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OUR COMMITMENT TO WORKING TOGETHER
As Public Service communicators 
our shared goal is to improve 
the daily lives of the public 
through world leading public 
service communications. 
Where we share common 
objectives and campaigns we 
agree to work across national 
and local boundaries to align 
communications resources and 
expertise to deliver the best 
outcome for our communities.

To do this we need to collaborate 
where mutually beneficial. 
As the Heads of Public Sector 
Communications sectors, we 
commit to early collaborative 
dialogue on campaigns of 
shared interest and priority 
- to explore joint working from 
co-design and the pooling of 
campaign resources, through to 
sharing evaluation, best practice 
and insight; and ensuring the 
development of strong, vibrant 
professional relationships and 
cross-sector networks in every 
nation and region of the UK.

Alex Aiken
Executive Director of Government Communications

 

David Holdstock 
Director of Communications and Strategy, LGA

Simon Jones 
Chair, LGcommunications

Alex Mills 
Chair, FirePRO

Amanda Coleman 
Chair, Association of Police Communicators
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INTRODUCTION
Communicators across the 
public sector are working hard 
to develop effective, high quality 
public service communications 
and campaigns. Collaboration 
across our sectors will make this 
communications activity more 
efficient and effective through:
• bringing together knowledge and 

expertise from different organisations 
across the public sector

• making better use of existing resources
• reducing duplication
• extending audience reach for little 

or no extra cost
• sharing expertise and knowledge  

of best practice and ‘what works’

Whilst this toolkit is aimed at GCS 
communicators, all public sector 
communicators are welcome to use the 
resources contained within although it  
is recognised local to local collaboration  
is well established in many areas.
For Departments local collaboration can 
add an essential, reinforcing messaging layer 
to national activity to help drive cut-through 
and engagement. It can enable campaign 
messages to be delivered through local 
voices and organisations, making policy real 
and advocated by ‘people like me’.
For local partners collaboration can bring 
insight and evaluation, campaign materials, 
resource and links to national campaign 
messaging to help deliver local priorities that 
might not otherwise have been available.
For both, collaboration brings the 
opportunity to deliver excellent public service 
communications, to share best practice, create 
cross-sector networks and strengthen our 
shared public sector communications industry.

This toolkit provides practical advice, 
guidance and tools to encourage open and 
constructive collaborative working between 
public sector communications teams.
Organisations representing public sector 
communicators such as LGA and LGComms 
(Local Authorities), ApComms (Police) 
and FirePro (Fire and Rescue) play an 
important role in supporting and facilitating 
collaborative working, Departments should 
look to engage with these groups at an 
early stage when planning large scale 
collaborative working.
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For Government, the 2016/17 Annual 
Government Communications Plan sets out 
the GCS overall communications priorities as:
• Providing economic security at every 

stage of life
• Protecting national security to keep 

our country safe
• Extending opportunity so everyone has 

the chance to get on in life
• Delivering smooth-running public services

For local public services objectives differ 
in detail from organisation to organisation 
but some if not all of the four overarching 
objectives below are common to all:
• Creating economic prosperity and 

opportunity for local people
• Making local people both healthier and 

safer in their homes and communities.
• Protecting and enhancing local 

environments
• Engaging local people in greater 

collaboration and co production 
of services.

IDENTIFYING SHARED OBJECTIVES
Whether we are delivering 
campaigns to change behaviour 
or to ensure the efficient delivery 
of public services, across the 
public sector we often share 
common goals and objectives  
- from improving, protecting  
and saving lives to building  
a strong economy and vibrant 
communities, and supporting 
public service delivery.
There is significant scope for organisations 
from every sector to work together on 
campaigns. Whilst national and local 
organisations’ objectives may be expressed 
differently, there is clear scope to collaborate 
where we are working to achieve the same 
outcomes for our communities.
As a basis for collaboration, we need to 
recognise the core priorities of central 
government and local public services and 
understand where our objectives align, whilst 
also recognising the operating environment 
and restrictions some local partners may face.

The diagram on the next page uses these 
priorities to show which public sector 
organisations are also working to achieve 
these outcomes in their communities, 
with examples of campaigns which could 
be considered relevant for joint working. 
The Local Government Association has 
produced a guide to the structure, working, 
and service delivery responsibilities of 
local authorities, whilst the Government 
Communications Plan 2016/17 details 
proposed Departmental and Arms Length 
Body campaign activity to deliver these 
outcomes.
To help identify partners in the regions and 
localities you are targeting, a new online 
public sector resource map has been 
developed to show where these teams are 
located, with contacts 
and links to each organisation’s website.

http://www.local.gov.uk/c/document_library/get_file?uuid=a5b2c920-8f40-4eae-9852-8b983724f5bc&groupId=10180
https://gcs.civilservice.gov.uk/communications-plan/
https://gcs.civilservice.gov.uk/communications-plan/
http://communities.maps.arcgis.com/apps/Viewer/index.html?appid=637928626ed1460b94c6441e69ca2eb9
http://communities.maps.arcgis.com/apps/Viewer/index.html?appid=637928626ed1460b94c6441e69ca2eb9
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Protecting and enhancing local environments

Local public 
sector aims

Creating 
economic 

prosperity and 
opportunity for 

local people

Making local 
people healthier 

and safer in 
their homes and 

communities 

Engaging local 
people in greater 
collaboration and 
co-production of 

services 

GCS 
Communications 
priorities

Providing 
economic 

security at every 
stage of life

‘Get in, Go 
Far’ youth 

employment, 
Northern 

Powerhouse

Protecting our 
national security 

at home or 
abroad 

Extending 
opportunity so 
everyone has 

chance to get on

Delivering 
smooth running 
Government and 
public services 

Example 
major 2016/17 
campaigns

Tackling 
extremism, 

communinty 
cohesion

change4life, 
One You

Fire Kills, 
THINK!

Partners for 
collaborative 
activity

Central Government

Local Authorities

Police

Fire and Rescue NHS

Fire and Rescue

Public Sector Communications Teams

http://communities.maps.arcgis.com/apps/Viewer/index.html?appid=637928626ed1460b94c6441e69ca2eb9
http://communities.maps.arcgis.com/apps/Viewer/index.html?appid=637928626ed1460b94c6441e69ca2eb9
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LEVELS OF COLLABORATION
There is no one-size-fits-all 
approach to collaborating. 
How teams collaborate will 
vary depending on a number 
of factors, including the 
objectives and timing of the 
communication activity; the 
intended target audience; the 
resources at the disposal of 
the partnering organisations 
and their overarching priorities.
There are four levels of partnering. These 
are not necessarily static; collaborations 
need to be responsive to changes in 
circumstance - some collaborations that 
begin as exercises in information sharing 
can later lead to more formal and extensive 
campaigns collaboration.

INFORMATION SHARING 
Working together does not necessarily 
need to involve joint activity. Effective 
collaborations can occur when information 
is shared between organisations. This could 
be a Department sharing audience insight 
and campaign evaluation with a Local 
Authority to help them better target a local 
campaign, it could be local information 
on neighbourhoods being shared with 
Departments to effectively target outdoor 
advertising spend.

PARTICIPATION 
“I’m along for the ride” – here the activity 
is conceived and delivered without the 
input of both parties, with one organisation 
agreeing to help the other achieve its 
objectives. This may involve stakeholders 
and partners pushing out content when it is 
provided by another organisation, using their 
channels to help increase audience reach. 
This can be achieved relatively quickly using 
digital content and social media channels 
and appropriate for shorter term or tactical 
activity. It requires both organisations to 
support a shared objective.

CO-OPERATION
“I’ll work on your goal” – where 
organisations share a common goal but 
priorities differ, one organisation may choose 
to “piggy back” on the other’s campaign. 
This may involve them using shared content 
provided, or creating content to the other 
organisation’s brief to help achieve the 
goal, while minimising their own resource 
commitment. It still requires significant 
advance notice for partners to build into 
their communications planning when 
resources are being allocated.

COLLABORATION
“We’re committed to our goal” - where 
two or more organisations co-design and 
co-deliver a campaign to meet a shared 
objective, with both placing a high priority 
on the activity. All organisations are involved 
from the beginning in creating and designing 
the campaign. This needs most time with 
potential partners identified and engaged 
as early as possible during the planning year.



Working Together | 7

Working out in advance what each partner 
may be able offer, and what you can offer in 
return, will help you decide the appropriate 
level of collaboration. Hard resource needs – 
such as staffing commitment, joint campaign 
funding should be raised at the outset and 
robust protocols agreed by all parties.
Other resources might be:
• campaign insight and evaluation
• joint media buying; campaign 

materials and assets
• access to owned channels
• case studies and campaign advocates
• opportunities to run local pilots 

or test specific approaches
• reciprocal skills transfer and training
• access to internal communications 

channels.

THE FOUR LEVELS OF COLLABORATION

1 INFORMATION SHARING

2 PARTICIPATION

3 CO-OPERATION

4 COLLABORATION
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Whatever level of collaboration you decide 
appropriate, you need to approach your 
collaboration in a planned, systematic way. 
The route-map below will ensure you have 
covered the key considerations from the 
outset – use it as a checklist when planning 
your campaigns activity for the year ahead.

THE COLLABORATION ROUTE-MAP
PREPARATION

Review your year-ahead campaign plan - 
Identify which campaigns are likely also to be 
priorities for other public sector organisations

Undertake a local stakeholder analysis 
to identify potential partners

Before approaching potential partners, 
consider what it is they can contribute, 
and what you can offer in return. What level 
of partnership are you looking to operate 
at? Information Sharing; Participation; 
Co-operation, or Collaboration?

If you are looking to work with large numbers 
of partners, you will need dedicated staff 
in place to recruit, brief and maintain the 
ongoing relationship.

Summarise your campaign in OASIS format 
so your planned campaign, intended 
outcomes and strategy is easily understood.

INFORMATION SHARING

PARTICIPATION

CO-OPERATION

COLLABORATION

THE FOUR LEVELS OF COLLABORATION

4

3

2

1
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IMPLEMENTATION

Once partner interest is confirmed hold a 
briefing meeting – make sure all issues are 
addressed.

Secure written confirmation, and make sure 
the intention to collaborate is communicated 
across the organisation, not just within 
communications teams.

Schedule regular catch-ups, invite partners 
to attend or dial in to key meetings such as 
agency briefings.

Consider a unifying campaign logo to reduce 
need for multiple organisational badges, or 
consider whether a logo is needed at all.

Produce a partner and stakeholder pack and 
make this available through campaign micro-
site or online platforms such as Basecamp.
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EVALUATION

Once activity starts, begin capturing 
metrics using the GCS Evaluation 
Framework to agree measures for outputs, 
out-takes and outcomes. Update weekly 
on progress; acknowledge and reward 
local partner successes.

Adjust activity if necessary, mainstream 
successful local activity across other areas.

Undertake final campaign evaluation – 
against both local and national objectives and 
share with all partners.

Arrange a final meeting to review activity, 
successes and lessons learned and, 
importantly, to recognise and thank all local 
partners for their support and contribution.

Inputs

Outputs

Outtakes

Outcom
esOrganisational im

pact

M
arketing 

 · OASIS key steps (e.g. planning, baseline, benchm
arks)

 · Costs (e.g. Staff, Agencies)

 · Cam
paign plan/Design (e.g. briefing, com

m
s plan, production)

 · Pre-engagem
ent activities (e.g. partnerships, earned 

channels, events organised)

 · Channels used (i.e. owned, earned, paid or shared)

 · Cam
paign target audience reach (by channel, m

essage, 

region)

 · Partnerships secured

 · Reach through partnerships

 · M
arketing events successfully delivered/Attendance

 · Cam
paign awareness

 · M
essage recall/Recognition

 · Intended behaviour

 · Audience engagem
ent (e.g. enquiry calls, click-throughs, 

downloads, subscriptions) 

 · Responses/Feedback (e.g. sentim
ent of com

m
ents, letters)

 · Advocacy (e.g. endorsem
ents/com

m
ents, advocates) 

 · M
essage calls to action (e.g. take up, registrations,  

calls/leads/conversion)

 · Attitude change

 · Actual behaviour change

 · Cam
paign ROI or BCR

 · Contribution to Organisation Goals/KPIs:

 - Behavioural (e.g. com
plying actions im

provem
ents*)

 - Attitudinal (e.g. perception levels)

 - Experiential (e.g. custom
er experience)  

 - Financial (e.g. increase revenue or cost reduction)

 - Reputation (e.g. RepTrak survey, public polling)

*NB: Exam
ples: taxes paid; blood donated; 

reduced drink-drive cases, m
ore health 

screening etc.

InputsO
utputsO

uttakesO
utcom

es

O
rganisational im

pact

Digital 

 ·
OASIS key steps (e.g. planning, baseline, benchm

arks)

 ·
Content developm

ent (e.g. m
essage testing, video  

production)

 ·
Content schedule and publishing plan

 ·
Channel/platform

 selection (e.g. third party, bespoke sites)

 ·
Channel/platform

 technical developm
ent

 ·
Pre-engagem

ent activities (e.g. influencers, partners, 

suppliers)

 ·
Costs (e.g. staff, agencies)

 ·
M

ultim
edia publishing (e.g. blog posts, tweets, im

pressions, 

video/graphic/pics/page/audio reach)

 ·
Digital channels (e.g. internet, m

icro sites, m
obile, intranet)

 ·
Reach (e.g. m

essage penetration, share of voice)

 - Unique people reached for Facebook

 - Ave. reach per each organic post

 - Ave. actual im
pressions per tweet (or sum

 of followers)

 ·
Follows/Likes/Shares/Retweets

 ·
Click-throughs/Repeat visits/Engagem

ent rates

 ·
Bookm

arks/Votes/Pins/@
m

entions/Hashtag use

 ·
M

essage sentim
ent/Favourability

 ·
Com

m
ents (e.g. blog post, Facebook/LinkedIn)

 ·
Dow

nloads/Subscriptions

 ·
Bounce rates/Com

pletion rates

 ·
Tim

e on site 

 ·
Advocacy (e.g. endorsem

ents, reviews, hashtag reuse,  

organic posts)

 ·
Response (e.g. online registrations/form

 com
pletion)

 ·
Co-operation/Support  

(e.g. earned channel proactive content use)

 ·
Referral traffic (e.g. unique visitors from

 other sites)

 ·
Attitude/Behaviour change (e.g. com

plying actions)

 ·
Satisfaction rating

 ·
RO

I or BCR

 ·
Contribution to O

rganisation G
oals/KPIs:

 - Behavioural (e.g. com
plying actions im

provem
ents*)

 - Attitudinal (e.g. perception levels)

 - Experiential (e.g. custom
er experience)  

 - Financial (e.g. increase revenue or cost reduction)

 - Reputation (e.g. RepTrak survey, public polling)

*NB: Exam
ples: taxes paid; blood donated; 

reduced drink-drive cases, m
ore health 

screening etc.

InputsO
utputs

O
uttakes

O
utcom

es

O
rganisational im

pact

M
edia

 ·
O

ASIS key steps (e.g. planning, baseline, benchm
arks)

 ·
Costs (e.g. Staff, Agencies)

 ·
Content creation (e.g. briefs, statem

ents, rebuttals, speeches)

 ·
M

edia events/briefings organised 

 ·
Pre-engagem

ent activities (e.g. journalist, m
edia outlets)

 ·
Target audience reach

 ·
Key m

essage penetration

 ·
No. of articles or broadcasts (Proactive and reactive)

 ·
M

edia events successfully delivered/attendance

 ·
Share of voice (if operating in a com

petitive environm
ent)

 ·
Aw

areness of issue 

 ·
Sentim

ent 

 ·
Audience engagem

ent (e.g. enquiry calls, click-throughs, 

shares, likes, retw
eets, dow

nloads) 

 ·
Responses/Feedback (e.g. com

m
ents, letters) 

 ·
Net favourability rating

 ·
Advocacy (e.g. recom

m
endations, endorsem

ents, am
bassadors, 

supportive quotes, subversions)

 ·
Attitude change

 ·
Behaviour change (e.g. com

plying actions)

 ·
RO

I or BCR

 ·
Contribution to O

rganisation G
oals/KPIs:

 - Behavioural (e.g. com
plying actions im

provem
ents*)

 - Attitudinal (e.g. perception levels)

 - Experiential (e.g. custom
er experience)  

 - Financial (e.g. increase revenue or cost reduction)

 - Reputation (e.g. RepTrak suvey, public polling)

*NB: Exam
ples: taxes paid; blood donated; 

reduced drink-drive cases, m
ore health 

screening etc.

GCS Evaluation 
Framework

Version November 2015

https://gcs.civilservice.gov.uk/guidance/evaluation/tools-and-resources/
https://gcs.civilservice.gov.uk/guidance/evaluation/tools-and-resources/
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As well as agreeing the specifics of the 
collaboration, the meeting is just as much 
about establishing the joint team and 
understanding each other’s organisational 
culture and operating environment.
The meeting should cover the agenda items 
on the next page. Spending time on each of 
these items ensures the collaboration is less 
likely to unravel once the campaign begins.
The outcome should be that all partners 
are confident that a robust plan is in place 
to deliver the campaign, and equally that 
they are motivated for it to succeed and 
feel part of the campaign team.

THE INITIAL PARTNERING MEETING 
To ensure a successful and 
sustainable collaborative 
relationship it is vital all partners 
meet soon after the initial 
approach is made. This first 
meeting is crucial to ensuring 
the relationship and collaboration 
progresses smoothly and 
achieves the desired outcomes 
for all parties. 
During the collaboration, unforeseen events 
may impact on the timescale or the agreed 
outputs of any joint work. By having a 
thorough initial briefing meeting, the joint 
team will be in a much stronger position to 
deal with such events and keep the activity 
on track.
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AGENDA
 1. Introductions
It’s important not to rush through  
initial introductions. This is as much 
about introducing the organisation  
and its focus and priorities as well  
as individuals. 

 2. Campaign objectives and 
outcomes
Come to the meeting with a draft 
campaign plan and discuss what 
success looks like at both the national 
and local level. Make sure the activity 
is audience led, and you are all 
focussed on the same audience and 
pooling national and local-level insight.

 3. Timescales
Include key decision-making milestones, 
such as budget approvals, Ministerial 
or Chief Exec submissions, and 
potential down-time such as purdah 
and recess.

 4. Resources (creative, insight, 
channels, budget, logos)
Be clear about which partner is 
bringing what to the table. Identify your 
comparative strengths, list earned and 
owned channels, and which partners 
have the most effective links with third 
party advocates. Now is the time 
to discuss where organisational or 
campaign logos should or shouldn’t 
be used and agree protocols.

 5. Evaluation and measuring
Cover outputs, out-takes and 
outcomes at both national and 
local level and which organisation is 
responsible for capturing which. Agree 
the key metrics that will determine 
overall campaign success. 
Have campaign tracking surveys 
been designed to ensure areas of 
local activity are included? Can local 
partners help with public service 
delivery data collection to measure 
outcomes?

 6. Sign-offs and wider buy-in
Who in each organisation will sign-
off on final campaign strategy and 
creative work? Both organisations 
need to share their plans for engaging 
their political leadership and surface 
any possible challenge. If campaign 
personnel move on, does the 
wider organisation know about the 
collaboration to provide cover and 
make sure momentum 
is maintained? 

 7. Update meetings and liaison 
points
Agree the campaign update and 
reporting schedule and how the wider 
campaign team will keep in touch. 
All partners allocate a project lead.
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OASIS CAMPAIGNING PLAN
The collaboration simply won’t work unless 
there’s a shared agreement about the aims, 
objectives, audiences and desired outcome 
of the activity.
All partners need to agree this at the outset 
– the OASIS campaign framework provides 
a succinct format to make clear all the 
elements of the campaign. 

NB: If you are working with Local Authorities 
they may use the ROSIE campaign format 
- the two approaches are very similar and 
easily transferable.
Below is a template OASIS plan – with 
the issues and questions you need to be 
exploring with your partners as you agree 
the joint activity. 

OASIS is a series of steps that can help bring 
order and clarity to planning campaigns, 
which can sometimes be a complicated and 
challenging process. The aim is to help make 
the planning process simpler and easier to 
remember

Objectives Audience insight Strategy/ Idea Implementation Scoring/ evaluation
Set out what the 
communications activity is 
intending to achieve. Start with 
the overall aim and develop 
communications objectives 
that will deliver this, including 
the role that communications 
will contribute. Focus on 
outcomes, not outputs and 
relate to changes in attitude or 
behaviour.
There will be both national 
and local objectives. Local 
communications may play 
a different role, signposting 
local calls to action that  
still meet desired outcomes

Who is the campaign aimed 
at? Do you need to change 
or influence their attitudes 
and behaviours to help you 
achieve your objective? Used 
commissioned research and 
data from elsewhere
Pool local and national 
insight. Local partners 
are well placed to source 
or convene focus groups 
to assist message 
development.

Use the insight to set out your 
approach including any theories 
that you will apply. You will 
need to cover the proposition 
and messaging; channels and 
partners & influencers. Map the 
audience journey and design 
communications relevant to 
each stage. Where possible 
pilot your approach.
Map out the customer 
journey being sure to 
include all potential local 
touch points. Will local 
messaging be more 
motivating than national 
messaging? How will you 
incorporate local ‘voices’ 
and case studies? Is the call 
to action a national website 
or directing to a local 
service provider?

Once you have defined your 
approach set out how you will 
deliver your communications 
and what tactics you will use. 
Develop a clear plan that 
allocates resources and sets 
out timescales for delivery. 
Bring influencers and partners 
on board to increase impact 
and use low cost approaches.
Have all local no/low cost 
channels been explored? 
The plan needs clearly 
defined responsibilities 
allocated for all elements of 
the campaign and a regular 
schedule of campaign 
update meetings.

Monitor outputs and outcomes 
throughout the campaign 
and evaluate once complete 
using formal and informal 
approaches. Set intermediate 
outcomes or proxy measures 
where final outcomes are not 
immediately available.
Agree outputs, out-takes 
and outcomes at both 
national and local level 
and which organisation is 
responsible for capturing 
which. Agree the key 
metrics that will determine 
overall campaign success 
that meet the needs of all 
partner organisations.
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SUMMARY
• Start conversations early to get the • Meet face-to-face and be frank 

most insight and engagement from in sharing information and surfacing 
partners. Last minute approaches potential barriers.
or campaign materials sent two days 
before launch is unlikely to produce • Identify areas of overlap in objectives, 
a successful collaboration. so that the campaign proposal 

achieves the aims of both parties 
• Use your contacts – do you already and is genuinely co-created.

have links with the region? GCS Local 
can help provide local contacts across • Be agile in your approach – you might 
all sectors. find that changing circumstances at 

a local or national level mean that 
• Conduct background research into the you need to change direction of travel.

region to ensure public needs fit 
with campaign objectives. All activity • Connect across the organisation. 
needs to be audience-driven. Sustainable collaboration comes 

when senior leadership and policy 
• Use an OASIS or similar model to teams are involved as well as the 

shape a clear campaign proposal. communications teams.

https://gcs.civilservice.gov.uk/guidance/gcs-local/
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GCS guide to campaign planning

GCS Evaluation Framework

Public Sector Communications Resource Map

GCS People Finder

Centre of Excellence for Information Sharing

GCS Local

Public Health England Campaign Resource Centre

The LGA quick guide to Local Authorities

Local Government Association communications support

LG Communications

Association of Police Communicators

FirePro

Public Sector communicators resource map

FURTHER READING

https://gcs.civilservice.gov.uk/guidance/campaigns/guide-to-campaign-planning-2/
https://gcs.civilservice.gov.uk/guidance/evaluation/tools-and-resources/
http://communities.maps.arcgis.com/apps/Viewer/index.html?appid=637928626ed1460b94c6441e69ca2eb9
https://gcs.civilservice.gov.uk/people-finder/
http://informationsharing.org.uk/
https://gcs.civilservice.gov.uk/guidance/gcs-local/
https://campaignresources.phe.gov.uk/resources/
http://www.local.gov.uk/c/document_library/get_file?uuid=a5b2c920-8f40-4eae-9852-8b983724f5bc&groupId=10180
http://www.local.gov.uk/communications-support
http://www.lgcomms.org.uk/
http://www.apcomm.org.uk/
http://www.firepro-uk.org/spring-2016/from-the-committee/welcome-from-the-firepro-chair
http://communities.maps.arcgis.com/apps/Viewer/index.html?appid=637928626ed1460b94c6441e69ca2eb9
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