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outcome during the impact evaluation phase. 

Diagram 1 - Stages and levels for evaluating public relations programmes (Cutlip, 
e t  al., 2000:437). 
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Each stage i n  programme evaluation contributes t o  increased understanding and adds 
information for assessing effectiveness. Preparation evaluation assesses the  quality and 
adequacy o f  information and planning. Implementation evaluation documents the 
adequacy o f  the tactics and effort, and Impact evafuation provides feedback on the 
consequences. No evaluation is complete without addressing the criteria a t  each 
level. 

It terms o f  what has been stated when the second step o f  a typical public relations 
campaign has been discussed, the setting o f  the PR objectives, it needs t o  be pointed 
out that the PI1 model is especially valuable because it distinguishes between outcome(s) 
and impact. I n  short, it serves as a synopsis o f  the public relations programme or 
campaign (Kitchen, 1997:291). 
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These levels or phases w i l l  be discussed i n  greater detai l  when reporting back on the  
findings o f  M-Net internal assessment o f  t he  M-Net Face of  Africa campaign. 

8.3 Method of data collection 

Six in-depth interviews by means of  a structured questionnaire were conducted with 
the  three executive members o f  the  M-Net Face o f  Africa public relations campaign 
team, i.e. with E. Heyns (the marketing director), L. Mokwena and H. Pretorius (the 
programme co-ordinators). The discussions were spread over three weeks: one interview 
per person per week. The purpose o f  the interviews was t o  gather as much information 
as possible on the  background o f  the  campaign, and more specifically on the  methods 
or techniques used by M-Net t o  evaluate the success o f  the campaign. 

The research strategy was o f  a contextual nature, which implies a focus on the  individual 
case i n  i t s  specific context o f  meanings and significance (Mouton, 1996:158). 

8.4 Questionnaire 

The questionnaire used i n  t he  research interviews was constructed from the  questions 
suggested i n  the  PI1 model (Cutlip, et al., 2000). As also suggested i n  the  PI1 model, 
t he  questionnaire schedule was divided i n t o  t he  three categories o f  preparation, 
implementation and impact evaluation. 

8.4.1 Preparation evaluation phase 
I n  the  preparation phase o f  t he  questionnaire, 15 questions were asked, eleven o f  
which were open ended and four closed ended. I n  this phase o f  the questionnaire 
schedule, according t o  Cutlip, et al. (1994:420), evaluation o f  the  programme includes: 
"a mix o f  subjective and objective assessments o f  (1) the  adequacy o f  the  background 
research, (2) t he  organisation and content  o f  programme materials, and (3) t he  
packaging and presentation of programme materials". 

8.4.2 Implementation evaluation phase 
The next phase o f  the  questionnaire dealt wi th  how effectively the  programme was 
implemented and communications were disseminated t o  target publics. Nine questions 
i n  this phase were asked t o  each o f  the  three participants. Six o f  t he  nine questions 
were closed ended, and three were open ended questions. 

8.4.3 Impact evaluation phase 
The evaluation o f  the impact o f  the  programme was the  last part o f  the  questionnaire. 
The objective was t o  measure the  extent t o  which the  outcomes spelled out  i n  the  
objectives for each target public and the  overall programme goal were achieved. Eleven 
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questions were asked, nine of  which were closed ended and two were open ended 
questions. 

According t o  Cutlip, et al. (1994:432), "programme evaluation involves a great deal of  
knowledge beyond familiarity with traditional scientific research techniques". Based 
on this, Yin (1989) states that  i n  some instances, an in-depth case study i n  which 
both qualitative and quantitative data are gathered is  the only reasonable approach. 
Therefore, the principle i n  practice according t o  Cutlip, et al. (1994:432) is t o  gather 
the best available evidence t o  management and evaluate public relations campaigns. 

9. RESEARCH FINDINGS 

As previously stated, the in-depth discussions of  the PI1 model are presented here 
together with the research findings from the personal interviews with the M-Net executive 
PR team i n  order t o  ( i)  establish the techniques/methods they have used t o  assess the 
Face of  Africa campaign, and (ii) evaluate the campaign within the three phases 
presented i n  the PI1 evaluation model for PR campaigns. 

9.1 Preparation evaluation phase 

9.1.1 Discussion of the phase 
I n  the first step of  this phase, practitioners may f ind that important information was 
missing from the original situation analysis. Done and recorded systematically, this 
assessment represents an evaluation of the adequacy of  the background information 
used for  planning the  campaign. Were key publics omit ted from the or ig inal  
determination of  stakeholder groups? What assumptions about the publics proved t o  
be i n  error? (Although the terms publics and stakeholders are often used synonymously, 
Steyn and Puth (2000:5) distinguish between them: Publics is normally used by corporate 
communication practitioners, whereas top management mostly refer t o  stakeholders. 
For the purposes of  the present study, this distinction applies. Did journalists request 
information that  was not available i n  the background brochures? What last minute 
crises called for additional research and organisation of  information? Had al l  the key 
actors i n  the situation been identified? I n  effect, this part of  the evaluation assesses 
the adequacy of  the information gathering and intelligence steps i n  the preparation 
phase of  the process. 

The second step i n  the preparation evaluation phase addresses the organisation and 
appropriateness of  the implementation and message strategy and tactics. This is a 
critical overview of  what is said and done, for guidance i n  future campaigns. Relevant 
questions at this stage of  the evaluation can include the following: Did message content 
match the problems, objectives and media? Was communication accurate, timely and 
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appropriate for the  intended publics? Were there adverse reactions t o  messages or 
actions? Did the events, corrective steps, and other activit ies support the campaign 
effort? Did the  communication activit ies capitalise on  and complement the  act ion 
components o f  the  campaign? Were the  staff  and budget adequate for the  task? This 
phase o f  the  evaluation calls for a review o f  how wel l  the  campaign matched the  
demands o f  the situation. The content analyses o f  materials produced, the  speeches 
and other presentations, press clippings and broadcasts also provide evidence for 
evaluating how closely the campaign efforts match the  plan. 

The quality o f  the message(s) and other campaign element presentations constitutes 
the  f ina l  step i n  the  preparation evaluation phase. The awards campaign o f  many 
professional societies and groups employ criteria from this step. This step considers 
the quality o f  professional performance i n  view o f  conventional wisdom and consensus 
among practit ioners as t o  which are good and bad techniques. 

"Clearly, evaluation o f  the preparation phase o f  the programme includes a mix of 
subjective and objective assessments o f  (1) the adequacy o f  the background research; 
(2) the organisation and content o f  programme materials; and (3) the packaging and 
presentation o f  the programme materials" (Cutlip, et  al., 1994:442). 

9.1.2 Evaluation results 
The following findings were established i n  the formal interviews w i th  the  executive 
members o f  the M-Net public relations team: 

Very few or none o f  the target publics were omitted out. This i s  probably because 
the preliminary study done by M-Net as part o f  the  si tuat ion analysis was o f  a very 
high standard, having been outsourced t o  public relations agencies and internal ly 
conducted by M-Net. 
There was insuff ic ient focus on American and European target publics, for  example 
internat ional model agencies. This shortcoming was quickly corrected after the 
success o f  the  f i rst  broadcast o f  the Face o f  Africa TV programme outside Africa. 
There were no incorrect assumptions about the target publics tha t  proved t o  be i n  
error. There were, however, incidents during the PR campaign where journalists 
requested information t h a t  was n o t  available i n  the press releases, because some 
journalists wanted t o  provide their  own angle t o  the story. Although th is  information 
was n o t  always supplied i n  the  press releases, t h e  required stories, facts and 
photographs were always made available on request. 

The second l e v e l  o f  t h e  eva lua t ion  model's preparat ion phase addresses t h e  
appropriateness o f  t h e  implementation strategies as wel l  as the  message strategies and 
tactics. This was found t o  be o f  a h igh level. 

The message content suited the  problem, the  objectives and the selected media. 
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This was clear from the  fact t ha t  the  t iming o f  t he  PR campaign was very good, 
especially w i th  regard t o  a pol i t ical and business perspective, as wel l  as a global 
emphasis on the  African Renaissance. This can be seen by t he  success o f  t he  
winners worldwide, no t  only i n  Africa. 
The dif ferent forms o f  communication t ha t  were used i n  th is  public relations 
programme were accurate and timely. This was evident i n  the thorough Internet 
communications during the  programme. 
The gala event and other PR activities supported the  objectives o f  the  M-Net Face 
o f  Africa PR campaign very well. The communication strategy for t he  campaign i s  
seen as the best i n  the country. This resulted from the  high and accurate reach of  
target  publics and also t h e  fact  t h a t  t h e  communicat ion capitalised on and 
complemented the action components o f  the programme. 

The next level o f  the  evaluation model's planning phase i s  t he  measurement o f  the  
quality o f  the  messages and other campaign elements. The Face o f  Africa campaign d id 
no t  receive any awards - a criterion often used i n  this step i n  preparation evaluation. 
This i s  probably because the  programme is  unique and there are no similar competitions. 

9.1.3 Research undertaken by M-Net 
It is  clear from the  above discussion tha t  apart from the preliminary research done by 
M-Net internally prior t o  the  introduction o f  the  Face o f  Africa competition, as part o f  
t he  situation analysis, no formal research on the evaluation of  the  PR campaign was 
undertaken. 

9.2 Implementation evaluation phase 

9.2.1 Discussion of the phase 
This second phase w i th in  t he  PR evaluation model deals w i th  how effectively the  
programme is  implemented and the communications disseminated t o  various target 
publics and stakeholders. 

Public relations evaluations are most often undertaken i n  t he  implementation phase. 
This approach typically involves counting t he  number of  publications printed; press 
releases distributed; stories placed i n  the  media; and readers, viewers or listeners 
(potential  and actual). Whereas records o f  campaign implementation are essential for 
campaign evaluation, the measures a t  th is  level cannot be substituted for programme 
impact. 

The phase begins wi th keeping records o f  distribution, i.e. the  number o f  messages 
sent. It is  the  documentation o f  how many letters, news releases, feature stories, 
publications, public service announcements and other communication were produced 
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and distributed. It also includes how many speeches, broadcast appearances, audiovisual 
presentations and exhibits were used. I n  other words, th is  step i s  t h e  documentation 
o f  a l l  the  materials and activit ies produced and distributed. During the  programme, 
such records provide evidence t h a t  the  programme is  being implemented as planned. 

Regardless o f  how much i s  produced and distributed, the  number o f  messages placed 
i n  the  media determines whether or n o t  target publics have an opportunity t o  be 
exposed t o  campaign information. 

The next step i s  determining how many of the  target publics received t h e  messages, 
t h a t  is, the  number o f  people potentially exposed t o  programme messages and actually 
having received the  messages. Care must be taken t o  separate the  delivered audience 
from the  effective audience. The delivered audience includes a l l  potent ial  readers, 
viewers, Listeners or those attending the  event. The effective audience represents only 
those who form par t  of t h e  ta rge t  public(s). Audience size i s  seldom a major 
consideration. Rather, the makeup of the audience i s  more important t o  programme 
evaluation. 

The number o f  people who attend t o  the  message constitutes the  next  criterion i n  
programme implementat ion evaluation. Readership and viewership studies measure 
audience attent ion t o  media and messages. Readership studies ident i fy  how many 
read and what they read, how much they read, as wel l  as who read and who d id not. 
Studies o f  broadcast audiences produce similar findings, and researchers/practitioners 
are developing similar measures o f  "hits" and other indicators o f  attent ion t o  messages 
on the  In ternet  (Cutlip, et  al., 2000:442-448). 

9.2.2 Evaluation results 
The results of th is  phase o f  the  PR evaluation model are as follows: 

This phase begins wi th  recording the  number o f  messages t h a t  were distributed 
during the  PR campaign. This step entails the  documentation o f  the  number o f  
letters, press releases, publications and other forms of communication tha t  were 
produced and distributed. This is however n o t  so simple, because there are literally 
thousands of forms o f  communication i n  such a PR campaign. It is  thus very 
di f f icul t  t o  keep a record o f  the  number o f  communications t h a t  are distributed. 
The f i rst  level of th is  phase i s  t h e  determination o f  the  number o f  messages t h a t  
were placed i n  the  media, despite the  number o f  messages t h a t  were produced and 
distributed. According t o  Mokwena (1999), it i s  very d i f f icu l t  t o  estimate th is  i n  a 
programme of th is  magnitude. The number o f  messages t h a t  were placed and 
activit ies implemented i n  the  programme can therefore no t  be pinpointed exactly. 
Thus, the  number of people who received the  messages and Learnt about the activities 
cannot be determined either. 
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The number o f  people who paid attent ion and responded t o  the messages or activit ies 
was estimated a t  between three and four people per day who responded directly t o  
M-Net employees i n  Johannesburg. "There were about 60 people who work f u l l  t ime 
on  th is  project, who each received several responses on a dai ly basis" (Mokwena, 
1999). 

9.2.3 Research undertaken by M-Net 
According t o  one member o f  the  executive PR team, no formal assessment o f  the  
success o f  t h e  PR campaign i n  th is  phase was undertaken by M-Net. Only rough 
estimates were used as performance guidelines. 

The determination o f  impact i s  the  next level o f  programme evaluation according t o  
the  PI1 model. 

9.3 Impact evaluation phase 

9.3.1 Discussion of the phase 
Impact  measurement documents the  extent t o  which t h e  outcomes spelled ou t  i n  the  
objectives for each target public and for the  overall campaign goal were achieved. 
Formative impact assessments monitor progress towards objectives while the  programme 
is  being implemented. Summative impact assessments provide evidence o f  success or 
failure i n  reaching t h e  planned end result. 

The number o f  people who learn message content i s  clearly the  logical follow-up t o  
measure how many attended t o  t h e  message. Most programmes seek t o  communicate 
information t o  increase knowledge, awareness and understanding among internal and 
external target publics. Increasing knowledge i s  o f ten cr i t ical  t o  increasing the i r  
interest or motivation, a sequence leading t o  the  taking o f  action. 

The key t o  evaluating what people learned from a programme is t o  measure the  same 
knowledge, awareness, and understanding variables t h a t  were measured before t h e  
programme began. To determine change, comparisons must be drawn between a t  least 
two  comparable measures: by  repeating the  measures on the  same or similar people or 
by making comparable measures i n  a control  group o f  similar people n o t  exposed t o  
t h e  programme. This same principle applies t o  any assessment o f  programme impact. 

The number o f  people who changed the i r  opinion i s  the  next  step o f  impact evaluation. 
This step involves the  interests shown by t h e  target audiences w i th  regard t o  the  
programme. The same surveys used t o  measure changes i n  knowledge, awareness and 
understanding can be used t o  determine whether the  programmes had an impact on 
audience predisposition. Different questions would, however, be required because 
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increased knowledge and opinion changes are different outcomes, and one can occur 
without the  other. Similarly, changes i n  opinions tha t  are specific t o  a particular issue 
or situation may or may no t  reflect changes i n  more basic underlying attitudes. 

The number o f  people who change their attitudes is a higher-order programme impact. 
Attitudes represent a broad, cross-situational predisposition. They are Less subject t o  
short-term change. They result from a l i fet ime o f  reinforcement and experience, so 
they typically require t ime and effort  t o  change. What one sees expressed i n  a situation 
may or may no t  represent the  underlying attitude. 

The number of  people who act i n  the  desired fashion - behavioural change - may or 
may no t  follow a sequence of  knowledge and predisposition changes. Assessments of  
campaign impact on  behaviour include self-reports o f  behaviour through surveys, direct 
observation o f  people's actions, and indirect observation through the  examination o f  
official records or other "tracks" Left by those engaging or not  engaging i n  the behaviour. 

Public relations campaigns are usually designed t o  increase the  number o f  people who 
repeat or sustain the desired behaviour. Evaluation must include follow-up measures 
sometimes continuing for months or even years. Evaluation programme success i n  
changing long-term behaviour calls for  an extended period o f  observation and 
measurement t o  document programme impact. A t  the same point  i n  th is  series of  
impact levels, the  programme goal is achieved or the problem solved. I t  should also be 
clear tha t  evaluation must extend t o  this level, because it is possible tha t  some or 
many of  the intermediate impact outcomes may occur without the  programme goal 
being achieved. 

The ult imate summative evaluation of  programmes, and the practice o f  public relations, 
i s  their contr ibut ion t o  positive social and cultural change. This step, being the 
highest Level o f  the  public relations campaign evaluation completes the  range of  impact 
assessments. 

9.3.2 Evaluation results 
According t o  the  model, the f ina l  phase o f  evaluation o f  the  public relations campaign 
for M-Net Face o f  Africa i s  the degree t o  which the outcomes (spelled out  as objectives 
for every target audience, and for the  overall campaign) were achieved. The impact o f  
the  messages was estimated very roughly i n  this phase. 

The first evaluation of  impact involves what people have learnt from th is  programme. 
This is measured by the number o f  people who learnt the message content. With 
the  M-Net Face o f  Africa campaign, the three respondents estimated t ha t  roughly 
80°10 - 90% o f  the audience (incorporating both the il l i terates and the  sophisticates) 
had received the messages and understood them. 
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0 Of th is  audience, a further 50% - 80% showed a response t o  the  messages. These 
responses were i n  the  form o f  sponsorships, research articles or a positive feedback 
i n  the media (Heyns, 2000). 
According t o  Mokwena (2000), 70% o f  t he  audiences changed the i r  op in ion 
positively on the Face o f  Africa campaign, especially after the regional finals. ( I t  
was no t  established exactly how these opinion changes manifested themselves.) 
The percentage o f  viewers who changed their att i tude towards M-Net was estimated 
a t  between 65% and 70% (Pretorius, 2000). 
The cultural and social changes t ha t  took place as a result o f  th is  PR campaign are 
important outcomes: according t o  a l l  three respondents, many people i n  the majority 
o f  countries i n  the  African continent became more fashion and beauty conscious 
as a result o f  the  Face o f  Africa competition. 

9.3.3 Research undertaken by M-Net 
It is  evident from the  research findings tha t  no formal research was undertaken by M- 
Net t o  evaluate the  Face o f  Africa PR campaign. Again, only rough estimates were used 
t o  assess the  impact o f  the  campaign. 

10. CONCLUSION AND SUMMARY OF FINDINGS 

It is  clear t ha t  almost no formal and scientific research was undertaken by  M-Net, yet  
the  management o f  M-Net i s  o f  the opinion tha t  t he  M-Net Face o f  Africa PR campaign 
has so far proved t o  be a success and tha t  it was wel l  executed. They base this assumption 
f i rst ly on t he  success rate o f  the  campaign and secondly on the success o f  the winners 
on  international catwalks. 

According t o  M-Net, the  planning phase o f  t he  campaign was o f  a high standard. This 
can be attr ibuted t o  the fact t ha t  thorough preliminary studies and research were 
undertaken by external consultants, and by M-Net internally. Although no formal research 
was undertaken i n  the  implementation phase, M-Net management i s  satisfied t ha t  
enough was done i n  th is  phase. This is gauged from the  success o f  the  campaign. The 
impact o f  the  campaign has been satisfactory i n  view o f  the  fact tha t  it has had an 
impact on  the social and cultural ideologies o f  Africa. I f  the  success o f  the  winners o f  
the  competition is used as a guideline, it can be concluded t ha t  the  PR campaign 
made African models more competitive wi th regard t o  the rest o f  t he  world. 

I n  the  opinion o f  the  M-Net PR team, the  M-Net Face o f  Africa PR campaign was " ... 
thoroughly executed, and tha t  a l o t  o f  money and planning went i n t o  it t o  make it a 
public relations success". 
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11. CLOSING REMARKS 

There i s  no denying the  apparent success of  the  M-Net Face of  Africa competition as a 
PR success story. It is, however, the  contention of  the present researchers tha t  formal 
and scientific research should be done on a l l  three phases o f  the  PR evaluation model 
o f  Cutlip, e t  a/. (2000) t o  validate t he  in formal  research findings, estimates and 
guesswork. 

It was stated i n  the beginning o f  this article t ha t  the  M-Net Face o f  Africa competition 
offers an ideal research opportunity for South African Corporate Communication scholars. 
The researchers o f  the present study suggest tha t  M-Net use an international evaluation 
model, as suggested by Cutlip, e t  a 1  (2000), t o  evaluate future publ ic relations 
campaigns around the  M-Net Face o f  Africa competition. A general realisation that  
research i s  becoming an increasingly important part o f  any public relations programme 
is required. Research must no t  only be accepted, bu t  i n  fact be practised as a vitally 
important funct ion i n  the  public relations process. It provides the  in i t i a l  information 
necessary for the planning and execution o f  the  public relations campaign (formative 
research), as well as the  means and guidelines for the later evaluation of  the  programme 
(summative research). 

The popularity of  the M-Net Face of  Africa programme is  increasing daily, not  only i n  
Africa, bu t  also i n  the  rest o f  the world. I f  the quality o f  the public relations programme 
o f  the  Face o f  Africa continues, there is no real reason for failure. M-Net can bui ld on 
the  success of  this programme t o  support the  concept o f  the African Renaissance. I f  
this project continues i t s  high standard and success rate, African models can truly 
make their mark i n  the  new millennium. 

"From Kinshasa t o  Cairo, Abidjan t o  Zanzibar ... the  search continues ..." 
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