other organs (i.e. Assembly, Council, Finance Committee and the LTC) of ISA,
communications (across all media) will be effective and, ultimately, beneficial in meeting
core organisational objectives and purpose. However, it is important to note that the
communications and engagement strategies are interlinked, and as they mature they will
mutually inform and strengthen each other (which will become apparent later in this
section).
For the purposes of this paper, a generic communication and engagement strategy is
presented below in order to give a sense of what is required. It is placed in the context of
ISA where appropriate, with indicative examples. Note that a reasonable lifespan for any
communications/engagement strategy should be five years, after which it should be
revisited to evaluate whether it continues to reflect the mission of ISA and meet the needs
of its stakeholders, both internally and externally. The strategy should also be adaptive to
the changing circumstances of ISA. The five-year interval is also in line with the mandatory,
periodic, general and systematic review of the operation by the organs of ISA, as embodied
in the UN Convention on the Law of the Sea.8
It is important to prioritise the stakeholder analysis, as a good understanding of
stakeholders will directly inform a communications strategy and associated messaging.
Developing an Engagement Strategy
Stakeholder Engagement and Outreach
Stakeholder engagement is not an end in itself, but rather a continuous process that needs
to be managed and cultivated in order to achieve the outcomes an institution such as ISA
seeks. Likewise, the communication strategy’s success is predicated on being fully
supported and implemented across ISA and by its main stakeholders, as well as adequately
resourced to maintain the two-way flow of information that will be embedded in it.
There will be stakeholders who support ISA and those who may either be opposed to it or
who present obstacles to it fulfilling its mandate. ISA’s stakeholder strategy must be geared
toward maintaining support from the key players who favour ISA, while winning over those
who are opposed to it, or at least mitigating the risks they may present.
A robust engagement strategy that leads to positive outcomes should ask the following
questions:
a) Stakeholder identification – Who are you seeking to engage with, i.e. those who are
familiar with both ISA and deep-sea mining issues, and those that may not be so
8

See Article 154 at: http://www.un.org/depts/los/convention_agreements/texts/unclos/unclos_e.pdf
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familiar, but may have a direct or indirect interest in ISA and/or in the outcomes of
the development of the Exploitation Code?
b) Stakeholder mapping and analysis – What are the characteristics of the
audience(s)? What do they know and what don’t they know or understand about
ISA? Who are ISA’s champions and detractors?
c) Stakeholder management – How does ISA best communicate with its stakeholders
and what frequency is required? What assets can be deployed in order to ensure
that ISA maximises and realises the potential for contributing to it and its work,
while minimising effort and expense?
d) Stakeholder engagement approaches – Different types of engagement may suit
different stakeholder types, for example, do State Parties make more demands from
or have more need of ISA than other types of stakeholders?
Overall, ISA’s engagement activities should provide it with the input it seeks and ultimately
result in the improved organisation planning and performance that is being sought at both
the institutional and stakeholder level. This has the added value of building better and
stronger relationships both with stakeholders, including member States as well as
observers, and, if possible, with existing and new elements of civil society in the spheres in
which ISA operates.
Stakeholder Identification
Identifying ISA stakeholders must be done in a methodical and logical way to ensure that
some are not excluded and that, at a minimum, there is a balanced representation of the
diversity of stakeholders. This may be done by looking at stakeholders by organisation, by
geography (countries/region), or by their involvement with various elements of ISA or the
outcomes it is aiming for (e.g. development of the Exploration Code).
The purpose of identifying stakeholders would provide ISA with a detailed description of its
main audiences – both external and internal. These might include the State Parties, ISA
organs, observers, contractors, private sector, NGOs, deep-sea academic community, the
public and staff. This process should also aim to identify ISA’s champions and blockers, and
those audiences with whom ISA aspires to connect.
During the process of identifying stakeholders and audiences, ISA may find many that it
needs (and wants) to interact with. Therefore, part of the exercise will be to segment the
potential stakeholder community into more discreet elements that have the specific
knowledge and expertise to contribute to explicit parts of ISA or its activities. For example,
with respect to the development of the regulations in the Exploitation Code, ISA may wish
to segment stakeholders into the areas of operations, finance and environment. Targeting a
specific subset of the ISA stakeholder community may result in more meaningful input, and
will not overwhelm a particular stakeholder who may not have anything to say on finance
but is better equipped to address the Code’s environmental regulations. Understanding this
will make it easier to prioritise ISA’s communications work.
The prioritisation and segmentation of ISA’s stakeholder community involves choosing
criteria that are viewed as important and then ranking the different stakeholder groups
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against them (i.e. ‘mapping’). Mapping will help show ISA which are the most important
stakeholders, especially issue-specific ones, and therefore those whom it should be
spending most of its effort communicating with (remembering this is two-way).
Stakeholder Mapping and Analysis
Once ISA has gone through the process of identifying its stakeholders, it should have a
comprehensive list showing which criteria are associated with them. This will enable ISA to
easily and quickly segment/group them by, for example, type of organisation, geography,
expertise and/or interest in specific elements of ISA and its organs, etc.
Stakeholder mapping and analysis allows an organisation to go more in depth, to better
understand the needs of each stakeholder and to gather more information, which will
provide additional insights on how to interact with them, individually and collectively. It will
also inform any prioritisation exercises. In the case of ISA questions may be, inter alia:
 What involvement and interest does a particular stakeholder have in ISA and its
workings?
 What impact on, and involvement with, ISA has the stakeholder had to date?
 What is their frequency of communication preference with ISA?
 How is the stakeholder organised?
 How influential or powerful are they?
 What is their level of understanding of ISA and the deep sea?
A commonly used approach to prioritising stakeholders and determining the level of
engagement/communication needed is to map them. It is easiest and most effective to
undertake this exercise using two criteria so that the differences between the stakeholders
are clear.
The example here seeks to determine what
level of influence particular stakeholders
have on ISA’s work and, at the same time,
what level of interest they have in ISA. Each
of the quadrants allows ISA to determine
what level of engagement is required based
on the individual stakeholder analysis that
would have been previously conducted. For
example, ‘Key Players’ (top right section) are
those who have a great deal of interest in
the workings of ISA and, equally, are very
influential. These are therefore the ones
that ISA will want to spend the most time
communicating with. This does not mean
that other stakeholders are neglected or ignored but rather it allows ISA to prioritise
resources and maximise return in terms of input and contributions to its work. Additionally,
it is very likely that the influence of these stakeholders will fluctuate, and they will have a
greater or lesser interest in ISA over time. Therefore, it is worthwhile revisiting this type of
exercise periodically to see if the priorities are still the same.
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Stakeholder Management
Once ISA has established who its stakeholders are it must continue its contact at a sustained
level. Sporadic communication and contact with stakeholders, especially initiating contact
only when ISA needs something from the stakeholder, is a recipe for failure. This will create
a culture of apathy, disinterest and suspicion towards ISA and its operations, as well as a
lack of trust from the stakeholders about ISA’s operations and motives.
Critical to effective and efficient stakeholder management is the understanding of
information needs and when or how often they need to receive it. The material gathered in
the stakeholder mapping process will be an effective tool for addressing this.
ISA has taken major steps forward in engaging its stakeholders through its previous two
rounds of consultations (2014 and 2015), perceived by its stakeholders as a very positive
and promising action. However, this is not the time for complacency. The willingness and
interest of ISA and its organs to develop a purposeful communication and engagement
strategy is timely, and will certainly both build on the current goodwill amongst
stakeholders and develop a culture for interactions. This will be especially relevant when
communicating and engaging with the stakeholders that ISA desires for the development of
the Exploitation Code.
The active participation of more stakeholders will increase the complexity of the
engagement and communications work. The type and level of active participation will need
to be determined in this process, so as to ensure that this participation is supported by ISA
and not perceived as being counterproductive. Once implemented, ISA will need to regularly
review and revise its strategy or it will be easy to lose track of or possibly omit key
stakeholders.
Stakeholder Engagement Approaches
Whether ISA intends to engage stakeholders to meet a specific goal (e.g. the development
of the Exploitation Code) or to start a long-term conversation (e.g. fulfilling its mandate to
manage mineral resources in the international seabed Area), both require specific
approaches. Each of these approaches has its cost and benefit and is more suited to
particular stakeholder types. Examples of these approaches may include:


Partnerships with stakeholders – This is where the organisation and the stakeholders
have accountability and responsibility with two-way engagement, decision-making and
actions. (Note that this is only appropriate for key players and stakeholders with high
influence and high interest who could bring considerable benefits to ISA, but conversely,
if not managed, could also bring considerable risk. Therefore, the number of
partnerships should be limited and focused.)



Stakeholder participation – Stakeholders participate within the organisation and are
engaged in delivering tasks or given responsibility for a particular area/activity, for
example, chairing a working group or engagement committee. This is a two-way
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engagement with limited responsibility.


Stakeholder consultation – Stakeholders are involved with, but not responsible for
specific organisational related tasks, and not necessarily able to exert influence outside
the boundaries of the engagement. This is a when an organisation asks questions and
stakeholders answer.



One-way engagement:
o Push communications (active engagement) – an organisation may broadcast
information directly to its stakeholders or target particular stakeholder groups
using various channels (e.g. mail, email and email lists, live webcasts, Skype,
videos, leaflets, etc.).
o Pull communications (passive engagement) – information is disseminated and
made available so that the stakeholder can choose whether to engage with it
(e.g. websites, social media, blogs, wikis, podcasts, etc.).
o For both engagements, it is necessary to consider how they can be made easily
accessible to the public i.e. by overcoming language barriers (including by
considering translation into official languages) and simplifying technical language
and detail.

It is important to note that partnership, participation and consultation cannot be used
interchangeably and, as noted above, mean very different things in terms of the stakeholder
engagement process. ISA will want to ensure that there is a common understanding of
these elements.
ISA will need to evaluate any stakeholder engagement approaches it uses based on the its
own communication plan and stakeholder analysis, and ensure that they are appropriate for
each stakeholder group. Other considerations for ISA include:
 Checking that its communication strategy isn't over reliant on one-way engagement
 Ensuring it is not spending too much time in face-to-face consultations with less
influential stakeholders or stakeholder groups
 Evaluating the cost benefit of communication methods (e.g. can printed materials be
replaced with cheaper options like email, online surveys, online newsletters etc?)
 Bearing in mind that push communications are appropriate for low interest/low
influence stakeholders.
Please see Annex I for examples of communication and engagement approaches that have
had varying degrees of success. Although the organisations involved are very different in
scope to ISA, they all had a common need for stakeholder engagement and developed a
strategy to manage this process. Their lessons and experiences will no doubt be of use to
ISA should it wish to delve further.
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Developing a Communications Strategy
Every communications strategy needs to have a clear objective covering why it was
developed and what it is intended to achieve. This does not require vast amounts of detail,
rather it provides the framing and point of reference for how the strategy and the elements
will be used and deployed across the organisation. For example:
The ISA communications strategy seeks to:
 Support the effective achievement of the mandate and objectives of ISA
 Engage effectively with stakeholders
 Promote the relevance of ISA’s work to global society
 Illustrate and celebrate the success of ISA’s work
 Ensure that people understand what ISA does
 Help ISA operate in a transparent and accountable manner.
Elements of a communications strategy are described below.
Mission Statement
Generally speaking this will be the introductory part of the communications strategy, and it
is important for the organisation to establish and articulate a common understanding and
agreement of the statement. For example, ISA’s mission statement might read as follows:
ISA was established to organise and control mineral-related activities in the international
seabed Area beyond the limits of national jurisdiction under the auspices of the UN
Convention on the Law of the Sea (UNCLOS), and to provide prudent and informed
stewardship over the deep seabed, which is ‘the common heritage of mankind’. ISA operates
in an inclusive, effective, transparent, accountable and democratic manner which is in
keeping with an intergovernmental organisation that upholds and sustains an organisational
culture based on accountability, integrity, and transparency.
Strengths and Weaknesses
Included in this section should be an articulation of ISA’s communications strengths – what
has been successful and what hasn’t worked well over the last five years. Of course
‘success’ or ‘failure’ can be highly subjective if metrics for success were not established at
the time of original communication. Nevertheless, commonly used tools can make a rapid
assessment of an organisation’s communications strengths, for example a SWOT analysis,
which involves listing its strengths, weaknesses, opportunities, and threats:


Strength is a resource or capacity that can be used effectively to communicate.
What does ISA do well or what do other people see as its strength? The objective is
to build on ISA’s perceived strengths through its communications activities.



A weakness is a limitation or shortcoming in a particular activity, workstream or
issue that a communications plan would seek to improve. What could ISA improve
on? What is it doing badly? There may be other areas and issues that ISA and its
12

organs may wish to resolve which are being caused by a weak point, which may be
operational or financial in origin, and which would benefit from and be mitigated by
proactively communicating about these weaknesses. Elements of the
communications strategy, particularly the messaging and external engagement, can
be tailored to minimise the weakness, or at least have a communication response in
place if it is raised.


An opportunity is a favourable situation in ISA’s operating environment and the
sphere in which is operates. This may be a trend or a change of some kind, such as
the greater openness of ISA to stakeholder engagement in order to inform and direct
its work. It could also be a previously overlooked need that increases the relevance
or effectiveness of an organisation. For example, in the case of ISA, this may mean
making its work more accessible to non-specialists to attract additional support for
its mandate. Opportunities can be effectively addressed through consistent
messaging across all media with which ISA is engaged.



A threat is a danger to the work of ISA. Often threats are ignored until they become
major problems and this can be because they often involve confrontation or may
mean a change in an operational culture that has been ingrained since the
establishment of the organisation. Threats can be identified by looking at the
obstacles and barriers faced now and in the future, counter productive initiatives by
stakeholders, and changing political and scientific landscapes, as related to
governance of areas beyond national jurisdiction. Other areas may be able to
counteract the problem without needing a communication response. However, if it
does need a communication response, ISA should assess the likelihood and extent of
the risk or threat and, if it did emerge, how quickly ISA could implement a
communication response, and from whom.

An important caveat to a communications SWOT analysis is that it is of no use if the factors
identified are not prioritised. This can be done, for example, by taking the strongest three
factors from each SWOT quadrant to inform the communication’s strategy.
Organisational and Communications Objectives
A communication and engagement strategy for ISA should closely reflect its overarching
organisational plan or mandate. This section would include ISA’s overall mission, core aims
and objectives, and which communications could help deliver the mandate. As well as
referring to specific objectives, ISA would need to give an overall sense of the principles of
communications that underpin the strategy and the key messages that it wants to convey.
The examples below illustrate how, hypothetically, this might work in practice for ISA. Each
of ISA’s strategic objectives will need to be broken down to show how its operations and
communications are linked and can contribute to delivering the objectives.
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Objective 1: To promote the carrying out of activities in the Area in such a manner as to foster healthy
development of the world economy and balanced growth of international trade, and to promote international
cooperation for the overall development of all countries, especially developing states
ISA Operational Objectives

Communications Objectives

To develop regulations for an Exploitation Code
that respond to ISA’s principle objective

To ensure all ISA organs including the secretariat,
stakeholders and State parties know and understand
the process for developing the Code

To provide opportunities for State Parties and
other stakeholders to participate in the activities of
ISA and contribute to its mandate

To ensure State Parties and stakeholders have
opportunities to communicate their needs to ISA

To regularly gather general feedback to ensure ISA is
maintaining inclusivity and transparency

Objective 2: To adopt rules, regulations and procedures that ensures effective protection of the marine
environment from harmful effects which may arise from such activities
ISA Operational Objectives

Communications Objectives

To build strong relationships with State Parties
and other stakeholders

To provide a regular flow of information to State
Parties and key stakeholders
To seek regular contributions and input from
State Parties and key stakeholders

To fulfil the mandate entrusted to ISA by UNCLOS
in respect to activities in the Area

To regularly showcase ISA successes or progress
in a range of media platforms
To be approached by media outlets for opinions
on the work of ISA

It is important that any strategy for ISA’s communication and engagement is not seen as an
add on but rather as an institution-wide, recognised and supported function, essential to
ISA’s successful operation and mission delivery.
Communication Messages
Once there is a common understanding of its objectives, ISA must begin to develop and
tailor ‘messages’ which will support and respond to these objectives while at the same time
ensuring they resonate with its different audiences. Having been through the SWOT
analysis, ISA will know which audiences are its highest priority and target messages to these
audiences first.
Messages should also be relevant and appropriate. For example, how ISA communicates
with State Parties will be very different to how it interacts with contractors and NGOs; these
may contain more forthright messages using emphatic language. Despite these differences
it is very important that there is continuity across the messages. It is important that all ISA’s
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stakeholders understand what kind of organisation it is, and this means that the messaging
always needs to link back to its key organisational objectives and values. The table below
sets out some examples of how messages can be tailored to different audiences.
Audience
State Parties

What they need to know
 What policies does ISA need to develop
and bring into force?
 What is ISA’s evidence and supporter
base?
 What services does ISA offer?

Key communication messages
 ISA has a good knowledge of the policy
environment and what needs to be done
 ISA has a strong evidence and supporter
base that draws upon stakeholders’ legal
and science expertise and knowledge
 ISA calls for input grounded in robust
evidence
 ISA is a well-respected, authoritative
organisation that operates in an inclusive
and transparent manner

Contractors

 How to access ISA
 What are the responsibilities of an ISA
contractor?

 ISA provides regularly updated guidance to
its contractors
 ISA is trustworthy, reliable and respects
commercial confidentiality
 ISA provides useful, practical information
and support to its contractors

NGOs

 ISA can fully implement its mandate
with the help of its stakeholders

 ISA needs NGOs to support the
development of its work by actively and
regularly providing input, and helping to
broaden the ISA network.
 ISA values the opinions and input of its
stakeholders

Key Communication Methods
From the previous stakeholder analysis and mapping exercise, ISA will have a good idea of
the most appropriate channels for communicating with each of its audiences/stakeholders.
These might include an e-newsletter, the ISA annual meeting, specific ISA committee/organ
meetings, workshops, leaflets, press releases, targeted/thematic events or broader methods
such as media (general press as well as specialist press), the ISA website and social media.
There is no shortage of possible communication channels that ISA can access to get its
message(s) out and engage with its stakeholders, and it must weigh the pros and cons of
these channels based on its needs and resources. For example, the communication needs
of the development of the Exploitation Code and timing frame will be specific and different
to the needs of ISA’s overall day-to-day operations. A simple internal inventory and analysis
of the channels ISA has at its disposal will help to determine which are the best to use for
getting specific messages to particular audiences.
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Once ISA has looked at the channels it can access, it can begin to construct a
communications plan, linking stakeholders, messages and channels. For example:
Audience
State Parties

NGOs

Key Communication Messages
 ISA has a good knowledge of the policy
environment and what needs to be
done
 ISA has a strong evidence and supporter
base
 ISA calls for input grounded in robust
evidence
 ISA is a well-respected, authoritative
organisation that operates in an
inclusive and transparent manner
 ISA needs NGOs to support the
development of its work by actively and
regularly providing input, and helping to
broaden the ISA network
 ISA values the opinions and input of its
stakeholders

Key Communication Channels
 Quarterly briefings on specific policy and
science (evidence) areas
 Ensure all press releases are sent to relevant
State Parties in advance
 Positive information dissemination through
social media

 Stakeholder e-newsletter and news flashes
 Regular opportunities (e.g. webinars, online
hearings, email-based list to serve
discussion, workshops, etc) for interactions
with key stakeholders
 Participation as observers at ISA meetings
 Stakeholder representation in ISA

Whatever the communication channel, it is critical that it is maintained, updated and kept
relevant. For example, if ISA stakeholders come to expect a newsletter on a quarterly basis
this schedule must be adhered to or credibility for delivering on time will be undermined.
Likewise, websites must be continually checked and maintained for accuracy as ‘dead links’
and outdated material is frustrating for internal and external stakeholders, and can quickly
diminish their interest in engaging with ISA. There is much of this on the ISA website at
present. This dissatisfaction is an unfortunate by-product of the instantaneous nature of a
society where the demand for instant access to information or the ability to provide
comments on issues right away is highly valued and directly related to stakeholder
satisfaction and positive impressions of ISA. Satisfied stakeholders will be ISA assets.
ISA has no existing communications strategy or dedicated communications function within
the secretariat. Given the public facing nature of ISA, it is quite rare amongst similar bodies
not to have these functions and expertise in-house. This will need to be addressed soon.
Having been in existence for more than 20 years, it is important to recognise that ISA has a
level of experience in using different communication channels. Therefore, a critical and
objective look at the various communications and engagements ISA has undertaken in order
to determine what was successful and what did not work would be valuable . This does not
have to be exhaustive as the communication and engagement channels used 20 years ago
are very different to today’s. A five-year reflection and evaluation would be sufficient in this
case.
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Operational Plan
With ISA stakeholders and key communications methods identified, the next step is to
develop a time-bound plan of the key communications activities and particular milestones
that ISA is working towards (e.g. development of the Exploitation Code, the ISA annual
meeting), or items it will produce regularly (e.g. newsletters, briefing bulletins, blogs,
webcasts).
Included in the operational plan should be a section on how ISA will measure the success of
its communication and engagement efforts. These could be simple measures such as the
number of responses to a newsletter, the amount and quality of ISA website traffic, an
increase in responses to requests for stakeholder inputs on ISA work, or even an increase in
Twitter followers. ISA could also include measures of media coverage, not only in terms of
volume, but also breadth and depth. Developing these measures will allow ISA to
continually refine and evolve its communication and engagement strategy.
Finally, an organisation cannot underestimate the resources required to undertake a
sustained communication and engagement effort. In order to allocate resources most
effectively, and having gone through the above process to develop its communication and
engagement strategy, ISA will be able to consider its priorities and what may lead to a
greater return on investment. An indication of the budget elements needed (Annex III) has
been included in this paper in order to give the LTC an idea for what resources may be
required to fully operationalise and manage a sustained communication and engagement
effort.
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Phases of the stakeholder engagement process with tasks and related outputs
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Current ISA Online Communication Assets
ISA maintains an online presence across a number of media including a website, Twitter,
Facebook, LinkedIn, smart phone app and the selling of its publications through Amazon. A
brief analysis (see Annex II) of the ISA website and Twitter would indicate that both these
media are underutilised and likely not reaching their intended audiences, further
diminishing the engagement potential of ISA.
Over a three-year period (Dec 2012–Jan 2016) there were 466,578 sessions – a session is a
group of interactions that take place on a website within a given time frame. A single user
can have multiple sessions. For example, a single session can contain multiple screen or
page views, events, social interactions, and ecommerce transactions.
66% of the visitors to the website were new. However, 55% of those visitors during this
same time period left the website after viewing one page – primarily the ISA home page.
The top 10 countries (see Annex II) with respect to number of sessions together make up
over 60% of the session visits. More than 25% of this traffic and visits stem from the USA
and Jamaica alone. The higher proportion of traffic from Jamaica is likely related to internal
ISA views. Though it is not currently possible to filter out ISA HQ traffic, this feature has just
been enabled, and so ISA will be able to do this in the future to get a more accurate picture
of external website usage. Interestingly, in the last three years, 236 states, territories,
autonomous regions and external territories have made at least one or more visits to the
ISA website.
The ISA website home page is the most viewed but has the lowest return visitor rate out of
the top four pages visited. Notably, the highest return visitor rate is to the ‘Job
Opportunities’ page. While these are quickly generated statistics, they can be very helpful
in reorienting a website.
The ISA Twitter footprint is small, currently has very little interaction with the stakeholder
community, and is largely used for administrative and operational purposes. Of the total
tweets to date, 83% are of an administrative nature (see Annex II for more details). As a
result, most ISA followers are interested in using Twitter as a basis for accessing ISA news.
The USA and Europe account for over 50% of follower origins.
To analyse ISA’s Twitter followers further, they were separated into general categories to
assess how many were legitimately following ISA. Anyone in ocean-related work or who
mentioned the deep sea, ocean, or environmentalism in their profile were placed in the
‘friends’ category, which accounted for 53% of ISA followers. Users with legitimate accounts
not specifically linked to the ocean were placed in the ‘other’ category (9%). Surprisingly,
nearly 40% of the followers were fake accounts, which can be determined manually or
through analytical software. Likewise, fake followers are easy to remove from the follower
community.
Given that ISA has been on Twitter since 2011, one would expect more of a social media
following. By comparison, a similar UN treaty organisation, the Organisation for the
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Prohibition of Chemical Weapons (who joined Twitter in 2010), has 30 times the number
following and are accruing followers at a rate of five per day.
Greater and more in-depth analysis is required but these tools should be integral to the
stakeholder engagement strategy as they allow ISA to reach a wider audience through a
variety of dynamic and engaging formats. This is increasingly becoming the case globally –
in 2015 there were 2,206 billion active users of social media, which equals a
global penetration of 30%. Social media is distinct from more traditional media in that it is
more immediate, requires very little financial investment to implement, and can be
accessed and updated almost instantaneously. For ISA, the enhanced use of online tools,
and in particular social media, can inter alia:
 Generate greater awareness of ISA and its work
 Drive traffic to ISA’s website
 Build and deepen relationships with certain stakeholders and target audiences
 Monitor what different audiences are saying about ISA and those issues
relevant to ISA.
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SECTION IV – IMMEDIATE STAKEHOLDER CONSULTATION NEEDS
In July 2015 the LTC issued a stakeholder-consultation-based document entitled ‘Draft
framework, High level issues and Action plan’9, together with a ‘summary of priority action
areas’10 listing seven priority deliverables for the development of the Exploitation Code, one
of which is the production of a ‘zero draft’ of exploitation regulations. It is intended that the
drafting of this document be undertaken by an expert working group (external consultants),
including secretariat personnel. This initial draft will be made available to the LTC in
February 2016, circulated to stakeholders in March 2016, and then presented to the Council
in July 2016 together with next steps.
Following an initial two rounds of external consultation, the LTC expressed its appreciation
to those stakeholders who had responded to the draft framework and acknowledged the
various offers of assistance in developing specific aspects of the framework. The
Commission at that time requested that the secretariat continue to maintain liaison with
those stakeholders accordingly.11 However, there is a general feeling amongst stakeholders
that, while ISA is definitely heading in the right direction, they are still unclear on the
process for incorporating these contributions and lack an overall understanding of the
process, how decisions are made, and how ISA will respond to submissions. There is also a
perception of a ‘feast or famine’ approach whereby there is a flurry of engagement and
input sought and then nothing more until ISA needs something from its stakeholders again.
Based on an analysis of ISA’s externally directed electronic commutation platforms and
channels and stakeholder interviews, these ‘gaps’ are currently filled with administrative
notices but little of substantive value to the wider ISA stakeholder community or of
inspiration to the general public. There are easy and efficient actions (a number of which
are outlined above) that can be put it place to redress this.
The immediate need of ISA and the LTC is to incorporate the views of stakeholders in the
zero draft of the Exploitation Code starting in March 2016. While in the longer term ISA may
wish to completely map out all ISA stakeholders and implement an organisation-wide
communications strategy, in the near term a specific stakeholder engagement process can
be put into place that will demonstrate progress and indicate that this is the start of a type
of engagement that will not be business as usual.

Engagement framework for stakeholder input on developing the Exploitation Code
Phase 1
While the LTC is considering the zero draft, all stakeholders (including State Parties) should
be contacted to alert them to the upcoming consultation period (March 2016). The purpose
of this should be to establish a common level of understanding on the issues and the
process, and to provide a clear timeline. These elements should also be clearly located on
the ISA website, and their existence made known through social media and other relevant
9

See: https://www.isa.org.jm/files/documents/EN/OffDocs/Rev_RegFramework_ActionPlan_14072015.pdf

10
11

See: https://www.isa.org.jm/sites/default/files/files/documents/isba-21c-16_5.pdf
Ibid.
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channels. Elements include:
 In jargon-free language, the purpose and objectives of both this upcoming exercise
and how it fits within ISA’s broader mandate
 Why it is important that stakeholders contribute and participate
 What happens when a stakeholder contributes and the feedback process
 An articulation of what the stages of the process will be and indicative timings – this
will allow stakeholders to plan appropriately and begin thinking about their input
 Links to relevant resources.
Consideration in this first phase may be given to ISA/LTC ‘partnering’ with key stakeholders
to devise the series of questions that could be asked of the wider stakeholder community
on the zero draft. This has the advantage of avoiding a perception of ‘more of the same’
and the feeling that stakeholders have already provided similar responses during previous
engagement exercises.
Phase 2 (March 2016)
During this period the LTC will seek input from ISA stakeholders on the zero draft. Ideally,
this will be conducted online using a multi-tiered approach that allows both the specialist
and non-specialist an opportunity for contributing. Each of the input fields on the website
will be defined in order to avoid lengthy contributions and adding to the burden of those
compiling the responses.


Part A – this is the general section. In the first instance, the stakeholder and anyone
from the public would be asked a series of general questions that relate to ISA and its
operations initially and then be on the development of the Exploitation Code itself. One
should never miss an opportunity when seeking stakeholder views to include some
additional general questions as this will ultimately inform and shape the work.



Part B – this section is for more specialised input and cannot be completed without
having completed Part A. Here, segmentation of the input required can be undertaken,
which will draw on those stakeholders who have particular specialty areas and ensure
they are not obliged to comment on issues that they may have little or no knowledge
about. The task here is to increase the quality of the input so that the outcome is
robust. In this instance, the input being sought could be divided into financial,
operational and environmental elements of the regulations. Irrespective of what the
final categories are, however, the division will help identify one or more of the
stakeholders who would be willing to champion one of these categories amongst their
peers and other stakeholders. These champions are there to drive the process and
ensure quality input where possible. The segmentation also serves to create a feeling
that stakeholders are imbedded in the process and not languishing on the periphery.
The questions in each category should not be an exhaustive ‘laundry list’, nor should
they be cumbersome or pre-suppose a way of thinking. Prioritising the segmentation
will focus the input, guide the process and avoid it being a free-for-all.

Phase 3 (Mid-May 2016 – onwards)
In keeping with the timeline, during this phase the LTC must provide feedback on the inputs
it received and make all the contributions it received available in a compiled form. This can
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be provided in an anonymised format but stakeholders will be interested to see the other
submissions and any analysis that has been undertaken on the responses. Special
consideration will of course need to be given to submissions that include confidential
information (financial regimes/ business strategy of contractors) but this does not preclude
the LTC providing an indication of how many of these they received without divulging
details.
Also during this period, the LTC needs to decide on a clear process for categorising and
taking decisions, and ensure that this is communicated to the stakeholders. Stakeholders
will need to appreciate that not everything they say will be incorporated, but due
consideration will be given, especially to the common threads found in the input they
provide to the LTC. Again this will need to be communicated externally so that there is some
measure of confidence that stakeholder input is actually taken into account.
Phase 4
Following the Council meeting in July 2016 the next phase of consultation will need to be
articulated to stakeholders; this is to include an update on what happened at the Council
meeting and the agreed next steps.
In parallel with the above, ISA may wish to consider the development of its engagement and
communication strategy, taking into account the generic steps and elements outlined
above.
SECTION V – RESOURCING
Once the communication and engagement strategy is fully developed it must be supported
and implemented by the ISA secretariat and adequately resourced and embedded in the
overall organisational budget. The budget must be realistic about the resources and the
timeline needed to create, implement, monitor and evaluate the strategy.
An indication of what budget elements are needed for a communication and engagement
strategy for ISA is presented in Annex III. This is meant to give a rough idea of the key core
elements required.
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ANNEX I
Examples of Communication and Engagement Strategies
To follow are three examples of communication and engagement strategies. Whilst none of
them are perfect they do have structural and procedural elements of note that are
instructive for ISA.
The High-level Political Forum on Sustainable Development
The Post-2015 Development Agenda (successor to the Millennium Development Goals) and
the eventual development of the Sustainable Development Goals (SDGs) built on the
Principles agreed upon under ‘The Future We Want’ Rio+20 outcome and associated UN
resolution.12 The development of the SDGs required wide consultation and engagement
with the full range of stakeholders, a process that was initiated by the High-level Political
Forum (HLPF). This is much broader in scope than ISA but the articulation of how
stakeholders are engaged, and the lessons of how the HLPF dealt with the input they
received, is instructive.
The HLPF13 is the main United Nations platform dealing with sustainable development and
the follow-up to UN conferences on sustainable development. At Rio+20 participating State
leaders decided to replace the Commission on Sustainable Development with the HLPF in
order to elevate the consideration of sustainable development to the attention of Heads of
State and Government. The Forum was established to (a) provide political leadership and
guidance on sustainable development; (b) follow up and review progress in implementing
sustainable development commitments; (c) enhance the integration of economic, social and
environmental dimensions of sustainable development and (d) address new and emerging
sustainable development challenges.
The HLPF is expected to steer and review the implementation of the SDGs and the Post2015 Development Agenda, which Member States adopted in 2015. It aims to attract and
engage world leaders and Major Groups, NGOs, civil society and relevant stakeholders,
keeping sustainable development high on national, regional and global agendas. The HLPF
meets annually to discuss specific themes, current trends and new challenges; share lessons
learned and experiences; learn from scientists; listen to NGOs and civil society from across
the globe; and coordinate sustainable development policies and UN system support. This
will all feed into the political guidance to be given by the Forum. The HLPF draws from and
builds on the success of the wide consultative activities it undertook as part of the
sustainable development process. It has benefitted greatly from a high degree of
interaction with representatives from NGOs, civil society and other types of economic, social
and technical stakeholders. The format for their participation is based upon the concept of
‘Major Groups’ that was outlined in Agenda 21. Major Groups and other stakeholders have
been granted comprehensive participatory opportunities in the HLPF through the UN
General Assembly Resolution A/RES/67/290.14

12
13
14

See: http://www.un.org/en/ga/search/view_doc.asp?symbol=%20A/RES/66/288
See: https://sustainabledevelopment.un.org/hlpf
See http://www.un.org/ga/search/view_doc.asp?symbol=A/RES/67/290&Lang=E
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Paragraph 15 of the Resolution states that, while retaining the intergovernmental character
of the HLPF, Major Groups representatives and other relevant stakeholders shall be allowed
to:
 Attend all official meetings of the Forum
 Have access to all official information and documents
 Intervene in official meetings
 Submit documents and present written and oral contributions
 Make recommendations
 Organise side events and round tables, in cooperation with Member States and
the secretariat.
Additionally, the Resolution encourages Major Groups and other stakeholders, such as
private philanthropic organisations, educational and academic entities, persons with
disabilities, volunteer groups and other stakeholders active in areas related to sustainable
development, to autonomously establish and maintain effective coordination mechanisms
for participation in the HLPF and for actions derived from that participation at the global,
regional and national levels, in a way that ensures effective, broad and balanced
participation by region and by type of organisation.
Convention on Biological Diversity (CBD)
The CBD calls on Parties to integrate the conservation and sustainable use of biological
diversity into relevant sectoral or cross-sectoral plans, programs and policies. The
Convention also advocates Parties to adopt the ‘Ecosystem Approach’ which requires the
participation of all sectors of society in the conservation and management of biodiversity.
This is officially embedded in the Convention and mandated by the State Parties by which
they request “the Executive Secretary to include appropriate practices and mechanisms,
including modern communication tools, to enhance effective and timely participation of
stakeholders”.15 To implement the its National Biodiversity Strategy and Action Plan the
CBD has to seek the cooperation of other stakeholders in government (e.g. other ministries
and departments) and other segments of society (e.g. private sector, communities, NGOs,
media, etc.). To gain this cooperation with stakeholders and to place biodiversity on the
agenda of other ministries in a country, other levels of government or other sectors in
society, a range of communication channels, education and awareness interventions are
needed. This involves networking and also establishing working relations, defining common
goals, influencing decision-making processes, negotiating, strengthening capacities and
updating knowledge. Many of these stakeholders may have little or no understanding of
biodiversity or disregard scientifically prepared plans, policies and existing mechanisms due
to a lack of awareness of their importance and the serious implications on economic
development and poverty alleviation of overlooking them. The CBD’s specialised mandate,
size and global responsibility is similar to that of ISA. ISA may wish to consider engagement
with the CBD secretariat to ascertain what has made their approach effective.

15

See CBD decision on Stakeholder Engagement https://www.cbd.int/kb/record/decision/13371?RecordType=decision&Treaty=CBD
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Development of the Forest Stewardship Council (FSC) Code of Conduct
In order to develop these principles and obtain input from their stakeholder community the
FSC commissioned an interactive website which clearly explained the process; a Q&A
tackling potentially contentious issues and how to contribute; links to relevant documents;
and contact details of those in the FSC secretariat responsible for the development of the
Code of Conduct’s Principles and Criteria (PC). To make this process more manageable the
FSC broke down their PC into 10 principles, with a facility for anyone to comment on the
text and agree it through a voting method. While this was not a consensus-based approach,
it does have the advantage of being democratic and gives a feeling that stakeholders are
embedded in the process. Although it took a considerable effort to achieve these PCs, they
served to break down issues and questions of transparency within FSC. This approach also
meant that no one could say they didn't know what they were signing up to.
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ANNEX II
Website and Twitter Analytics
ISA Website
(Specified dates: Dec 25, 2012 to Jan 24, 2016)
Engagement Rates (average)

Sessions = 466,578 The data illustrates a substantial peak during the months of June, July and
particularly August 2015.
Bounce Rate = 54.5% average Approximately one-half of all visitors to the website leave after
viewing only one page. The graph above shows the correlation between bounce rate and the
number of sessions for the website. However, it should be noted that bounce rates declined
during July 2013 and July 2014, suggesting that during those months visitors stayed longer on
the site and viewed more than one page. During the sessions peak of August 2015, the bounce
rates slightly increased, demonstrating that although there was a high volume of traffic on the
site, visitors were likely only viewing one page per session.
Page Views = 1,434,170
Total Users = 256,242 This number accounts for every
person/IP address who visited the website during the
specified time period. The graph on the right shows that
most of the people visiting the website were new visitors.
This could suggest that while visitors may be accessing the
site during the peak times mentioned above, they are less
likely to return or engage further.
Pages per session = 2.94 avg
Session durations = 00:03:03 avg
This data gives insight into the viewing behaviours of
visitors to the website and continues to support the idea
that most visitors are accessing the site for short durations of time and limited searches. This
ultimately lowers engagement rates and could mean that visitors are less likely to explore and
digest all of the content on the website.
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ISA Webpages with the Most Views
ISA Webpage

Page Views

Avg Time on Page

Bounce Rate

Home Page

169,939 (11.43%)

00:01:11

28.34%

About

52,233 (3.64%)

00:01:15

41.02%

Job Opportunities

50,680 (3.53%)

00:01:55

84.43%

Documents

30,709 (2.14%)

00:01:39

31.43%

The number of page views in this chart is calculated from the overall number of pages views. It
should also be noted that the subsequent pages viewed were: Sessions, Scientific, News, and
Home Page (Spanish).

Visitor Locations

Top 10 Countries: Showing total number of sessions and % of those by new visitors
Country
% of all sessions
% new visitors
USA
15.76
18
Jamaica
10.98
5.17
United Kingdom
5.93
6.53
France
5.13
6.01
Germany
5.01
4.87
India
4.23
5.15
Canada
3.04
3.43
China
2.68
1.99
Japan
2.6
1.76
Australia
2.42
2.06
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TWITTER -–@ISBAHQ
(ISA joined Twitter in October 2011)
Follower Behaviour
Number of followers – 316
Number following – 18
Total tweets – 330

Follower Interests
This data can be useful in tailoring ISA content to its followers’ interests. This will ultimately
increase engagement and reach of its content.
From the graph, most ISA followers are interested in using Twitter as a basis for accessing
news. This could result in more ISA new stories being shared through tweets or in tweeting
related content from other sources.
Follower Demographic: Top 5 Countries with % of overall followers
United Kingdom – 20%
USA – 19%
Belgium – 8%
Germany – 6%
Canada – 6%
Follower Engagement
The data for this section was examined over the course of 2013 to 2015, looking specifically at
activity in the months December, April, and August for each year, which allowed the evaluation
of the growth and evolution of engagement over the full time period.
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Potential Impressions: The number of times followers likely saw an ISA tweet on Twitter

This graph illustrates that impression rates have slowly increased, capping off around April
2015, and have recently started to fall. Impression rates can be increased mostly through
higher activity on Twitter and sharing engaging content.
Average Link Clicks
Currently there is a 0% average for link clicks from
tweets. This could be a result of tweets not having
links attached, but can also give an indication of low
follower engagement.
Average Retweets
Currently there is also a 0% average for retweets,
with only minimal retweets taking place during the
months specified above. This means that although
impression rates are growing, engagement rates are
not.
Average Replies and Likes
These are both at 0, with no replies or likes over the
specified months.
Followers
Followers were separated in general categories, see below, to assess how many are
legitimately following ISA. Anyone in ocean-related work or who mentions the deep sea, the
ocean or environmentalism in their profile were placed in the ‘friends’ category. The users with
legitimate accounts not specifically linked to the ocean were placed in the ‘other’ category.
Surprisingly nearly 40% of followers are fake accounts.
ISA followers = 316
ISA following = 18
Friends = 169

Other followers = 30
Fake followers = 121
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Comparison of Similar Organisations with Twitter Accounts
The graph below shows the engagement rate of users that organisations are following. ISA has an
engagement rate of 0%, since it is only following 18 people.

Average Number of Followers these Organisations are Gaining per Day:
UNEP
194
United Nations Office on Drugs and Crime (UNODC)
26
EU MARE
15
Organisation for the Prohibition of Chemical Weapons (OPCW)
5
Bonn Convention
4
The Comprehensive Nuclear-Test-Ban Treaty Organization (CTBTO)
3
ISBA-HQ
0
Number of Total Tweets per Organisation
UNEP
14,697
UNODC
6,572
EU MARE
5,701
OPCW
2,426
Bonn Convention
3,439
CTBTO
5,467
ISBA-HQ
332
Note that CTBTO and OPCW are the only other UN treaty organisations - the category that ISA also
falls into.
Tweet Content
An analysis was undertaken to ascertain what kind of tweets were being sent out by ISA, what was
being retweeted and what ISA was retweeting. All ISA tweets, which included events, papers, job
postings etc., were placed in the Administrative category. Any tweets with news related to the deep
sea but not specifically mentioning ISA were placed these in the News category.
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There appears to be a considerable number of very ISA-specific tweets, which is good for informing
its followers about what’s going on within the organisation, however, very little discussion, sharing
of current events or even deep-sea scientific information is being tweeted. These latter elements
would significantly help not only to solidify ISA as a source of news and information, but to engage
participants in online discussions as well.
Total tweets/retweets = 332
Types of Tweets
Administrative = 277 (this is all ISA-related content)
News = 10
31% of tweets shared included an image
Types of Retweets
Administrative = 18 (this is all ISA-related content)
News = 27

The graph below shows the average number of tweets that each organisation releases per week.
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Overview of Other Organisations’ Accounts
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Social Media Platforms
The leading social networks are usually available in multiple languages and enable users to connect with people across
geographical, political or economic borders. Approximately 2 billion internet users are using social networks and these
figures are still expected to grow as mobile device usage and mobile social networks increasingly gain traction.
The most popular social networks usually display a high number of user accounts or strong user engagement. For
example, market leader Facebook was the first social network to surpass 1 billion monthly active users, whereas
recent newcomer Pinterest was the fastest independently launched site to reach 10 million unique monthly visitors.
The majority of social networks with more than 100 million users originated in the USA, but European services like VK
or Chinese social networks Qzone and Renren have also garnered mainstream appeal in their areas due to local
context and content.
Social network usage by consumers is highly diverse: platforms such as Facebook or Google+ are highly focused on
exchanges between friends and family and are constantly pushing interaction through features like photo or status
sharing and social games. Other social networks like Tumblr, Twitter or WeChat are about rapid communication and
are aptly termed microblogs. Some social networks focus on community; others highlight and display user-generated
content.
Leading social networks worldwide as of January 2016, ranked by number of active users (in millions).

16

16 Extracted from: http://www.statista.com/statistics/272014/global-social-networks-ranked-by-number-of-users/
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ANNEX III
Key Resource Elements for Communication and Engagement Budget Elements
Please note that a costed budget can be generated once ISA has decided on its needs and
requirements.
The Communications Director / Coordinator roles and responsibility would include:
 Delivery of a communications strategy, including the development of a communications
work plan and timetable
 Raising greater awareness with key audiences of the role and needs of ISA
 Responsibility for writing and proofreading all communications materials
 Coordinating the communications for all events
 Responsibility for maintaining and promoting ISA's social media channels
 Managing media engagement in all key countries (either personally or coordinating
others) including pitching to media contacts, sharing press releases, securing features
and interviews
 Developing an agreed template style for ISA material
 Managing the translation and proofing of communications materials into key languages
as required
 Building the communications for ISA steadily over the next three to five years with the
objective of seeking an increased external presence for ISA, better communication with
stakeholders and target audiences, and to secure a greater amount of quality media
coverage in each year
 Responsibility for the agreed communications budget.
Budget
An operational communications budget should be set annually and would cover areas such
as:
 Products, including infographics/reports/factsheets, as required
 Development of dynamic products such as short films/animations
 Media outreach in key countries, as required
 Social media support and development.
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ANNEX IV
Stakeholder Engagement – Industry Best Practice
The following summary principles for stakeholder engagement are based on industry best practice.17

















17

Engage in issues that matter – focus on clear objectives that require action. Stakeholders have
limited time and should be engaged on the most important elements.
Be ready to act – use engagement to inform and drive decisions. This should not be conflated
with a public relations/communications exercise.
Engage the right stakeholders – identify the right stakeholders. Ensure the process is inclusive
and diverse. Consider stakeholder expertise, level of influence and willingness to engage.
Engage representatives – engage stakeholder representatives and influencers who can help you
engage and influence other stakeholders and sectors.
Seek shared value – ensure that each stakeholder benefits directly from engagement and
understands the process of engagement and the outcomes that are sought.
Agree rules of engagement – establish the scope, objectives, roles, rules and risks of
engagement at the beginning. Agree the process of decision-making, conflict resolution and
evaluation. This must be made available to the stakeholders.
Manage expectations – make certain that all parties have realistic ambitions and are clear on
the outcomes of the engagement.
Provide adequate resources – devote adequate resources (time, money and people) to ensure
success.
Choose the right formats – choose the appropriate format (e.g. private meeting, roundtable
discussion, stakeholder panel, etc) to achieve the objective of each engagement.
Act fairly – be sensitive to perceived or actual power differences and facilitate the process to
allow fair participation.
Listen to (critical) stakeholder views – ensure engagement is a two-way dialogue and not a oneway information feed. Allow stakeholders to voice their views.
Build trust – take time to build trust and commit to long-term relationships with stakeholders.
Be open – be responsive, consistent and timely in communications (i.e. not ‘feast or famine’).
Communicate well in advance – document the engagement rationale and processes and allow
for stakeholder feedback.
Be accountable – link the engagement process to outcomes sought.
Look beyond the engagement – learn from the engagement. Involve stakeholders in assessing
the success of the engagement as well as project outcomes. Examine what next steps, if any, are
required.

Note: Adapted from the International Finance Corporation’s best practice guidance for stakeholder engagement.
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