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PREAMBLE

This Advocacy and Public Policy Training Manual is guided by the NANGO’s Vision of “A proactive
community of NGOs responsive and committed to the sustainable development needs of all people in
Zimbabwe and the full realisation of human rights, democracy, good governance and poverty allevia-
tion.”, It is a Manual that is responsive to the demands of cross cutting issues such as gender, environ-
ment, disability and HIV and AIDS. It shall provide the basis for the development of future Training
Manuals.

This training manual is designed to guide the training of trainers on project life cycle, monitoring and
evaluation. The training manual will introduce basic terms and concepts on advocacy. This will set
foundation to the understanding of advocacy. Furthermore, the manual will further the understanding
of the scope of advocacy through understanding and identifying the actors within the realm of advoca-
cy and also contextualise the necessary technique to use to ensure the message gets to the recipient in
a manner that he/she understands. This manual is intended for use during the training of trainers who
in turn will use it as a resource as they train other Civil Society Organizations (CSOs).

The Manual is a product of a highly participatory and inclusive process involving stakeholders with
in-depth knowledge in monitoring and evaluation of developmental programmes.

This Manual document demonstrates that through collaboration and dedication, success can be
achieved. The National Association of Non-Governmental Organizations is deeply indebted to all the
participants who made the exercise a success.

On behalf of NANGO

Leonard Mandishara
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Introduction/Preface/Foreword

Civil Society represents an important segment of society — one that provides goods and services, creates
jobs, attracts investment, drives innovation, and increases the standard of living. Yet, to fulfill its func-
tions, CSOs must be able to operate in a sound legal and regulatory environment. Experience of various
countries shows that for such an environment to emerge, it is imperative for the CSO sector to partici-
pate openly in the policymaking process.

CSO coalitions provide the sector with such an opportunity. Although many think of business associa-
tions as providers of business information, networking opportunities, education and entrepreneurial
training, they actually do much more. As a voice of the private sector, voluntary, independent business
associations can lead advocacy efforts to create an environment conducive to entrepreneurship and
business development and growth. Effective business associations combine member services with advo-
cacy programs for policy reform in areas that affect their members and societies in which they operate.
In today’s world of global competition where businesses are looking for associations that will help their
bottom line, no association can afford to overlook advocacy. In fact, advocacy is the key to an associa-
tion’s success and survival.

The rewards for associations that advocate effectively are a stronger membership base and a better busi-
ness climate for members. Yet, successful advocacy programs mean more than building a stronger
membership base. By engaging the CSO sector in policy debate, transparent advocacy processes
strengthen democratic governance and market institutions.



Section 1 An introduction to Advocacy

What is Advocacy?
Understanding Advocacy

In simple terms, advocacy means actively sup-
porting something or someone (an idea, action,
or person) and attempting to persuade others of
the importance of that cause. More specifically, as
the term is used throughout this handbook, advo-
cacy is a group effort focused on changing partic-
ular public policies. It is an effort to influence
government policy in an open and transparent
manner and to represent the views of members of
a particular group by making their positions
known to legislators, regulators, and other policy-
makers. Advocacy can be implemented on a local,
regional, or national level.

The issues addressed by public policy advocacy
may include:

« Laws and other legislative acts,

« Regulations,

Court decisions,

Executive decrees and orders,

Political party platforms, or

« Governmental policies

Advocacy, especially public policy advocacy, can
be challenging because it may involve opposing
the government’s stand on specific issues. At the
same time, advocacy is an expression of the most
basic rights of any constituency to have its voice
heard and in that sense it is an essential element
of a functioning democracy. Because many public
policies affect business activity and consequently
the health of a nation’s economy, the private
sector has a right and a civic obligation to make
its voice heard on policy issues. In turn, business-
es have resources, human capital, and prob-
lem-solving capabilities that can benefit society
as a whole, including workers who find employ-
ment in the private sector and consumers who
stand to gain from cheaper, better goods and
services when businesses are thriving. It logically
follows that policies hampering entrepreneurship
and private sector growth negatively affect the
livelihood of a society at large.

Policy advocacy by the private sector represents
a key part of a truly democratic process, as it
extends civil society’s participation in gover-
nance. Issues most crucial to the private sector
include laws and regulations concerning various
aspects of business operations and business
environment. For example:

Starting a business: ease of establishment (espe-
cially for small- and medium sized enterprises —
SMEs), availability of capital and credit, support
for business incubators.

Running a business: corporate governance,
property rights, labour issues, nonwage labour
costs (such as social security), safety regula-
tions, finance, taxes, transportation.

Competing in a global marketplace: anti-trust
and fair competition laws, enforcement of con-
tracts, technology development, trade regula-
tions.

A common misconception is to regard these as
“corporate” issues important to large businesses
but of little relevance to the average citizen. In
reality, business is not a monolith; it consists of
various companies, sectors, and interests. In
different economies one finds combinations of
large national and multinational companies,
small- and medium-sized enterprises, informal
sector entrepreneurs, state-owned companies,
and leading-edge firms, among others. The
issues related to starting and running a competi-
tive business matter most to firms that do not
benefit from government connections but pos-
sess enormous potential for innovation and
growth.

Frequently one finds that the majority of busi-
ness interests — especially those of smaller firms
and informal entrepreneurs — are not represent-
ed in the political process. Such representation
of different business interests in an open and
transparent manner is essential to the successful
economic and political development of coun-
tries.

INSERTED AS A BOX WITH A DIFFERENT
COLOR SHADE



Engaging the broader business community is
necessary for meaningful reform and strength-
ening business diversity. It increases the likeli-
hood that the government will adopt specific
measures aimed to establish, nurture, and
maintain a favourable business environment.
Finally, broad-based public policy advocacy
provides a strong context for healthy political
competition.

Advocacy in Different Country Contexts

The type of advocacy that an association can be
involved in heavily depends on the context of
the country where it is conducted. Experience
shows that in many places the practice of public
policy advocacy remains challenging. A well-de-
signed, locally appropriate advocacy strategy
can overcome these challenges.

In countries where the concept and practice of
advocacy is fairly new, the first challenge often
comes from defining the very term “advocacy,”
as many languages do not have a native word
that would fully express that concept. There-
fore, simply making advocacy the subject of
public discourse and private sector initiatives
sometimes requires the introduction of a whole
new vocabulary. It also involves building public
awareness of the concept and challenging any
misconceptions that can derail even best-inten-
tioned efforts. Broadly speaking, business asso-
ciations aspiring to engage in advocacy in coun-
tries with little precedent for this way of busi-
ness representation face significant internal
challenges:

Expanding role and vision

Associations previously focused on member
services, education, and training may find that
there is a need to redefine their mission if they are
to be involved in advocacy. This new, broader role
should reflect consensus among the members on
the overall vision for what the advocacy efforts are
to accomplish.

Scarce resources

Feasibility of engaging in advocacy depends greatly
on the availability of financial and human resourc-
es. Many associations find that taking on advocacy
efforts may put a strain on their budget and
personnel, especially if they are not in a position to
hire additional staff to conduct legislative research,
prepare advocacy materials, etc. Therefore, it is
crucial to educate your members on the importance
of the advocated causes so that the association can
count on their active involvement. It may also be
helpful to consider pulling your resources together
with another association pursuing similar policy
goals.



Legislative process

Understanding how laws are made is crucial to
any successful advocacy effort, because your
association needs to know exactly who, when,
and how to approach with your message. Yet, it is
also one of the hardest initial steps to accom-
plish. Given that legislative rules and procedures
can be complex, convoluted and often influx,
understanding them and keeping up with any
changes takes a concerted effort of the associa-
tion leadership and members.

Whatever the country context and local challeng-
es may be, voluntary business associations con-
stitute an important segment of a civil society.
Even though conditions are different in each
country and some are more conducive toward
public policy advocacy than others, the basic
elements of a transparent decision-making pro-
cess remain universal. The process is based on
several key factors. Decision-makers have to
have the right information in order to make edu-
cated policy decisions. They must solicit feed-
back and views of the interested parties, whom
they ultimately serve. Also, timing of policy deci-
sions matters — public policy advocates should
aim to be proactive, rather than reactive.

Keeping in mind that each factor creates avenues
for voicing the opinions of your association, you
can design a strategy uniquely suited to the
circumstances in your country that would allow
you to reach the decision-makers with relevant
policy information at the right time. Change
takes time and one has to remember that truly
successful public advocacy efforts do not just
ameliorate immediate problems — they ultimate-
ly help transform the relationship between the
public and private sectors from one of antago-
nism and distrust to one of partnership and
cooperation. But to start that process, all you
need are good policy ideas and an enthusiastic
base of your association’s membership deter-
mined to push for public policies that would best
serve the economic progress of your country.

Advocacy means taking action to bring about the
change you are seeking. Therefore, advocacy
must necessarily take place in a particular con-
text, and be aimed at a particular target.

It might be that your advocacy work is targeted at
changing national, or even international, policy
and practice. But it can also take place in a very
local context too; it can entail empowering and
enabling individuals and local communities to
take action for them to achieve change. A holistic
advocacy strategy that seeks to achieve compre-
hensive change — such as the improvement of
water supply and sanitation (WSS) in the poorest
countries of the world — will necessarily involve
coordinated advocacy work at international,
national, regional and local levels. It will also
involve a clear understanding of the political and
power influences on the target of your advocacy.
This section aims to make clear some of the differ-
ent political contexts in which your advocacy
work will take place, and will illustrate how the
contexts are often mutually influential.
Government and governance

Advocacy aims to change policy, so it is necessari-
ly targeted at those bodies, institutions or individ-
uals that are responsible for making, deciding and
implementing policy. Who has the power? How
are decisions made? Who has influence, and what
structures exist for asserting influence your-
selves?

‘Government’ is the act or process of governing;
particularly it is the process of making, deciding,
implementing, controlling and administering
public policy in a political unit, i.e. a nation state
or part of it, e.g. a municipality. The word ‘govern-
ment’ also describes the group of individuals
given the authority and responsibility of govern-
ing a state, specifically through:

« The executive: the part of the government
charged with running the day-to-day affairs of the
body/state/municipality being governed, which
also implements laws

 The legislature: the part of the government that
decides on what laws and policies the executive
should implement.

o The judiciary: the part of the government which
is responsible for interpretation and enforcement
of the law



This separation may be a useful way for organisa-
tions to determine where its advocacy should be
targeted. However, when we analyse the way in
which this power is exercised, we talk about ‘gover-
nance’. In order to carry out effective advocacy
work, it is important to be clear about the political
environment in which you are working. How is the
country or district run? What are the traditions and
processes that influence how a decision is made?
How are citizens involved in the exercise of power?
Are decision-makers accountable to the rule of
law? The answers to these types of questions will
help you effectively analyse the state of governance.

Governance

Governance, according to the United Nations
Development Programme (UNDP) is “the exercise
of economic, political and administrative authority
to manage a country’s affairs at all levels. Gover-
nance comprises the complex mechanisms, pro-
cesses and institutions, through which citizens and
their groups articulate their interests, exercise their
legal rights, meet their obligations and mediate
their differences”. 1

The UNDP adds that governance transcends gov-
ernment and includes civil society and the private
sector. ‘Good governance’ has attributes of
accountability and transparency, is effective, equi-
table and promotes the rule of law.

The problem of politics and power

Of course, governance and government does not
take place in a vacuum. For a start, it takes place
through groups and individuals, each with their
own political and personal agenda, who are influ-
enced in different ways, and who have different
levels of power. In short, governance is necessarily
influenced by politics and power.

As a result, governance does not always follow a
rational path. Whether a particular district gets
WSS services, for example, is often not the result of
their need, what policies are in place or how well
budgets are planned. Too often, it is down to the
whims of a particular politician, who may want to
cater to the needs of a particular constituency or
influence. Politics is about how actors — individuals

businesses, civil society and others — in a society
organise themselves to increase their influence,
as they seek to promote or protect particular
interests. To tackle the reasons why millions of
people lack access to adequate WSS, an under-
standing is needed of the political and economic
context in which WSS policies evolve, and the
power relationships involved.

The same principle is true whether at an inter-
national or national level, or even a local or
community one. In order to be effective at advo-
cacy, NGOs need to build up an understanding
of the power relationships and politics at each
level of operation. (And they need to avoid
being influenced themselves by a particular
party or group, so as not to undermine their
work through bias.)




Spaces for civil society participation (3)
Closed or provided spaces: Some decision-mak-
ing spaces are closed in the sense that decisions
are made by a set of designated actors such as
elected representatives and experts behind closed
doors, without any scope for broader consultation
or involvement.

Invited spaces: As efforts are made to widen par-
ticipation, new spaces are opened which may be
referred to as ‘invited spaces’, where people
(users, citizens, or beneficiaries) are invited to
participate by various kinds of authorities, such as
government, supranational agencies or non gov-
ernment organisations. Invited spaces may be
regularised or more transient, such as an annual
forum or a one-off intensive consultation period
on an issue.

Created or claimed spaces: These are spaces
created or claimed by citizens independently of
government or by government and citizens
together. They can emerge out of sets of common
concerns, and may come into being as a result of
popular mobilisation, such as around identity or
issue-based concerns, or may consist of spaces in
which like-minded people join together in
common pursuits.

Occasionally, involvement in debates can allow an
NGO a ‘seat at the table’, from which it can try to
influence policies. Understanding such power
relationships can help an NGO to determine its
strategy, and avoid it being co-opted unwittingly
by advocacy targets. In many cases, it is the
implementation of a particular policy that is the
problem, not the policy itself. In such cases,
research should focus on the blockages to imple-
mentation. For example, a government policy
may dictate that there should be a certain level of
sanitation per head of population throughout the
country, but corrupt local councillors in some
areas may have prevented the implementation of
this policy. In this example, advocacy aimed at
national level policy makers is misplaced. It
ignores the root of the problem, whereas lobbying
for a more open and accountable local council
may prove more effective.

How does policy evolve?

When a government acknowledges a public prob-
lem, and agrees to do something about it, policy
makers search for practical solutions in the form
of policies. It is important for NGOs and commu-
nity organisations to fully understand how each
of the different stages of policy making work in
their respective countries, or context. It will help
them to ensure their advocacy work targets the
most critical stages of policy making — it is not
sufficient to present the evidence to policy
makers, and assume the rest will take care of
itself. (4)

Public policy (5)

Public policy can be described as “a course of
action” taken by a government or policy maker,
which most often results “in plans and actions”
and effects “on the ground” — or lack of them.
Some examples of public policy might be:

» An expression of intent, usually by a politician.
For example, to encourage economic develop-
ment

« A programme of linked proposals detailing the
way in which a government will address a broad
set of issues under one banner. For example,
Poverty Reduction Strategy Papers

« A formal government response to a specific
public concern. For example, eradication of chol-
era

» A document setting out guidance in a sector.
For example, water policy or land policy

« A national or local government budget.

The policy making process, in whatever gover-
nance context it takes place, is complex. There
are a number of overlapping phases, and within
them many sub levels. It is rarely a systematic, or
even rational, process. It is often subject to pres-
sure, power and politics of the kind described
above. It may involve different groups, with com-
peting alternatives. Sometimes, policy making
can proceed without quite knowing what the
problem is, or who is affected by it.



Phases of policy making

« Agenda setting

« Policy formulation

 Decision-making

« Implementation

« Monitoring

 Evaluation

» Adjusting

« Reviewing

Theoretical analysis of policy making identifies two
key ‘classes’ of actor:

A policy community

This includes the individuals and institutions
involved in policy formulation. A particular policy
community would involve actors that are interest-
ed in forming an analysis or set of alternatives for a
policy. The policy community is where the knowl-
edge about a particular policy is located. For exam-
ple in the WSS sector, the policy community may
involve individuals and agencies within govern-
ment responsible for WSS, as well as WSS-related

NGOs, consultants, advocates, research and
academic bodies and think tanks.
A policy network

This is a subset of actors drawn from within the
policy community. They work together, or interact
regularly, to achieve specific change. The policy
network can be described as where action relating
to a policy change takes place. The policy network
that might seek to bring about change might
include NGOs, and civil society organisations, their
allies in donor communities, even government
departments.

Linking local, national and international advocacy

Advocacy may be targeted at various political con-
texts, but in the development sector it will most
often need to be targeted at a number of different
contexts at the same time — particularly at local,
national and international levels.

Effective advocacy work, therefore, demands good
communication between actors operating at these
different levels. After all, the causes of the develop-
ment problems that advocacy seeks to tackle are
themselves complex and interconnected at every
level.

Local to national

When local projects require advocacy, the target
of that advocacy might often be at a national
level. For example, a local project to install
water pumps might depend on advocating
nationally for funding streams from which they
can be paid. Such a nationally relevant advocacy
issue cannot be tackled at a local level alone.
Many national advocacy issues originally
emerge at a local level where their impact is
really felt. The ‘feeding up’ of local advocacy
issues to the national level ensures officials and
politicians are responding to the priorities of
poor communities.

National to local

Sometimes advocacy issues may well emerge
only at a national level, for example, the devel-
opment of a national sanitation strategy. Never-
theless, these ‘policy windows’ offer an opportu-
nity to highlight the impact such policies have
on local communities, and to bring local voices
to the forefront.

International to national

These inter-related processes are replicated at a
national/international level too. For example,
national NGO offices may wish to respond to an
international issue — such as the conditions
attached to World Bank lending. Meanwhile,
national NGO offices may advocate at the inter-
national level on issues affecting their national
policy agendas — such as how World Bank lend-
ing is actually used in country. Indeed, when
global issues are addressed simultaneously at
the international and national level, a much
more powerful response can be given. An exam-
ple is the global campaign on debt relief, and the
Global Campaign Against Poverty. A similar
power exists when national and local advocacy
takes place on a unified issue.



National to national

Exchanges can also work sideways with different national networks advocating on a particular issue
according to their own particular context, or developing a series of shared national advocacy activities
between one country and another country, or regionally, e.g. West Africa or South Asia Regions.

For international NGOs, this multi-level approach to advocacy is possible due to their organisational
structures. Larger organisations may be connected to international networks through formal or infor-
mal links, while national and local NGOs may have access to national level networks. This process of
coordination and interrelationship between advocacy networks at different levels is important. Not
only does it increase the legitimacy and relevance of advocacy work, but it enables vital support
between levels and networks. Advocacy workers of national level organisations rely on detailed infor-
mation from the grassroots to support their advocacy work; while they in turn can provide training,
analysis, information and advocacy support to local organisations.

NSAA seeks change through advocacy in the following dimensions:

« Policy: we seek to change public policy, programme, practice and behaviour at all levels. Policy
makers should be informed about the impacts of their policies on the poorest sections of society, as well
as promoting alternative solutions

« Civil society: we seek to strengthen and expand civil society’s capacity, organisation, accountability
and power so that they can occupy their seat at the ‘policy-making table’

« Democracy: we seek to improve the political ‘legitimacy’ of civil society to participate in policy
making, as well as improving the accountability and transparency of public institutions

« Individual gain: we seek to improve the material situation of the poor, such as their living conditions
and opportunities for health, education and livelihood. We also seek to expand people’s self-awareness
as citizens, with responsibilities as well as rights




Advocacy’s four dimensions

Civil society
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NSAA seeks to achieve the following strategic changes through advocacy:

 Financing: from all sources (national governments, donors, self-financing, local private sector, com-
munity and microfinance) will be doubled and focused on sustainable and equitable access to WSS

« Sector planning: will become more accessible, transparent and accountable. It will be grounded in a
consultative process in which all stakeholders participate

« Benefit to the poor: policy reforms and national investments will benefit the poor and enhance social
service delivery

 Capacity: local government capacity in service delivery will be improved, and local government will
work in a participatory way to plan, mobilise local resources, monitor and implement for all

+ Accountability: greater parliamentary scrutiny and accountability of activities in various sectors will
come from increased public awareness and media interest

« Participation: effective citizen participation will make WSS service providers more efficient, respon-
sive and accountable to the poor




The critical factors in achieving these
changes successfully are:
« Political will: creating the political will among
governments and other service providers to
serve the poor and voiceless;

e Policy communities: building the strength and
capability of local analysts, researchers and
other practitioners to combine their skills to
contribute to evidence-based policy-making

« Public action: empowering poor people and
strengthening civil society organisations and
networks to hold governments and service pro-
viders accountable

« Political space: creating platforms for dialogue
between governments, service providers and
citizens for the negotiation of services, and poli-
cies that impact on services

Advocacy and Ethics

The terms “advocacy” and “lobbying” are often
used interchangeably. In the broadest defini-
tion, they both refer to the process of trying to
influence policymakers in favour of or against a
specific cause, but in practice the scope of lobby-
ing is narrower. While lobbying remains mostly
limited to direct face-to-face interactions with
decision makers, advocacy is much broader and
involves grassroots mobilization, coalition
building between many like-minded groups,
getting the message out through the media, etc.

In recent years lobbying has also come to be
associated with allegations of corrupt practices
such as back-door dealings or illegal financial
kickbacks to lawmakers, giving rise to the public
perception of political corruption. Public policy
advocacy, on the other hand, emphasizes open-
ness, transparency, and need for the highest
ethical standards in all stages of the advocacy
process, especially during interactions with
decision-makers. Advocacy is focused on deliv-
ering the message from a particular constituen-
cy to policymakers rather than financially con-
tributing to a particular political outcome.

Why Is Public Policy Advocacy Important?
Public Policy Advocacy Gives a Voice to Business

The advocacy process encourages business associ-
ations to use their expertise in an open and trans-
parent manner in order to shape public policy and
provide oversight of laws, regulations and policies
adopted by the government. Effective advocacy
makes crucial, policy-relevant information widely
available to several key audiences that influence
public policy:

The media who benefit greatly from the private
sector’s policy input - Journalists gather a great
deal of their information from official government
sources, but they are better able to analyse this
information once they have listened to the alterna-
tive voice of business associations and think tanks.

Lawmakers who need sound information
because they make policy decisions that affect their
citizens’ lives. These citizens, in many cases, will
decide on whether or not to re-elect these same
legislators. Sound policies foster a favourable busi-
ness environment, advance market-oriented
reforms, attract investment, stimulate entrepre-
neurship, and generate economic growth and jobs,
all of which benefit society as a whole.

Regulators, bureaucrats, and administra-
tors who, when provided with solid information
about the underlying objectives of specific policies
and regulations, are able to do a better job imple-
menting and enforcing them.

Researchers and academics who use informa-
tion provided by business associations to conduct
their studies; in turn, researchers and academics
raise awareness of the issues important to the
private sector and illustrate linkages between the
private sector and development.

The public, including business association mem-
bers who influence policymaking decisions -
Having access to key information about policies
under consideration educates business association
members and the public on policies that affect
them and helps them know what elected officials
are doing — or failing to do — on their behalf. Citi-
zens and business associations can then hold these
representatives accountable.



Section 2 Planning for advocacy

Once you are clear on what advocacy is, the context in which advocacy can take place, and the important
issues of community involvement, you can move on to planning your advocacy work.

The principles of planning advocacy are similar to those of planning any other programme, with the
need for being clear about objectives and targets, and of course monitoring and evaluation. However,
because advocacy often involves a political context, with stakeholders and targets each having their own
agendas and influences, it can be somewhat more complex.

The advocacy planning cycle aims to identify the factors that might influence the outcome of advocacy.
It also prepares NGOs to account for factors that have not been identified, as they arise. A systematic
and analytical approach to advocacy work, which properly researches the issues, identifies targets and
desired outcomes, and which is clear about the key messages it wishes to get across, is most likely to
result in a dynamic and effective advocacy strategy. This section aims to show you how to develop an
effective advocacy strategy, based around workable action plans. It offers practical techniques and a
systematic framework for developing your own advocacy strategy.

The advocacy planning cycle

Planning advocacy work is similar to any other project planning. It involves identifying what your objec-
tives are, and how to achieve them. That leads to defining the activities you will carry out, and assigning
responsibilities for making them happen.

The advocacy planning cycle is a useful method of organising your material, and the work you need to
do. It will take you, step-by-step, from identifying the core issues you need to work on through to draw-
ing up a specific action plan to implement your advocacy work.

The cycle can be split into two distinct parts — the first steps are more strategic in nature, the second
develop that strategic background into a workable action plan. Advocacy planning is a cycle because
although there are some sequential steps, some steps run in parallel with others, or may change
sequence according to progress. It is also a repetitive process: on-going monitoring and review will lead
to updating and adjusting the plan, as will different reactions to the advocacy among your targets.

10
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Cycle timeframes

Too often, NGOs tend to react to issues too late. Debates have taken place and decisions have been
made, before they begin their advocacy work to change things they could perhaps have prevented in
the first place.

Identifying
the issues

Assessing
resources

Finding
out more
through
analysis

Setting
objectives

Identifying
targets

Defining
the
message

Good advocacy demands an appropriate analysis of the timeframes involved in the issues you are
working on. Careful monitoring of the direction policy making is taking will enable anticipation of the
timescales, and may even allow NGOs to influence the timescales themselves.

In particular, there may be significant events and opportunities related to the advocacy issue, such as
international conferences, consultation deadlines and meetings, that will need to be built into your
advocacy activity. Failure to account for these will lessen the impact you can have.
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Identifying the issues

The first step in planning advocacy work is to
identify the issues you need to tackle. To do that,
however, you need to be able to prioritise the
issues that concern you, and demonstrate their
relative importance to those you aim to repre-
sent. To identify the key issues you want to focus
on, you may need to narrow down a shortlist,
examine each of these and prioritise them.

Researching the issues

The importance of research

A detailed understanding of the issues you will
be doing advocacy work on is vital in the earli-
est stages of the advocacy planning cycle. Only
with research can you create a really rational
argument, and provide the evidence to back it
up. Research gives your advocacy positions
credibility. It provides the information you
need to do proper planning, develop your mes-
sages, and carry out your lobbying.




Research can also assist you to build alliances, as
you seek assistance to gather the information you
need from other organisations and individuals.
Indeed, working together on research with, for
example, policy analysts and policy makers, can
help forge close ties at a very early stage that can be
useful at a later stage when you move into lobby-
ing.

And if you work with organisations and communi-
ties to gather the information you require, you will
also be helping to develop their capacity and
citizenship skills — a key aspect of good advocacy.

The Overseas Development Institute (ODI) calls
research “a systematic effort to increase the stock
of knowledge.” (15) It can also be described as “the
systematic collection, analysis and dissemination
of information.” (16)

It is certainly important that your research is well
structured and systematic and focuses on the criti-
cal issues. For every source of information, you
need to analyse its credibility. It must be properly
recorded in a useful way and an evaluation should
be made of its usefulness to the issue under consid-
eration.

In advocacy work, your research should certainly
cover three vital aspects:

+ Analysis of the issue

« Analysis of the context in which the issue takes
place

» Understanding the timeframe to which your
advocacy on the issue relates.

Credible research

Research should be:

» Objective, not biased

» Representative of the whole group on whom it is
focused, not a single viewpoint

» Accurate and reliable

« Methodical and systematic.

There are some key stages in good research, which
you should apply to gathering information before
you begin your advocacy programme:

What information do you need?

It is useful to think of this in terms of what ques-
tions you need answering. Where are the gaps in
your knowledge? Breaking down the required
information into parts will help you plan to
research it, particularly helping you to distinguish

between information that will be easy to obtain,
and that which requires more effort.

Where can you find the information?

You should identify sources where information
already exists, gathered by other researchers,
perhaps laid out in reports, government consul-
tations, statistics or project plans. However, you
should identify whether this secondary informa-
tion is credible, reliable and up-to-date. In other
cases, you may have to collect primary informa-
tion yourself, from original sources. You might
identify the need to carry out a field survey, or
interviews, for example. Primary information
can be gathered from a variety of sources, rang-
ing from a survey of village residents to an inves-
tigation of the policy making process implement-
ed by government.

Who will contribute to your research?

If you are to carry out primary research, you will
need to identify who to interview or survey. For
your research to be credible, you will need to
ensure the group you research are a representa-
tive sample. You should attempt to have as broad
and representative a sample of interviewees as
possible, depending on your time and resources.
It should offer an accurate reflection of the whole
population, from which you can draw your con-
clusions. Will your sample simply be a randomly
chosen percentage of the population you are ana-
lysing, or will you attempt to survey everyone in
one particular area such as suburb? When defin-
ing your sample, you will want also to identify its
key characteristics, such as water use, age,
gender, household situation, as these may influ-
ence responses to your research.

How will you collect the information?

If you are carrying out primary research, it is
important to record data accurately and system-
atically. That means being clear about how you
will collect information, such as through inter-
views, questionnaires, observation, statistical
analysis or another data collection tool (see
below). Whichever method you use, you should
ensure data collection is systematic, consistent,
takes nothing at face value and can be cross
checked. Additionally, your method needs to be
flexible enough to record information if data
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findings move in an unexpected direction. Over-
all, your research methods must also respect peo-
ple’s culture and privacy.

How will you analyse and present the
information?

After collecting your information, it will need
collating in a systematic way. Only this will
enable you to analyse it properly, looking for
patterns and deepening your understanding of
the situation. You should then write up your find-
ings, for yourself and for colleagues (even if it is
only an internal document). The process of writ-
ing up your results will help you to analyse the
information, and draw conclusions. Remember
to include information on your methodology and
sample.

Advocacy toolkit: Research planning table

The following table will help you to formulate
what questions you need answered. It will also
help you to break those questions down into
more specific research questions. It allows you to
record what possible sources of existing informa-
tion might answer those questions, and how you
might collate further information.

By analysing your issues, you can identify how you
can influence the issues and which stakeholders
are best placed to attempt to bring about that influ-
ence. There are a number of different ways of ana-
lysing an issue, but each of them really attempts to
do the same thing: to break the issue down into
smaller parts. This aids understanding of the issue,
the context in which the issue operates and how
you can bring about change.

Here we present four different tools for analysing
your issue, and where it fits into your advocacy
work: The problem analysis framework, the prob-
lem tree, the RAPID framework and the PESTLE
analysis.

The problem analysis framework

This method of analysis centres of splitting the
issue under consideration into a list of sub-issues.
Within each sub-issue, you will examine the conse-
quences of the problem, its causes and any possible
solutions.

Topic/Research | Sub Sources of Methods of Who's
question topic/Research | information information responsible/
question collection by when
should data

be available

Tools for analysing the issues

Once you have identified the issues you are most
concerned with, and have collected the relevant
information about them, the next step in the
advocacy planning cycle is to subject the issues to
a thorough analysis.
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Sub-issues
Sub-issue 1
Sub-issue 2

Sub-issue 3

For example:

Sub-issues

Sub-issue 1

Insufficient
boreholes

in rural region

Sub-issue 2

Sub-issue 3

Consequences

Consequences

Rural residents spend
hours collecting water
every day from the few
boreholes that do
exist.

Residents collect
unsafe water from
other sources.

Causes

Causes

Ethnic bias in
governance favours
boreholes for some
communities over
others.

Political motivated
funding for boreholes
in constituency of
politicians.

Lack of resources
allocated to borehole
creation

Solutions

Solutions

Changes in policy,
practice, laws,
attitudes and
behaviour

Note that continually asking the question ‘why?’ helps to provide a full analysis of the problem.
For example, a deeper analysis of the causes of poor borehole provision may reveal overarching
structural constraints that allow politically motivated allocation of resources to take place; for
example, the debt burden on the national economy prevents sufficient spending on rural water

supply.
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The problem tree (19)

Problem tree analysis is one of many forms of project planning and is well developed among many devel-
opment agencies. It is a visual method of analysing a particular problem, based around mapping the
different aspects of the problem on large sheets of paper. It works particularly well when analysing an
issue in a group. The ‘tree’ enables participants to visualise the links between the main issue and its
resulting problems, as well as its root causes.

The tree’s trunk represents the core problem, its roots represent the causes of the problem, and the
branches represent the effects of the problem.

« Draw the shape of the tree on a large flip chart, and write the focal or key problem or issue on the trunk
of the tree

« On smaller pieces of paper or card, write down the causes of the problem. These are placed on the tree
as its ‘roots’

« On other cards, write down the consequences that result from the main issue. These are placed on the
tree as its ‘leaves’

« In a group, you can negotiate with each other using the tree as a discussion tool, about the priority and
placement of different leaves and roots. The heart of the exercise is the discussion, debate and dialogue
that is generated as factors are arranged and rearranged, often forming sub-dividing roots and branches

Branches

Roots
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The next step in the problem tree process is to begin to break down the causes of the problem, so that
you can see where you may be able to have most effect.

« Take one of the key root (cause) cards, and make that the tree’s trunk (key problem). You can now
analyse that problem’s causes in the same way, perhaps showing areas where you may be able to have
influence

The final step is to use the tree to help you define your goals or objectives, why you should attempt to
achieve your goals, and what you need to do to achieve them. You can convert the problem tree into an
objectives tree by rephrasing each of the problems into positive desirable outcomes — as if the problem
has already been treated.

« Write your goal on the trunk of the tree — this will be a reversal of the negative statement that made
up the cause of the problem, defined in step two. For example, ‘there are not enough boreholes in a
rural area’, would become ‘sufficient boreholes in a rural area’

« To clarify the purpose of your goals, write on cards the benefits that will accrue if this goal is achieved.
These become the ‘leaves’ of your tree

« Now, write on cards the steps or actions you need to take to achieve that goal. These become the
‘roots’ of your tree

Again, you can convert the negative statements that made up the roots of your problem, into positive
statements. For example, ‘insufficient funds are provided for WSS in the rural area’, can be converted
into ‘make sufficient funding available for WSS in the rural area’.

The RAPID framework

The Research and Policy in Development (RAPID) team at the Overseas Development Institute devel-
oped the RAPID framework to help develop an understanding of the policy and political influences on
a particular issue, as well as identify that issue’s stakeholders and policy actors.

To do advocacy work effectively, NGOs need to understand the power relationships involved in a par-
ticular issue, as well as the decision-making processes involved. If, for example, an NGO is planning
advocacy work on the financing of WSS services in poor urban areas, an analysis is needed of exactly
who makes the decisions about financing WSS services and how those decisions are made.

The RAPID framework helps to ensure that the right questions are asked to develop this understand-
ing. This RAPID framework is set out on the following page. Once you have identified the answers to
the key questions in the RAPID framework, these can be used to determine the next steps you need to
take in your advocacy work, and how to go about it. For each answer to the questions, you should iden-
tify what action you might need to take in relation to the question, and how to go about it.
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The RAPID table — moving on frojn analysing your advocacy issue,
to planning what action to take (ag

What you nesd 1o Know
janawars taken from AP

What you nesd o do Howr o do |

WWha are e policy makers?

Is there a damanad for e
ideras from policy makers?
Whaat are the Sounoss’
strengths of resistance?

WWhat is the palicymaking
proceEssT

WWhat are the opporuntes
ared iming for mput indas formal
procEsnag s

Sat o knoe the

polficy makiers, Heir
apparcds ard Feir
caneEtrainks

dentify polertial
=upporters ard
apEoneris

Keep an eye on the
hiorizon and prepace
for oppariunities in
regular poicy
proceEsses

Lok out for, @ard
react 1o, ursespeched
podicy windows

Wiork with palicy
rmakars

Seek comimissiors
Adign receanch
programenes with
high profile palicy
ayerbs

RESerye fesouncoss
=0 YOU AN Ty
quickly and respaond
for pridicy v o
Sl sufficiend tinme
ardd resources

| Evidenca

WWhat is the curreni theary T
How divengent is the nesws
e 7

WWhat marl aof evidence wdll
canwinoe policy makars?
WWhat are the prevaiing
narTabivesT

E=stanlish long-tenm
credibility

FPravide practical
=alutions

Extahlich legitimacy
Build a carsincing
s arkd present
dear policy cations
Fackapge new ideas
in Familiar theary ar
narratives
Comemunicase:
effectively

Build up
programenes of
highr-gquaality weark
Creals &cfian-
resamrch and piket
projects that
demonsirate the
Benefis of nerey
Approaschies

Use particpatary
appraasches 1o heip
with legitimacy and
impleme ntation
Clarify sfrabegy’ and
resorces far
Eamrmanicalion from
the siart

Prambs Eace-to-
face cormmuricabion

[ Exfernal Infitenceg

WWha are the mam
stakehokders in the policy

d oL T

WWhaat finks and netsarks sxdist
beseaen iem?

WWhea are Hhe inlermediaries
ard what influence da they
R

WWhase side are they an?

Set 1o knoe cther
stakehokders
Establish a presaros
in existing netsvarks
Build coaltions with
likernircled
stakehokders

Build new policy
netearks

Build partnerships
Bretwre e
researchers, policy
rmakers, and
TR nities
ldentify major
netwarkers and
=alespeople

Use infarmal
oantachs

Wk are main rational and

Sat o knoe the

internabonal achors m e
policy pracess?

What influence da ey Baee 7
WWhat are ther aid pricnbies?
What are their ressanch
prantes and mechanismsT
WWhea are main intemadiaral
acions o ganars in the polcy
proceEss T

What influence da ey haee?
WWha indluences theam?

WWhaat are their aid priorities
ard policy agendas ¥

WWhat are ther resaasech
praniteEs and macharisms T
Hiore dio soeal strochures sed
customes afect the palicy
pracEss T

Bre there ary owararching
aponormic, poditical ar soecisl
praceEsses ared rencs?

Are Hhere sxogenous shocks
ard rends ithal affect the
policy process?

natciral ano
irnlermalonal acbors,
ther prianbes and
Sanstrainks

Henkfy polerial
supportens, key
individuals, amd
ETRarks

Establish aredibility
Bdonitor donor policy
amd loak out for
podicy windoas

Depelog el snee
Backgreund an
donor palicies
Oirient
carmrdrdcaticns o
=il danar priorities
Anc language

Try ba weork wwithh the
donors and sesk
CAMmissions

St in resgular
cantact with
impariant
iredividuals




The PESTLE analysis

A PESTLE (21) analysis offers a framework for
examining the external environment and trends
that may affect the issue you are working on.
Having drawn up a list of the PESTLE factors, you
should identify which ones are significant to your
work, as opportunities or threats. Your problem is
examined according to the following factors in the
country in which you are working:

Political: including for example government and
government bodies, legislature and judiciary, and
any other political movements or pressure groups
Economic: including for example its GDP, debt,
sources of government income, private sector
employers, income distribution etc.

Sociological: including for example demograph-
ics, education and health, employment rates, land
ownership and media

Technological: including for example information
technology infrastructure, access to telecommuni-
cations

Legal: including for example the restraints and
other legal factors relevant to your advocacy work
Environmental: including for example deforesta-
tion and desertification, pollution, drought, flood-
ing, wildlife and/or agriculture

Setting objectives

Following research and analysis of the issues,
along with its associated power relationships,
the next stage is to begin drawing up specific
objectives for your advocacy work. You need to
define exactly what you want to happen, and by
when. Setting objectives will enable you to be
clear about what you are trying to achieve, and
will assist you in your planning and design of
advocacy activities. In the longer term, clear
objectives will also allow evaluation and moni-
toring of your advocacy work.

One well established way to determine what
your key objectives or strategies might be, is to
subject your issue to a thorough SMART analy-
sis.

Specific: what exactly do you want to happen?
Measurable: will you know when you have
achieved it?

Achievable: is it realistic or even possible to
achieve your objective, given your resources and
time?

Relevant: is it relevant and appropriate to all
stakeholders, and to the problem itself?
Time-bound: by when do you want it to happen?




The next step is to identify those who are most
likely to be your allies in your advocacy work,
and those who can be convinced to become
allies, or at least facilitators to help you. You
will also need to identify those who stand in the
way of you achieving your advocacy aims.

You will need to identify exactly who you need
to convince and influence in order to bring
about change. These are your advocacy targets.
Most importantly, you need to tailor your ‘ask’
according to what your targeted decision-mak-
er is capable of delivering.

It is useful to begin the process of identifying
your target by identifying all of the stakeholders
and actors involved in your particular issue.
These can be quickly be classified according to
their role, in relation to the advocacy issue.
Your targets, friends, community stakeholders
and others should all be included in the matrix.

Adversaries Beneficiaries or constituents
The people you represent
Those who oppose your
position but who may not be]
directly responsible for
decision making

Allies Internal stakeholders
Colleagues and others from
within your organisation that
have a stake in the process
and the result

Individuals or organisations
Identifying targets that can help you reach youg
Advocacy work is all about influencing those with adyacacy gl
the power to effect change. Your research and
analysis should, by now, have highlighted what
changes you would like to bring about, and the
political and other factors involved in the issues
you are concerned about.

It is important to remember that a matrix such
as this is not static, and nor is it strictly drawn.
Groups may move from being adversaries to
being allies (or vice versa) as your advocacy
work progresses. Your beneficiaries may also
begin as adversaries to your work, and may
need convincing of its validity.



« What is the attitude of the stakeholder to your
position? (for instance, very anti, anti, neutral,
pro, very pro)

« How important is the issue to your stakehold-
er?

« How much influence does your stakeholder
have on the issue?

Once the key stakeholders and influentials in a
particular issue have been identified, it is worth
analysing them and their position, so that you can
target your advocacy in the right place. There is
little point in spending resources trying to con-
vince either someone who is already supportive of
your cause or, someone who is not in any position
to be able to make decisions that will help your
advocacy objective to be reached.

Stakeholder analysis table (9)

An analysis will offer clarity about your allies,

adversaries and targets, and help you prioritise
and strategize.

For each stakeholder, you need to identify three
things in relation to your issue:

The issue:

Your position:

Stakeholder Attitude of the Importance of Influence of the
stakeholder to your the issue fo the stakeholder on the
position stakeholder issue
AAANP PP LMH LMH
AAANP PP LMH LMH
AAANP PP LMH LMH
AAANP PP LMH LMH
AAANP PP LMH LMH

In completing this table you are effectively apply-
ing three filter questions to the list of stakehold-
ers:
« To what extent does the stakeholder agree or
disagree with your position? For each stakeholder
you should assign them an attitude to your posi-
tion:

e AA = Very anti

« A = Anti

e N = Neutral

P =Pro

« PP = Very pro

« How much importance, relative to the other
stakeholders, does the stakeholder attach to the
issue?

L =1low
M = medium
« H = high

« How much influence, relative to the other stake-
holders, does this stakeholder have over the
issue?

L =low
M = medium
« H = high



Using the stakeholder analysis table above, you
can now begin to prioritise stakeholders in terms
of whether they should be a target for your advo-
cacy work. In short, stakeholders who regard the
issue as important, and who also have influence
over that issue, are likely to be your key targets, as
the following diagram illustrates:

Importance of the issue to the target audi-

ence
HIGH Secondary audience | Priority Audience Priority Audience
MEDIUM Ignore Secondary audience | Priority Audience
LOW lgnore Secondary audience
LOW MEDIUM HIGH

Influence of the target audience on the issue

A similar analysis will allow you to identify those
who are likely to be your key allies and opponents
in relation to your advocacy issue.

» Those who have most influence but are most
anti- your position, will be those where the key
convincing will need to take place;

o Those with the most influence and who are most

in favour of your position, are likely to be key allies.

» Those with high influence, who are neutral on
your issue, could well be your key targets at the
earlier stages of your advocacy work.

Attitude of the target audience to your position

Very Pro Main allies

Pro

Neutral Key battleground

Anti

Very Anti Main opponents
LOW MEDIUM HIGH

Influentials

When drawing up your list of stakeholders and
targets, it is useful also to identify secondary
targets at the same time by looking a little deeper
into the decision-making process. Often, you may
not be able to reach decision-makers themselves,
however effective your advocacy planning.
Instead, your advocacy may need to be targeted at
those who do have access to decision-makers.
These ‘influentials’ may be your most important
route to bringing about change through that rela-
tionship. (23)

Influentials can be found in a variety of places,
and not just among those officially part of a deci-
sion-maker’s immediate circle. They include the
media, members of parliament, donors, faith
leaders, other government departments and trade
unions.

Once your key targets are identified in this way,
you can decide how best to attempt to influence
them. There are a number of ways to influence
stakeholders, based on the matrix analysis you
have already used.

For example, you may wish to attempt to convince
a stakeholder who currently regards your issue as
low priority or of low relevance to them, to
increase their prioritisation of or interest in it. Or,
you may seek to increase the influence of allies
and those who are pro- your position; or indeed
reduce the influence of those who are anti- your
position.

Comprehensive target analysis

Upon identifying your key targets for advocacy
work, you can ask yet more questions that will
clarify exactly where your work should be target-
ed in order to convince them.

For each target, you might ask:

Influence of the target audience on the issues What do they know about the issue?

« What is their attitude towards it?

What do they really care about?

Who has influence over them?

What influence or power do they have over the
issue?

An example table, drawn up for a fictitious NGO
advocacy initiation, is provided on the next page:
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Clarifying your message

Your message is a summary of the change you want to bring about, based on the work you have done to
research your issue and identify key targets. Using solid information and analysis, groups can develop
their position on an issue, create compelling arguments and design a message that communicates all this
in a nutshell.

Your analysis, the cause of
the issues, your proposed

solution, actions taken in
support of the solution

What information
do they need? What
action do you want
them to take? Content, words,
images, length,

Medium
1. Core Message messenger

2. Tailor your
message to specific
audiences

3. Framing the
message

Communication of this message is central to effective advocacy, as is communication in general —
between your allies and stakeholders, but also in the presentation of your messages to external audienc-
es, from policy makers to affected communities.

Creating a single message enables all stakeholders — from writers of advocacy materials and event organ-
isers, to spokespeople, staff and volunteers — to be united in the advocacy message. (24)




Framing your message

“What underlies all advocacy efforts is a pro-
posed change in power equations — an essential-
ly political activity. And in the political world,
there is no issue which is seen as completely just
or right to all parties or individuals... Framing
the issue therefore demands both a detailed
study of the targets and a comprehensive knowl-
edge of one’s own issue.” (25)

You should draw up a single message that all
communications should promote. It is not a
slogan; indeed the actual words might not be
used in public. It is a short phrase which speci-
fies the main message that you want your audi-
ence to remember. It is useful to test your single
message on other people, including those who
do not work on your issue, to check that it is easy
to understand.

A clear message

« Should summarise the change you want to
bring about

« Should be short and punchy, just one or two
sentences

« Should be understandable to someone who
doesn’t know the issue, and be jargon free

« Should include a deadline for when you want
to achieve your objective

 Should include the reasons why the change is
important

+ Should include any action you want the audi-
ence to take in response

» Should be memorable

Once your key messages are established, they
will still need to be ‘framed’ according to the
audiences you are seeking to reach. While your
overall position on the advocacy issue does not
change, you should seek to adapt the way you
present your message to achieve the greatest
impact on a particular audience.

Understanding the issues your advocacy target
cares about enables you to make links in your mes-
sage between your issue and their concerns, and
therefore increases the likelihood of a positive
response from your target.

However, the process of defining and framing the
message also has to be consistent with your overall
position. Framing the message has to be done with-
out diluting the facts, compromising core values, or
undermining the people you work with.

« Who to frame your message towards: Your analy-
sis of the issue, and who is responsible and influen-
tial in policy change, will determine how you pres-
ent your core message to that particular audience

« Tailor the message: What is the most persuasive
way to present your core message to the target audi-
ence? What information do they need, and what
don’t they need? What key action do you wish them,
in particular, to take?

» Effective framing: Which practical frame will
make your message more effective? What should it
contain? In what format should it be delivered?
Length, images and even messenger are important.

For example, the issue of lack of clean water and
sanitation facilitates, would be framed differently
according to the audience the message was aimed
at:
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| Audience

1

Finance Ministers

Maticnally, diarrhoea accounts for 20% of under-five child mortality and
intestinal parasitic infections confinue to undermine maternal and child
nutriional status, physical and mental development. In 2000 the
government pledged to reduce by 2015 the number of children who die
before their fifth bithday by two-thirds as one of the Millennium
Development Goals (MDGs). A small investment in clean drinking water
and low-cost sanitation facilities will yield a large return in relation to
child and adult health and survival. We would like to request a meeting
with yvou to discuss this issue further.

Pardiamentarians

Research across a number of couniries has shown there are wide
ranging impacts realized through access to water and sanitation. These
include time saved from fetching water, calorie-energy saved; improved
health, especially for children; posifive and significant environmental
impacts; increased agricultural production; avoided days lost from
school; increased community capital as well as increased psychological
penefits. In addition on-going support for communities increases their
ability fo sustain both water and sanitation supply systems and also
hygiene behaviour changes. We know that when asked poor people put
access to water as one of their top three prionties, if not their top
priorty. We would like to request a meeting with you to discuss these
issues further.

Health
professionals

The World Health Organisation asserts that 65% of infant deaths from
diarrhoeal diseases, like cholera, in developing countries could be
prevented by providing safe water and sanitation. It has recently been
estimated that diarrhoea iz the second biggest killer of children in the
world's poorest countries. Access to clean water has wide ranging
health benefits for communities and envircnmental improvements like
sanitation have bigger impacts and lower costs than curative medicines.
We would like to request a meeting with you to discuss some joint work
with you.

Broadcast media
and the press

Ruvimbo is six years cld. Her mother walks five kilometres each
moming to the nearest clean water point to collect drinking water for the
family. However, when Ruvimbo and her friends are thirsty, they drink
from the nearby riverbed. That's also where the cafile and goats drink.
Ruvimbo's family have no latrine and use the riverbed in the early
moming before it is light Ruvimbo has two brothers and one sister. he
had another two sisters but both died of dysentery before they were
four years old. Ruvimbo has visited his cousin who lives in the nearby
town, where there is a good water supply and each house has a latrine.
He has seen that his cousin's family do not fall ill and hizs aunt has lost
no babies because of sickness. He wishes there were similar facilities
in hig village.

General public

Clean water saves lives: water-bome diseases and poor sanitation
teday claim thousands of lves in rural Tanzania. Each village should
have at least one borehole and adequate latrines. Talk to your local
councillor today to find out how you can help to bring life-saving

facilities to vour own village and see your children flourish.
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The medium

Effective messaging relies on careful attention not only to the message itself, but also how it is transmit-
ted — known as the ‘medium’.

It is worth considering the most effective medium to carry your message, and the most effective messen-
ger to deliver it — all of this will be determined by the audience you are trying to reach.

The medium and the messenger

Medium Messenger
Letter An onganization
Phone-call Member of staff
Meeting Beneficiary
Press release Independent expert
TViradio interview Neutral narrator
Leaflet Celebrity

Poster

Press advertisement

Research paper

Conference




Section 3 Making advocacy happen

This section will help you to build on the strategic background — research, identifying targets etc. — you
have developed for your advocacy, and to convert this into action plans.

It offers theory for good execution of advocacy action plans. The following chapter offers actual meth-
ods of carrying out advocacy, ranging from lobbying meetings to mounting media campaigns.

Key to this chapter is an examination of the action based steps in the planning cycle (see page 11 — con-
firm this).

Remember, the advocacy planning cycle is only a tool. In the real world, you will have to adjust both
your planning and your actions, and do things in a different or parallel order. You may even have to
return to earlier steps, in light of information or progress as it emerges.

There are a number of approaches to advocacy, and a whole host of activities that can be used to mount
advocacy work. These specific advocacy actions are outlined in the following chapter, but this chapter
will show you how to create a plan to implement various actions as part of your advocacy on any partic-
ular issue.

« Advocacy actions can be grouped under four broad headings:

« Lobbying: the process of trying to directly influence decision-makers, such as politicians, civil
servants, or corporate chief executives

« Public campaigning: activities to engage the public, and to mobilise visible support for your position
« Media work: raising public awareness of your issues, with a view to changing public attitudes and
behaviour, and encouraging support for your other advocacy actions

« Capacity building: increasing the knowledge of those affected by a particular issue, and increasing
their skills and developing their structures to enable them to carry out their own advocacy.

The next chapter breaks these different elements down into concrete actions. These streams of advoca-
cy actions can work to complement each other. Any advocacy project will need to work on several
levels, employing each of these categories of action, if they are to address governments, donors, the
public and the media.

While your emphasis in some spheres will depend on the context and different activities will be
employed as a result, you are still likely to need a broad range of activities to achieve your goal.

An advocacy project may employ different approaches simultaneously, aimed at different target audi-
ences, or feature one approach aimed at the same target audience over time. This is where partnership
working (see below) begins to become particularly important.

Through collaboration, two different organisations can employ different approaches to the same advo-
cacy target, using their strongest skills and resources, whilst working towards the same end.



What resources and capacity do you have
for advocacy?

Before you can finalise which activities you will
carry out, it is vital to consider what resources
you have at your disposal.

In reality, you are likely to have to continually
consider resources as you make progress with
your advocacy actions. Assessing and allocating
resources before you begin advocacy work is not
always possible.

Indeed, part of your advocacy work may be to
raise finances or lever additional resources in
order to carry out other advocacy work. The
resources you have available for advocacy work
will be a mix of financial, human capacity and
common or shared knowledge.

Examining each of the elements in turn will
enable you to identify any gaps that need filling
before you can begin a particular action.

e Money: what money do you have available for
this advocacy project? Where is money coming
from: your organisation, partners, and other
funders? Are there likely to be cash-flow prob-
lems, or difficulties getting authorisation for
spend? Roughly how much do you think you will
need to implement the activities you are consid-
ering? Is your budget realistic, and based on
actual costs or quotes?

« People: who will be available to work on the
different aspects of the project?

« Skills and experience: do the key people have
the right skills and experience? If not, can you
train them or get other people involved?

 Other human resources: do you have access to
other people who can help? Do you have volun-
teers to distribute leaflets, campaign supporters
to write letters, community members to attend
meetings?

« Partners: what could potential partners deliv-
er?



» Information and knowledge: have you been
able to do enough research and analysis on the
issue, on your objectives and solutions, and to
identify your targets? If not, do you need to look
again at the earlier steps in the advocacy plan-
ning cycle?

* Relationships: what relationships do you, your
staff, volunteers and partners have which you
will be able to use? These may be among target
audiences, influentials or in practical areas such
as materials design or the media

« Reputation: do you or your partners have a
strong reputation among the target audiences,
with the public or the media? If not, have you
developed strategies and tactics to get around
this? Can you recruit influential spokespeople or
celebrities to speak on your behalf? Do you need
to work in partnership with another,
better-known organisation?

« Time: do you have enough time to implement
your project effectively? Are there particular
deadlines that you have to meet? Are there exter-
nal events that you wish to use, such as elections,
national or local political meetings, government
planning cycles or international summits?

Forging the right relationships with allies

Partnerships, alliances and even short-term coa-
litions can greatly enhance advocacy by bringing
together the strengths and resources of diverse
groups to create a more powerful force for
change.

Coming together to bring about social change is
nothing new to people in the developing world.
Improved communications technology and the
challenges of sustainable development are lead-
ing to stronger alliances among civil society
organisations. The entry of such partnerships
into public policy is a positive step that provides
new opportunities to engage in collective advo-
cacy.

Advocacy alliances

Relationships amongst advocacy allies come in
many shapes and sizes, and are described in vari-
ous different ways: alliances, networks and coali-
tions. What they have in common is that they link
individuals and organisations that share common
values and concerns, and which are working
towards a common objective or a common action.

Advocacy alliances can be long- or short-term. In
the short term groups may come together to lobby
on a particular issue for a specific time only, then
go back to working separately when that time is
complete. The 2005 Make Poverty History cam-
paign in the UK is one example of this. In longer
term coalitions, groups come together initially to
lobby together, and continue to gain strength and
voice and results over a number of years. The
Jubilee Debt campaign is an example of this.
There are many good reasons why striking good
partnerships is an effective way to mount advoca-
cy campaigns. Through bringing together organi-
sations or individuals with different expertise or
experience, advocacy alliances are able to carry
out a more wide-ranging set of advocacy actions.
They allow a variety of interventions, including
public mobilisation, lobbying, education and
information provision, where one organisation
acting alone might not be able to deliver such a
combination.

Alliances also allow advocacy actions to take place
at various levels, as different partners exploit
their access and influence with different levels of
decision-making, from information relationships
with community leaders, through to formal chan-
nels for lobbying government departments.
Another key benefit of alliance work is that it
offers opportunities to learn and build capacity
within each of the partner organisations. When
building alliances, you might consider what each
partner can learn from each other.
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Alliances certainly do bring advantages to advocacy work, but they can be difficult to form and difficult
to sustain. They tend to suffer from unrealistic goals or expectations. For any organisation considering
progressing an alliance, the associated investment you will need to put in should be considered from
the outset. You should also consider whether entering into an alliance will help to achieve success, or
whether some of your potential allies might be more effective as independent actors. In short, you will
need to assess whether by working together you are more likely to succeed, and whether the alliance
itself will succeed.

Creating alliances

Taking a step-by-step approach when forming a new alliance will contribute to its strength and flexibili-
ty later on. The first step in any alliance is to consider who the best partners might be. You will need to
think broadly about possible allies. Your analysis, already carried out, of the different stakeholders in
your issue will assist you to identify key allies and those organisations who are most likely to be effective
partners in achieving your advocacy goals. You will need to carry out some research to explore common
interests and to define your expectations for working together.




Balanced alliances

A good alliance must find a balance of skills, in
order to be effective. You might research the
following issues, when considering which part-
ners to link up with.

« Communications capacity
« Policy research and expertise

» Sectoral representation, to engage different
stakeholders

» Regional representation, to promote cross-fer-
tilisation

« Organisational capacity, to support the activities
of the alliance

+ Collaborative work culture, to adapt to the
needs of the alliance

« “Inside”/“outside” advocates.

The next step is to consider the ingredients of a
successful alliance, and how these will be applied
to the alliance you are considering;:

« Having a common goal or interest

« Choice of partners

« Creating clear governance structures

« Open communication between partners

« Ability to develop action plans, with long- and
short-term outcomes.

Of these, one of the most important is for the
members of your alliance to share a common pur-
pose. If the alliance is to be strong and united,
such a goal will need to be defined by the alliance
jointly, not imposed on it by one stronger
member.

It is sometimes possible that allies can pursue
complementary goals, rather than a single shared
goal. Carrying out joint advocacy work may be a
more effective way to help partners achieve their
goals, but there would need to be equal priority
given to each partner’s aims.

In the same way, alliances should be regarded as
successful even if they do not clearly achieve the

common goal to which the partnership is working.

Partners should remember to look inward at the
numerous wins that may come, even with the
loss of a specific campaign. Success of this kind
is incredibly valuable, for building future
alliances and for making an immediate impact
on those who have engaged in the advocacy
work.

There are a number of factors which will influ-
ence whether an alliance will be successful.

» Representative: does the alliance give equal
weight to the voices of all the partners, and their
stakeholders, within it? All perspectives should
be heard. This is vital for legitimacy and there-
fore influence

+ Evidence: between them, allies must have
quality evidence to submit if the alliance itself is
to be regarded as legitimate and credible. Such
evidence must be well presented

« Persistence: all alliance members will need to
be prepared for the fact that influence requires
sustained pressure over a long period of time

» Influencers: the partnerships must include
those who have the power and influence to get
things done in the policy arena

« Links: where allies have links with others who
can contribute to the advocacy work and
advance its agenda, the alliance is likely to be
strengthened. These can complement other
strategies

» Networking: partners need to be able to com-
municate easily, so information technology links
are vital, as well as face-to-face opportunities

« Communication: tensions and conflict may
arise amongst allies, these must be discussed
openly, and time must be taken for conflict reso-
lution and problem solving

» Equality: attention must be given to allies both
giving to and gaining from the relationship
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Planning for action

With your goals, research and allies in place, the next step is to bring all this work together into an action
plan. Action planning should be coupled with a detailed budget, and both might require revision as the
programme develops and plans change. As you carry out activities, there will be internal and external
changes that affect the outcomes of your work. You should ensure your action plan is flexible enough to
take changes as time goes on. Periodic reviews and reflection, built into your planning process, will help
you to stop and assess whether you need to adjust your plans accordingly.

Even if things are likely to change, you should still begin with a detailed action plan and budget which
offers a starting point and framework from which to make those adjustments. Remember when plan-
ning, advocacy work can be slow and time consuming. You need to plan a long-term commitment and
have a realistic view of timescales when doing your advocacy planning work.

Good planning is essential for effective advocacy work, so always consider the following:

« Goals, objectives and strategies: these long-term aims are in line with your overall vision. They define
in broad terms where you are, where you want to go and how you believe you can get there

« Advocacy projects or programmes: these are medium-term planned periods of activity aimed at influ-
encing and changing the policy environment and public opinion around a particular issue. Activities
should achieve some of your overall advocacy strategy objectives. (Occasionally they are referred to as
advocacy campaigns, but we have chosen to reserve the word ‘campaign’ for public campaigning, which
is covered in the next section)

« Tactics, actions or activities: these are short-term specific activities within the larger change strategy,
designed for a specific moment and opportunity, such as research, lobbying, public mobilisation and
media work. Their purpose is to shape a project and capture the attention of people in power, in relation
to your issue

« Monitoring and evaluation: this involves monitoring progress and evaluating your impact so you can
change your strategy and activities as necessary, and learn for the future

« Participatory planning for citizen-centred advocacy: participatory approaches to planning community
action achieve your advocacy goals by making empowerment and active citizenship a practical reality

How your plan might look

Action plans take various forms, but all should detail exactly what you plan to do, when it needs to
happen, and who is responsible. You might consider drawing up a table, like the following:

« You should organise your plan in terms of its objectives; this will provide an overview of your advocacy
project and what you need to deliver

« The indicators column is where you will record your intended outcomes; that will allow you to see
when you have achieved successes

« Record in the review column the dates when you will review progress. It is at these dates where you
might consider how your plan and budget need to be revised
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Activities Indicators @ Timing Responsibility Review
Gain City water Exposure Utility By June The NGO's January
permission  utility visits for utility agrees to 2017 advocacy 2017
to establish representative  the manager
four to visit proposal and urban
community community and programme
managed water points allocates a manager
Governance in another budget for
hubs city. four water
in the X points to be
district of Lobbying constructed.
the meetings with
city, that targets to
provide explain how
easy the payment
access to and
information maintenance
on system could
city's work.
service
delivery Engage the
. media to
highlight the
unfairness of
these
communities
Currently
lacking
access to
water.
Local Submit Planning By The NGO's June
government | reports permission December @ health advisor = 2017
demonstrating = is granted 2017
the health for the
benefits of the construction
water points. of the four
water points
Corporate Build Company By March  The NGQO's January
landlord pressure from pledges to 2017 frustees 2017
the donate land
company's on which
employees. to build the
water
points

In addition to the overview, you will need a more detailed outline of what actions are needed, and when.

You should also take account of certain external dates which your activities might need to tie in with,
such as international conferences or consultation dates. Good advocacy is also about getting your mes-
sage, or your report, or your representative to the right meeting or person at the right time.

Don’t forget to schedule monitoring and evaluation activities into this timeline. Another way to
approach detailed planning is to do it by activity, rather than by timeline. This may be particularly useful
if different colleagues or teams are responsible for different types of work. You will, of course, still need
to build in account of timings and significant dates.
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The resulting activity plan might look something like this:

Broad Area Activity Who When
Lobbying Letter to X with report | date name
Meeting with date name
Leafleting at summit date name
Deliver petition and date {likely to be same
report person, team or
organisation)
Public Materials produced date name
campaigning Letter writing date name
Petition date (nb ready for name
delivery — see above)
Media work Media list ready date name
Press release sent date name
Report on website date (nb needs to name
coincide with letter to X | name
Press adveris placed —see above)
date
Awareness Posters date name
raising Community meetings date name
Waorkshops date name

You may need to produce more detailed plans or a series of separate plans. A large event, such as a
workshop, conference or press launch will also require a detailed plan of its own (for each of the various
activities), alongside the main advocacy plan. You will need to ensure your detailed plans fit into the
overview, so that everything is well coordinated.




Planning for monitoring and evaluation

The final, but essential, step in good advocacy is to develop a separate but related action plan for moni-
toring and evaluation.

Thinking about evaluation should be fundamental to all the planning stages, carried out alongside your
planning, not as an afterthought.

« What do you want the outputs of each activity to be? For example, you have distributed X thousand
leaflets, or the issue has received Y amount of media coverage, or X hundred members of the public took
action and showed their support

« What outcomes do you intend these outputs to lead to? For example, the government is amending its
policy on Z, or the local government has allocated X% of its budget to WSS

« These details will allow you to plan milestones, against which you can review your progress and later
evaluate your success and overall impact

This is a very complex area and it is often difficult to evaluate exactly what actions led to particular
outcomes, or what the final impact was. However, if you plan for evaluation before you begin, you will
have a far better chance of reaching a meaningful assessment than if you wait until the project is under-
way Or even over.
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Section 4 Advocacy actions

There is a variety of effective actions that your advocacy programme action plan will need to include.
Employing different actions, at different levels, appropriate to the audience and decision making level,
is likely to be much more effective than using only one or two different advocacy methods in one way.
This section offers you an introduction to some different advocacy tools that you can adapt to your own
issue, and include appropriately in your own action plan.

Lobbying

Lobbying is usually defined as attempting to directly persuade decision-makers and influentials.

It can be both formal, through letter writing and scheduled meetings, or more informally at chance
meetings, through leaflets or invitations to events etc. The cornerstone of lobbying is shaping the agenda
of the meeting around a ‘deliverable’ for the decision-maker.

Not all lobbying expects to reach a conclusion or success immediately. Often, lobbying can be based
around negotiation first, with longer term aims.

Preparing for a lobbying meeting

Preparing well for lobbying meetings is critical as it will help you to be clear about what you want to
achieve, how to go about it during the meeting, and how best to follow up what was discussed and negoti-
ated.

The key issue is clearly identifying what the decision-maker can deliver and how this fits into your over-
all advocacy strategy/advocacy agenda! With this in mind you should ensure that in your preparation for
the lobbying meeting you:




« Research your lobbying targets, and get to know
them. Use your analysis of your target’s values,
knowledge and experience to inform your tactics.

« Clarify your goal: what outcome do you want?
Will it solve the problem? Is it realistic? Have
clear and concrete policy ‘asks’, informed by your
analysis, evidence and proposed solutions

« Identify your policy ‘wins’, informed by infor-
mation and intelligence about what is feasible,
what will be opposed and what differences in
positions are

 Contact like-minded organisations for potential
collaboration and support. Alliances, particularly
with influential groups or individuals, can
strengthen a negotiating position

« Have persuasive case studies, statistics, facts
and figures to hand. Information can be a power-
ful negotiating tool

« Make sure you and other spokespersons are well
briefed on the issues lobby target — this will
increase your confidence and your credibility

» Meet with the other NGOs beforehand if you are
going to meetings with decision-makers or influ-
entials as part of an NGO delegation. This will
enable you to discuss the points you want to raise
at the meeting, and allow you to cover the issues
you want discussed at the meeting itself. Decide
who will make the points from among your group;
allocate roles including lead spokesperson and
note taker. Agree points amongst lobbyists, what
responses to questions or styles are to be used

e Prepare a brief (one page) of lobby points,
which can be left with the lobby target and serve
as an aide memoir. Anticipate the counter argu-
ments which the decision-maker may make and
have your answers prepared

During the lobbying meeting

Smaller numbers of people can lead to a more
constructive, less defensive atmosphere. Open the
meeting by introducing everyone around the
table. If you know that the decision-maker is hos-
tile to your position, you might point out areas of

common ground or mutual interest, and then pro-
ceed. Indicating a willingness to compromise at
the outset can be an effective way to create a
friendly climate. This can help in identifying the
true reasons for opposition to change.

Present the most important points first, but then
give the decision-maker time to talk and listen
fully to what they have to say. While it is import-
ant to have minimum and maximum positions, it
is not effective to put them out on the table initial-
ly. If a negotiator reveals the least they are willing
to settle for, your lobby target will not be motivat-
ed to negotiate beyond that minimum. In terms of
style, engagement is usually more effective than
condemnation. It may sometimes be appropriate
to be tough, it is seldom appropriate to be con-
frontational, especially if you intend to follow up
the lobby meetings with further ones.

Be clear on what you want the decision-maker to
do (but be flexible) and gain firm commitment
from them. If power holders or decision-makers
have previously decided that they will not be
influenced to change their position, this may par-
alyse the process. You will need to understand
each other’s position, and provide more evidence
to strengthen your position.

Use consistent body language: keep your voice
calm and regular, relax your shoulders, be con-
scious of what your demeanour and tone are indi-
cating.

Try not to let the discussion get off track; if it
does, interrupt politely and bring the discussion
back to the central issue. During the lobby meet-
ing you need to very clearly identify and discuss
the ‘policy ask’ that the decision-maker is capable
of delivering. This is the most important point. If
a question comes up that you cannot answer, say
you will get back to them, and always follow up
such a promise.

At the end of the meeting, thank the deci-
sion-maker for their time and re-state what you
understand they have said they will do.

38



Suggest a drafting committee is established with
a representative from your organisation; offer
your organisation’s services to assist the officer
responsible for implementing change; if your
formal offers are rejected, keep informal contact;
follow through all procedural levels until policy
change becomes a reality at all levels. Don’t
forget to thank everyone involved and state how
you intend to go forward.

Project visits

You may find that arranging a visit to an effective
project is a good way for lobbying to take place.
Seeing a positive example of the proposition you
are lobbying for can convince sceptical deci-
sion-makers, as well as giving the opportunity for
community members themselves to speak on
their own behalf.

The downside is that project visits can be expen-
sive, require lots of planning and time commit-
ment on behalf of participants — particularly the
decision-makers, which they may not wish to
commit.

Writing letters

Writing a letter can be another direct and formal
lobbying tool as part of your advocacy. Remem-
ber, though, that public figures receive many
letters, so you will want to ensure writing is the
most effective and appropriate way to get your

message across.

After the lobbying meeting

Follow up the meeting with a thank you letter to
your lobby target, which also includes a summary
of the points that were raised, refers to any agree-
ments or disagreements that arose during the
meeting, and outlines what the next steps are.
Follow up on any action points that were agreed at
the meeting, and share the information and
details of what was discussed during the lobbying
meeting with others/colleagues. Follow through if
your proposal is accepted.




Public campaigning

Public campaigning is the process of engaging the
public, and getting them to take some action to
demonstrate their support for your advocacy proj-
ect or advocacy position.

The main objective of public campaigning is to
demonstrate to your advocacy targets that there is
significant public concern about the issue and wide
support for your position. That can be particularly
effective because, very often, the public are voters
and are always consumers. As individuals they may
not have much influence, but united behind a par-
ticular position they can exert considerable pres-
sure.

An important objective is to directly influence the
public’s understanding of, and attitude towards, a
particular issue; and to change their behaviour.

A side benefit of public campaigning is that it can
offer an excellent opportunity for capacity building.
Linking up with partners to launch public cam-
paigns means both can learn from each other.

Your public campaign may be nationally focused,
calling for a policy change in a particular country,
or at an international level. You may even be calling
for a range of changes in different countries.
Whatever your public campaigning work, it is vital
that your positions and statements are backed up
by evidence, particularly your own project work.

Appropriate public campaigning

It is vital to remember that different countries have
different laws and cultural norms that will influ-
ence how you carry out campaigning work. In your
advocacy action plans, you should already have
considered what is appropriate, and even legal, in
the context in which your advocacy work will take
place.

Some of the key ways to implement public cam-
paigning are:

 Direct media: Distinct from media and publicity
work (covered below), direct media involves creat-
ing advertising campaigns, putting leaflets in mag-
azines, or directly sending them out to a mailing

list, or putting leaflets or posters in places where
they will most effectively reach your audience.
+This kind of direct media work is not easy to get
right, nor is it particularly cheap. Creating posters,
for example, may be cheap but they are difficult to
target accurately.

« Advertising, if you can afford it, can be particular-
ly effective. An eye catching advert, with clear mes-
saging about your issue, gives you control of what
you want to say, and you can ask people to do
something as a result.

You may wish to seek outside expertise if you wish
to get direct media right.

Manifesto: A manifesto is likely to be the corner-
stone of any public campaigning. A manifesto is a
short outline of your campaign messages, available
to the public, which uses clear and simple common
language to explain your position. It should state
why you are campaigning, the problem you are
addressing, and the solutions you are proposing.
You can then use your manifesto in leaflets, in pub-
licity campaigns and on your website, as a clear
statement of your campaign asks.




The public taking action: What actions do you
want your campaign supporters to take? Your
public campaigning may aim to ‘recruit’ people to
your cause, and take action on it. Or it may be
more directed to influencing the way the public
and politicians behave. Either way, your public
campaign should seek to motivate a large group of
people to act in a certain way, in favour of your
proposals. It may start small, but even a small
group of people can help to slowly encourage more
to come ‘on board’.

Mass writing: A popular campaigning tool in
Western Europe and the USA is asking people to
send letters, postcards or emails to a particular
target, raising specific concerns and requesting
specific results. You will need to provide people
with the necessary tools, such as sample letters,
ready printed postcards or an email template.

Petitions: Collecting a large number of signa-
tures, with names and addresses, on paper or
through a website, can be an effective way to
demonstrate mass support for your position. Con-
sider how you will deliver the petition to achieve
maximum impact, and don’t forget to secure
media coverage. Ensure too that you adhere to
local data protection laws.

Events: Campaign events, such as speaker rallies,
a march or a vigil, or even arranging a delegation
to your target’s offices, can attract media coverage.
However, large scale events do take a lot of work,
and can be very expensive. You might consider if
there are any other events you can ‘piggy back’
onto, having an information stall or leafleting
campaign.

Using the media

The media can play a significant part in public
advocacy work. Television, radio and press offer
the opportunity to both reach decision-makers,
and to influence wider public opinion.

The mainstream media is targeted at the general
public, but can also have considerable influence
over decision-makers and other opinion-makers
who respond directly to articles in certain presti-
gious newspapers or certain programmes on the
television and radio, particularly if they are
aware of that media’s influence over public opin-
ion.

Your advocacy work should, therefore, treat the
media as both a tool for advocacy, but also an
influential target of your advocacy

Like all aspects of advocacy, media work requires
clear goals and carefully planned actions. Before
you begin any media campaign, you should prop-
erly plan what you want your media advocacy to
achieve, and how you will go about it.

Key questions to ask include:

What message do you want to convey?

» Who do you want to reach with the message?
« How will you reach this audience?

« How will you utilise each type of media?

« How will you time your media effort to comple-
ment your other strategies?

« How will you measure success?



It is important to assess your advocacy targets, and
what forms of media they have access to. Many rural
communities now have access to radio, and some
read national newspapers on a daily basis. Urban,
industrialised populations may be more easily influ-
enced through television, while professional audi-
ences may respond to articles in key publications and
periodicals.

You should then research the media itself. Which
publications or programmes already cover your issue
or similar issues? How do they pick up new stories?
How free are they to say what they think (is there
censorship)? What is the style and format of the vari-
ous programmes/publications, and how can you fit
in with this? How can you contact them?

Make sure you understand the role of the press in
your country: is it outspokenly critical of the govern-
ment or government-controlled; which audiences do
they reach and what’s the style and tone of different
ublications?

Reaching the media

Building a contacts list enables you to rapidly pass
your messages on to all relevant media when you
have a news story. If you use your contacts list like
a database, recording any contact you have with a
journalist, it will assist you in building and main-
taining relationships with them.

In many countries you can buy a media list
prepared by specialist companies, but if that
approach is too costly, you can construct your own
by reading, watching and listening to local media,
and noting which issues specific journalists cover.

You may wish to make contact with key journalists
and editors just to introduce yourself and tell
them about your issues. If they have met you, they
will be more inclined to come to you when they are
working on a story, and they will pay more atten-
tion to any information you send. Investing time
in building relationships with journalists and
editors also enables you to run ideas past them, to
see what aspect of your story is most suited to
their needs.

Getting into the media requires more than just
good relations. You cannot always hope that
friendly journalists will find your issue newswor-
thy, because often it won’t be. The key to good
story selling is good timing, and linking your own
message with the breaking news.

You should look for news opportunities, such as a
natural event, a speech or anniversary to which
you can link your story. Keep a record of future
events in your diary that you could link your issues
to. When your story is already in the news, even
peripherally, it is easier to sell in your exact mes-
sages. Your task is to offer a story or photo oppor-
tunity that illustrates a new or local perspective, or
which dramatises a particular point of view.

Acting fast is often the key, and so is providing all
the information in one place so that the journal-
ists’ job is easier. Websites are being used increas-
ingly in this way, providing backup information,
images, quotes and more, all in one place.




The most common method for getting your mes-
sage to any kind of media is a press release. It is a
written document that outlines concisely the
issue you wish the media to cover, and is distrib-
uted by fax, post or increasingly by email to the
journalists you are seeking to reach.

A well written press release should make life easy
for the journalists, giving them enough informa-
tion in a short, punchy style to persuade them to
run your story.

Press releases can fulfil various functions:

« Give advance notice of an event

« Provide a report of a meeting, or convey deci-
sions

« Announce a new campaign, or provide progress
reports

 Provide background information

« Circulate speeches, report details etc
Good press releases




Pushing the message

Publishing documents, producing materials and
carrying out public campaigning face to face
through speaker meetings and events, are likely
to be an important part of any advocacy project.

Reports

Reports can be used to support lobbying activi-
ties by sending information to targets and influ-
entials; they also provide background for journal-
ists and partners, and perhaps even the public.

The way in which you present the results of any
research is as important as its quality. In all
cases, thought needs to be given to the audience,
and the way the report is presented should be
tailored accordingly. Remember to put in place
strategies for disseminating your report.

Most reports contain an executive summary,
which is often the only part of a report that is
actually read. A report aimed at an advocacy
target should also contain a brief list of the three
or four key points or actions you would like them
to take.

Conferences, seminars and workshops

A public event can be used to influence the
targets you invite, and you can even invite them
to speak. Such events also offer opportunities for
media coverage, and to raise awareness among
journalists, partners and the general public.

Many NGOs use community-based workshops
for citizen training and education as part of their
legal rights and policy advocacy efforts.
Conferences with high level speakers or compel-
ling topics can also draw mass media attention.
In many countries, a gathering of international
visitors may attract media coverage.




Leaflets, news sheets and posters @

Printed matter can be used as part of your public
campaigning to raise public awareness among
large numbers of people. They should be tailored,
with particular messages and approaches,
depending on who your intended target audience
is. You should be clear who your target audience
is and how you are going to distribute the leaflet
or news sheet before you start designing and pro-
ducing it.

Once you have decided that a leaflet or poster is
an appropriate tool for your campaign, it should
be designed to have maximum impact on your
audience. Your headings should be eye-catching
while avoiding being sensational. The content
should include a simple presentation of the facts
relating to your advocacy issue, and a clear state-
ment of what you want your audience to do about
it.

How you distribute the leaflets or where you
place the posters will depend on your target audi-
ence and the resources you have available. If you
have very limited resources, you may decide to
target the distribution very specifically to key
audiences.

Websites

A campaign webpage, or even micro-site, pro-
vides users with an accessible, user-friendly and
authoritative information resource. It can also be
a place for the exchange and communication of
ideas and views. It particularly offers opportuni-
ty to engage the public through online petitions
or message boards.

Your website should contain the background
information for your advocacy project, as well as
supporting materials such as press releases,
reports, stories, images and quotes. Anyone visit-
ing your site should be able to find everything
they need and, if possible, to be able to download
files.

Where appropriate, this will allow you to pro-
duce more concise paper materials because you

can refer people to the full detail available online.

However, many millions of people in the developing
world still cannot easily access websites and many
people are still not used to using the internet. Poor
design, including information overload, can also
prevent people from finding what they need on web-
sites.

Video and drama/street theatre

Street theatre or similar public events can help to
raise awareness among communities, and engage
the wider public. Vitally, it also offers the opportuni-
ties for stakeholders to tell their own stories and
become involved in advocacy work.

Drama provides an opportunity to present facts and
issues in an entertaining, culturally sensitive and
accessible way. In many societies, drama is a form of
communication through which people can comfort-
ably express their views. However, the number of
people reached is limited compared to other means,
and some critics suggest that it can trivialise serious
issues.

Video is a relatively expensive advocacy tool. How-
ever it has the potential for impact among both audi-
ences with low literacy (assuming the facilities for
broadcasting are available) and developed country
audiences increasingly attuned to audio-visual
presentations rather than the written word.
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Section 5 Monitoring and evaluation

Monitoring and evaluating the impact of advo-
cacy can be a difficult task. Many fail to do it,
despite building it into their advocacy plans.
Nevertheless, monitoring and evaluating advo-
cacy programmes is an important and unavoid-
able part of advocacy work.

Monitoring and evaluation must be central to
your advocacy action plan right from the begin-
ning, something that takes place alongside
research, planning and execution of your plans,
and which influences how you work at every
stage.

By building it into advocacy planning from the
start, you can connect the goals you want to
achieve with the development of indicators for
success. On-going monitoring acts as a way of
measuring the progress you have made at every
stage.

Carrying our periodic evaluation allows you to
identify any impacts that your advocacy work is
having at the same time as the planning and
doing takes place. Evaluation is not just about
analysing the end result, for example, the com-
pletion of a piece of work, but an appraisal of
longer term impact.

Monitoring and evaluation relies on collecting
and analysing information about the positive
and negative aspects, and impacts, of your work
and its progress.

A test of quality advocacy planning is the ease by
which your plans can be monitored, and how your
impacts can be evaluated.

Plans with clear objectives, indicators, targets and
a stakeholder analysis make monitoring very
simple; whereas if your objectives are vague and
unspecific, it is almost impossible to monitor or
evaluate your progress.

What are the challenges of monitoring and
evaluating advocacy work?

A great deal of NGO monitoring and evaluation —
not just of advocacy work — tends to focus on
inputs and outputs, with less attention given to the
more challenging but ultimately more important
outcomes and impact.

Evaluation is the assessment of the impacts from
advocacy and is full of methodological challenge.
Some of the particular difficulties associated with
assessing the impact of advocacy work — in con-
trast to that of practical project work — are listed
below:

» Advocacy is often a long-term activity and policy
change may be incremental and slow and imple-
mentation may lag significantly behind legislative
change. It is therefore often hard to say when a
significant change has occurred

« The process of change is often unpredictable

« Multiple objectives — advocacy objectives may
sometimes be process orientated and include
policy changes, programme changes, networking,
opening up democratic space for citizens and
increased accountability from service providers

 Hidden decision-making processes may be used
by bureaucracies and politicians

» Cause and effects are usually difficult if not
impossible to clearly demonstrate, as you will be
working to influence using a number of advocacy
tools, and it may not be clear which activity made
the difference to the direction taken by the deci-
sion-maker

« Advocacy work is often carried out through
networks and coalitions and whilst this is likely to
increase the visibility and power of advocacy work,
it also makes it more difficult to attribute the
results to the work of a particular organisation or



assess the exact contribution of each organisation
or group

« A variety of approaches is commonly used at
the same time, some more confrontational,
others based around private debate. This combi-
nation may be effective but renders the evalua-
tion of the contribution of each approach difficult

« Much advocacy work is unique with little repe-
tition

How can you review progress in advocacy?

For all of the challenges associated with evaluat-
ing advocacy, the outcomes and the impact of
advocacy work need to be recorded. Where possi-
ble we need to measure quantitative as well as
qualitative indicators.

Inevitably, the indicators to measure progress
towards advocacy objectives will mainly be quali-
tative. They may often have to be proxy indica-
tors, as results of advocacy are often intangible
(especially the intermediate results before policy
change is achieved). This makes the monitoring
and evaluation of advocacy more difficult, but the
principles remain the same.

In practice, it will be necessary to monitor advo-
cacy in a wide range of ways, including, for exam-
ple: monitoring your target, your relationships,
the media, your reputation and public opinion.
However, it is vital the monitoring and evaluating
system does not get too complex — keep it simple.

Given the contested outcomes of advocacy, it will
be useful if data collected for monitoring and
evaluation can sometimes be triangulated —
using different sources of information; using
different methods of data collection; and, using
different people to collect data.

Advocacy activities also need to be periodically
examined in the light of your organisation’s aims,
in order to prevent advocacy work losing its sense
of direction or absorbing resources without being
able to justify or account for their use.

Sharma’s Advocacy Training Guide (37) includes
a self-assessment questionnaire, which is a good
place for those planning and carrying out advoca-
cy work, to start to review their progress.

You may wish to answer the questions as a group,
or as individuals, and then bring your results
together for analysis.

Advocacy objective

« Is your advocacy objective moving smoothly or
have you encountered obstacles? What are the
obstacles and how can they be overcome?

« What else can you do to move your objective
forward? Would building new alliances or increas-
ing your media outreach help move your objective
through the decision-making process?

« If your objective does not seem achievable,
should you alter it? What would be achievable?

« Could you achieve part of your objectives by
negotiating or compromising?

« How much does the policy/programme change
reflect your objective? Did you win your objective
entirely, partly or not at all?

« Can/should you try to achieve the rest of your
objective during the next decision-making cycle?

+ Or should you move on to an entirely new advo-
cacy objective? What are the pros and cons for
each decision?

« Did the policy/programme change make a
difference to the problem you were addressing? If
you achieved your objective in whole or in part,
has it had the impact you intended?

Message delivery/communications

« Did your message reach the key audiences? If
not, how can you better reach those audiences?

« Did your audiences respond positively to your
message? Which messages worked? Why? Which
did not work and why? How can you alter the mes-
sages which were not effective?

« Which formats for delivery worked well? Which
were not effective and why? How can these
formats be changed or improved?

« Did you receive any media or press coverage?
Was it helpful to your effort? How could your
media relations be improved?
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Use of research and data

« How did using data and research enhance your
effort?

« Were data presented clearly and persuasively?
How could your presentation be improved?

« Did your advocacy effort raise new research
questions? Are more data needed to support your
advocacy objective? If so, are the data available
elsewhere or do you need to conduct the
research?

Decision-making process

« How is the decision-making process more open
because of your efforts?

« Will it be easier to reach and persuade the deci-
sion-makers next time? Why, or why not?

« How many more people/organisations are
involved in the decision-making process than
before you began? How has this helped or
hindered your efforts?

« How could you improve the way you move the
decision-making process forward?

« What alternative strategies can you pursue to
help take the discussion forward? Should you
target different decision-makers? Should you
consider different activities e.g. joint learning
seminars?

Coalition-building

« How was your coalition successful in drawing
attention to the issue and building support for
the advocacy objective?

« Was information distributed to coalition mem-
bers in a timely fashion? How could information
dissemination be improved?

« Are there any unresolved conflicts in the coali-
tion? How can these be addressed and resolved?
« Is there a high level of cooperation and infor-
mation exchange among coalition members?
How could internal coalition relations be
enhanced?

« Did the coalition gain or lose any members?
How can you enlist new members and/or prevent
members from leaving?

« Does the coalition provide opportunities for
leadership development among members?

« How was your network helpful to your advoca-
cy? How can you expand your network?

Overall management/organisational

issues

« Is your advocacy effort financially viable? How
could you raise additional resources?

 Is the accounting system adequate? Can you
provide to funders an accurate accounting of how
money was spent?

« How could your financial resources have been
used more efficiently?

« Were all events produced successfully and
meetings run smoothly? Which were not and why
not? How could logistics be improved?

« Are you or your organisation overwhelmed or
discouraged? How could you get more assis-
tance?

« Should you narrow your goal or extend your
timeframe to make you effort more manageable?
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