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Part 1: Background for Lead Organization

1. Orientation
About this toolkit:

The Access Initiative (TAI) Advocacy Toolkit is a set of tools developed to help TAI partners strategically achieve reform and policy practice around access to information, public participation, and access to justice.  Partners in Latin America contributed directly to the development of the toolkit in the regional meeting from 2009. Partners from Asia and Africa and attendees of the 2nd TAI Global Gathering contributed to the review of the tools over the course of their development.
What is TAI?

The Access Initiative (TAI) is the world’s largest network of civil society organizations working to ensure that people have the right and ability to influence decisions about the natural resources that sustain their communities. Working in their respective countries, TAI partners form national coalitions assess the performance of their governments to provide the public with: 

· access to information about government decisions, 

· public participation in decision-making, and 

· access to justice when their rights to information, participation, and a clean environment are violated.
The right to obtain government information, right to participate in government decision-making and the right to seek justice are a bundle of valuable rights which we call ‘access rights.’
TAI Partners use assessments to advocate for legal, institutional and practice reforms, raise public awareness, and engage their governments in a constructive dialogue to create change within their countries.

What do we mean by advocacy?

Advocacy, for the TAI Network means turning our research into meaningful change on the ground. It is actively convincing others that our goal of widening access is worth implementing and ensuring that implementation is done well.
Who this toolkit is for:

This toolkit is for members of civil society organizations interested in achieving reform around access rights. We believe, however, that the tools are general enough to be applied to any number of policy and practice settings.

Goals of the toolkit:

To translate TAI assessments into action. The goal of the Access Initiative has always been to foster change through evidence-based advocacy. In some cases, however, TAI assessments have sat on shelves and partners have not implemented strategies to ensure that assessments become results. This toolkit will hopefully provide a structure to help coalitions to turn their research into advocacy and to diagnose where there were there are obstacles in the reform process.
Establish attribution for successes to TAI. As the network has grown and strategies have diversified.  Some partners have attained meaningful reforms through litigation, others through lobbying or mass mobilization, and still others have worked through media organizations to raise public awareness and demand for access. This diversity has helped the network to grow, but the variety of activities has made it difficult to attribute which changes came about directly as a result of an Access Initiative activity and what might have occurred anyways.  By creating a process and a paper trail laying out the path between assessment and reform, we hope to help partners establish better attribution of activities to TAI research. In turn, we believe this will help fundraise for TAI.
Provide a structure for reflection and strategizing for partners. Successful advocacy is a mixture of slow incremental change and seizing on big opportunities when they arise. This toolkit, we hope, will help TAI coalitions move from reacting to threats to seizing upon these controversies as part of a larger campaign for institutional reform.
How to use the toolkit:
This toolkit is both modular and sequential, meaning that individual elements can be used independently, but also can be used to best effect in order. Each section corresponds to a phase in the advocacy process. Within each section, there are modules, or activities to help the coalition focus its energies and act strategically.

The toolkit is written around a post-assessment campaign to create some form of change but can easily be adapted to a country with an active TAI coalition with no assessment yet undertaken. A critical step in this process will be to hold a workshop in which a coalition of like-minded organizations and individuals can develop a shared strategy for achieving their goals.

Following on the collective work of the organization, there are tools for self-evaluation and reflection.
Toolkit structure:
The toolkit follows the 8-step advocacy plan developed at the TAI Latin America Regional Meeting. We assume that most partners involved in planning the advocacy strategy will have worked on the TAI assessment and may completed each of the steps below to some extent, but observation and pilot testing suggest that most organization in the network do not explicitly undertake these steps.

1. Problem Diagnostic – Narrowing and simplifying a few of your assessment findings. Making sure that the evidence and the problem match.
2. Elaborating a Policy Solution – Narrowing, elaborating, a Policy Solution. Making sure that the evidence and the problem match.
3. Analyzing the Decision-Making Spaces – Identifying opportunities and venues for change, as well as which individuals have the power to make decisions.
4. Relationship Analysis – Taking stock of external resources – who you know and who you need to know to get change in policy and implementation.
5. Self-analysis: institutions make a self-analysis – Taking stock of resources – human and otherwise – within the coalition.
6. Influence Strategy – How you are going to get there.
7. Work Plan – Who is going to carry out what tasks (and when).
8. Monitoring and Evaluation – Tools for evaluating ongoing obstacles and for reflecting about successes and failures along the way.
2. The Evidence-Based Advocacy Project Cycle
If you are a part of the Access Initiative you are interested in evidence-based advocacy. The network has built its reputation on investigating and providing innovative solutions to opening up government decisions for people and the environment.

In order to maintain this reputation while increasing our effectiveness at advocacy, we propose a simplified project cycle below:

	Phase I
	Phase 2
	Phase 3
	Phase 4

	Preparation
	Coalition formation and goal setting
	Implementation of advocacy strategy
	Evaluation and learning


Of course, any particular policy reform project is far more complicated this scheme. But the scheme should be sufficient to explain the basic building blocks of any campaign. The sections in this workbook match with each of the phases as shown in the table below
. 
	Step
	Phase
	Pages

	
	I
	II
	III
	IV
	

	
	Preparation
	Coalition formation and goal setting
	Implementation of advocacy strategy
	Evaluation and learning
	

	Preparing for the Advocacy Workshop
	X
	
	
	
	…

	Problem Diagnostic 
	X
	X
	
	
	…

	Elaborating a Policy Solution 
	X
	X
	X
	
	…

	Analyzing the Decision-Making Spaces 
	X
	X
	
	
	…

	Relationship Analysis 
	
	X
	
	
	…

	Self-analysis: institutions make a self-analysis 
	
	X
	
	
	…

	Influence Strategy 
	
	X
	
	
	…

	Work Plan 
	
	X
	X
	
	…

	Monitoring and Evaluation 
	
	
	X
	X
	…


3. Preparing for the Advocacy Workshop
An advocacy workshop is the focal point for your campaign. A gathering of all of the interested parties, it is a critical step for you to clarify goals, identify opportunities, and to assign responsibilities.  In many cases, such a workshop might be an excellent follow-up to a recently completed assessment, might represent the formation of a new coalition, or might be a chance to crystallize the advocacy work you are already undertaking.

This section provides tools for your workshop to help save you time and energy:
a. Workshop Goals and Objectives – These goals and objectives can be edited and translated to suit your needs, but provide a starting point. 

b. Advocacy Workshop Development action plan. This plan gives a list of conceptual tasks that need to be done to prepare for the workshop.

c. Advocacy Workshop timeline – This section gives you a suggested timeline of which tasks can be done ahead of time. This helps a coalition lead delegate tasks to their colleagues.
d. Core Member Recruitment – Not all members of an advocacy campaign will be “core members” or members of the TAI Coalition that did the research. You may want to bring on new partners with new resources, skills, or contacts. For that reason, we offer a planning tool to ensure that you have the right partners in your campaign.

e. Pre-workshop brief – This is a planning tool to help you get your core members on the same page and to prepare other members of your coalition before the Advocacy Workshop.
A. Workshop Goal & Objectives

Workshop Goal: Partner organization will create an action strategy to plan implementation of prioritized TAI assessment recommendations

Objective #1: Partner will have identified most important recommendations, translated these recommendations into tangible policy request(s)/reform(s), created a timeline to organize their plan and see what implementation will require (i.e., the type of strategy to be used – informed in part by identifying and familiarizing themselves with similar instances of reform enacted elsewhere and taken “lessons learned” from these case studies to apply to their own case), and delegated responsibilities (for every stage of the action plan).

Objective #2 Partner will have identified the key players (politicians, organizations, etc.) who will be affected by or have an interest in the reform, designed a strategy for engagement (harnessing their resources, minimizing a potentially damaging response, etc.), and build a time line for this.

Objective #3: Partner will have developed an advocacy and communications strategy to complement action plan, and a plan for monitoring progress and evaluating success.  A contingency strategy for each stage of the action plan should also be created.  

	3.2 Advocacy Workshop Development Action Plan

	Task completed?
	Section
	Person assigned
	Date

	Pre-workshop

	Formation of core membership

	
	Recruitment of core members
	
	

	
	Existing Skills and Resources inventory
	
	

	Priority setting

	
	Ranking
	
	

	
	Choosing priority reform
	
	

	Broader Recruitment

	
	Needed Skills and Resources inventory
	
	

	
	Member id
	
	

	
	Recruitment of all potential partners
	
	

	Policy Proposal

	
	Articulating the goal
	
	

	During workshop

	Strategy (during workshop-workshop)

	Revise Stakeholder mapping, political mapping
	Stakeholder mapping
	
	

	
	Prioritize primary vs. intermediary targets
	
	

	Lobby
	Choice of strategy(ies)
	
	Multiple docs

	
	Logistical planning
	
	

	
	Fundraising plan
	
	

	
	Action plan with timeline
	
	


3.3  Advocacy Timeline and Checklist
	4 Weeks Prior to Workshop 

	Activities
	Circulation of: 

· one introductory document to TAI network discussing overall plan for this process; 

· one document describing the pre-workshop activities. Partner will be asked to engage in two specific tasks: 

1: prioritize the TAI assessment recommendations (according to desirability & feasibility), including justifications/reasons

2: list people who ought to be included in the workshop’s planning activities, including justifications/reasons



	Outcome
	Partners will have:

· prepared to openly discuss which assessment they would like to implement first, and who they would like to include in the upcoming workshop (and for what reasons)




	4-2 Weeks Prior to Workshop 

	Activities
	Conference Call: 

Discuss what the recommendation priority for the workshop ought to be, and who they ought to include 



	Outcome
	Partners will have:

1. come to a consensus around the recommendation to be focused on for advocacy efforts 

2. determined if they have the resources/skills to create the “what” of the policy prior to the workshop

· If yes, then partners will have delegated responsibilities for creating policy options to be opined on at the workshop

· If no, then partners will have determined what expert they could contact to formulate a policy to use as the basis for advocacy efforts 


	2 Weeks Preceding  Workshop 

	Activities
	Follow up: 

Through consistent email exchanges, discuss progress on:

· contacting experts, allies, etc. to attend meeting

· logistics for workshop

(if policy creation is in-house) 

· progress on writing the proper policy 

(if policy creation is out-sourced)

- updates on how the expert is faring with the policy options 

	Outcome
	Partners will have:

· prepared themselves to start the meeting with the “what” of policy options already formulated

· ensured all of the proper people will be attending

· solidified logistics of workshop


	Workshop, Day One - AM

	Activities
	The “what” of policy reform
Discussion of policy options that have been prepared

· weighing of costs & benefits of each

· assessing each according to various standards, including but not limited to: efficiency, feasibility, equity, accountability

	Outcome
	Partners will have:

· Determined a proper policy option whose implementation will be the advocacy plan’s goal  


	Workshop, Day One - PM

	Activities
	Introduction to the “How” of  policy reform  

For each sector of the action plan, conduct a stakeholder analysis

· Who will support/oppose plan: How can we harness support and minimize effectiveness of opposition

· Who should be targeted and how? 

Political Mapping & Lobbying Strategies

· how can the partners engage politicians

Identify available strategies to undertake this reform

· media involvement (op-eds, calls to reporters) 

· government involvement (lobbying, meetings, etc)

· public involvement (training sessions, workshops, adverts, etc)

· civil society involvement (training, combined pressure, alliances, etc)

	Outcome
	Partners will have:

· Conducted a stakeholder analysis and determined appropriate strategies for harnessing support/minimizing opposition


	Workshop, Day Two - AM

	Activities
	Follow up to the “How” of  policy reform
Self-analysis: What resources do the partners have available?

Media Strategy

· Who does the partner know in the media?

· What is the best way to approach the media? 

· How can the partner best make use of the media to inform the public, pressure key stakeholders (if needed)

	Outcome
	Partners will have:

· Identified resources that the partners have or will need, and planned how to leverage them

· Developed media strategy


	Workshop, Day Two - PM

	Activities
	Concluding the “what” of  policy reform
Work Planning

· Refine action plan, determining what sector(s) will be targeted and how they will be targeted

· Draft a timeline of the plan, with responsibilities delegated. Timeline will be comprehensive, and describe how the partners will move forward with their action plan.

Fundraising

· Establish how progress will be monitored (using indicators from previous day), and a schedule for follow-up

· 

	Outcome
	Partners will have:

· Finalized an action plan

· Created a timeline that describes how they foresee their action plan being implemented 

· Set up a follow up process so that they will communicate with one another at regular intervals, discussing how responsibilities are being upheld


3.4 Core Member Recruitment

Not all members of an advocacy campaign will be “core members” or members of the TAI Coalition that did the research. You may want to bring on new partners with new resources, skills, or contacts. For that reason, we offer a planning tool to ensure that you have the right partners in your campaign.
It might be beneficial to include allies who will be able to provide input and help guide the process.  

Step One

Identify who you would like to include in the pre-workshop planning process 
	Name 


	Affiliation 
	Contact Information 
	Contacted? Follow up?

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Step Two

Make contact.

Ask them if they would like to be a part of the planning process for the workshop. If they express interest, provide them with the results of the TAI assessment (if they don’t already have it).  Explain the process. 

Step Three

Follow up with these contacts. 

Keep these allies well-informed and part of the Pre-Workshop brief. Those who initially decline will be interested in participating in the workshop itself but not preparation for the workshop. They may have connections in relevant sectors that would be useful. Or maybe they will serve to be allies once the advocacy campaign begins. 
3.5 Pre-workshop Brief

This is a planning tool to help you get your core members on the same page and to prepare other members of your coalition before the Advocacy Workshop.
The medium for this step could be a series of conference calls, email exchanges, or other ways that do not require personal interaction but allow for a back and forth dialogue.

The purpose of this step is to have the partner agree on the goal of the workshop and begin brainstorming ways that they can leverage the resources of their organization and that of stakeholders to realize this goal. 

The general content of each pre-meeting should be the same for each partner organization. They will need to deal with the same preliminary issues, as opposed to the actual workshop, which will be tailored to suit the context and needs of each partner. 

Structure

Re-visit the core recommendations of the TAI assessment. (e.g. decide on a workshop goal) 
1) What are the priorities?

a. Consider feasibility & desirability 

2) Select a single recommendation to focus on for the advocacy workshop that will best satisfy these two key criteria. This will be presented in the first section of the workshop.
Planning to achieve this recommendation will become the workshop’s goal
Questions to ask:

What resources are needed to achieve this goal and implement the recommendation? Does the organization currently have these resources at their disposal, or must they be acquired? 

· Is there an expertise (legal, educational, environmental, etc.) needed to fulfill this recommendation that the partner currently lacks?

· If so, what kind of expertise is needed? Where can it be obtained? 

· Who are the relevant stakeholders (politicians, NGOs, interest groups, etc.) that should be included in implementing the recommendation?

· Includes actors that are needed (e.g. politicians needed to pass laws), actors that could help (e.g. allied NGO shares interest in seeing the recommendation be implemented), actors that will be affected (e.g. companies or citizens’ rights groups) 

i. (For any role) Should these actors be invited to attend the formulating workshop and hence included in ownership of the advocacy work, or called in after the plan is made? 

· What connections, relationships, skills, are at the disposal of the partner to help achieve its workshop goal?

What actions can be taken to leverage the partner’s resources (and the resources of stakeholders, allies, etc.) in pursuit of the goal? 

· brainstorm; think broadly
Part 2: Workshop Materials

Workshop Sample Agenda
_________________________________________________________________________________________________

Day One – Morning – The “What” of Policy Reform

Activities

Step 1: Problem Diagnostic
Presentation of recommendations

Step 2: Policy Solution
Discussion of policy options that have been prepared

· weighing of costs & benefits of each

· assessing each according to various standards, including but not limited to: efficiency, feasibility, equity, accountability 

Outcomes

Partners will have:

· Determined a proper policy option whose implementation will be the advocacy plan’s goal  

_________________________________________________________________________________________________

Day One – Afternoon – Choosing a Strategy  

Activities
Step 3: Decision-Making Spaces 

For each sector of the action plan, conduct a stakeholder analysis
· Who will support/oppose plan: How can we harness support and minimize effectiveness of opposition

· Who should be targeted and how? 

Step 4: Relationship analysis

Political Mapping & Lobbying Strategies

· how can the partners engage politicians

Identify available strategies to undertake this reform

· media involvement (op-eds, calls to reporters) 

· government involvement (lobbying, meetings, etc)

· public involvement (training sessions, workshops, adverts, etc)

· civil society involvement (training, combined pressure, alliances, etc)

Outcome
Partners will have:

· Conducted a stakeholder analysis and determined appropriate strategies for harnessing support/minimizing opposition

Day Two – Morning – Taking Stock of Resources
Activities

Step 5: Self-Analysis
What resources do the partners have available?
Step 6: Influence Strategy and Communications
Media Strategy
· Who does the partner know in the media?

· What is the best way to approach the media? 

· How can the partner best make use of the media to inform the public, pressure key stakeholders (if needed)

Outcome

Partners will have:

· Identified resources that the partners have or will need, and planned how to leverage them

· Developed media strategy
_________________________________________________________________________________________________

Day Two – Afternoon – Roles and Responsibilities
Activities

Step 7: Work Plan

· Refine action plan, determining what sector(s) will be targeted and how they will be targeted
· Draft a timeline of the plan, with responsibilities delegated. Timeline will be comprehensive, and describe how the partners will move forward with their action plan.

Step 8: Fundraising Plan
· Establish how progress will be monitored (using indicators from previous day), and a schedule for follow-up

Outcomes

Partners will have:

· Finalized an action plan

· Created a timeline that describes how they foresee their action plan being implemented
· Set up a follow up process so that they will communicate with one another at regular intervals, discussing how responsibilities are being upheld
Step 1: Problem Diagnostic

The goal of the Problem Diagnostic activities are to help you narrow and simplify the findings of your research. Situations are always complex and there are many possible solutions for any particular problem, but in order to achieve reform, we must prioritize. Go through these activities in small groups to develop consensus on priority reforms. It would be helpful to carry out this activity before the advocacy workshop. Decisions on priorities before the workshop can help to focus discussion during a workshop.
A. Ranking/Choosing Priority Reform

Narrow, elaborate, and/or simplify a few of your assessment findings. Making sure that the evidence and the problem match. [This can be done on a worksheet, a chalk board, or poster paper.]
One: Review your recommendations
Review TAI assessment findings. [Organizer, please attach assessment findings.]
Two: Finding the best recommendations
Rank findings according to dual criterion: desirability & feasibility 

Desirability – how closely does achieving the recommended reform align with TAI’s access goals? (Information, Justice, Participation)

What three reforms would come closest to realizing the TAI principles?


1.


2. 


3. 

Feasibility – how difficult will it be to achieve the recommended reform? (consider internal and external constraints) 

What three reforms are most feasible? -- The partner has the skills/resources to achieve them , or there is a favorable political climate, etc?


1.


2. 


3. 

Three: Identifying achievable reforms
Do any in these two lists overlap?

Prepare a ranked list of recommended changes, with reasons supporting the placement of each ranking. 

1.

Reasons:

2.

Reasons:

3. 

Reasons:

Four: Arrive at a Consensus 

Discuss the different rankings. 

Come to a consensus on the recommendation that ought to be pursued. This will then be the goal. 

Choose the priority reform 
Step 2: Elaborating a Policy Solution
This part of the workshop involves developing a policy solution. In some contexts, you will already have a proposal drafted such as language for a new law, or changes to existing procedures. In such cases, you will want to bring a finished draft of your proposal to the workshops. In other cases, you will want to work with partners to develop a proposal. This is an excellent option when you want to increase the amount of ownership for a proposal your partners feel.
A. Policy Comparison
Creating a policy is a multi-step process.

“A policy is a rule applied in a specific situation that produces a specific change in some state of human affairs.  The rule enacts, actually produces, a priority, the desired state of affairs.  This means the policy contains some claims about cause and effect relationships (‘the rule will bring about the new state of affairs’), and about norms or values (‘the new state of affairs is better than the current one or other alternatives’).  Policy analysis can focus on (a) the rule itself, (b) the ability of the rule to produce the desired state of affairs, and (c) the values embodied in the policy.”

First, ask yourself what the problem is.

(e.g. “The problem is that society doesn’t have enough information concerning developmental projects that are potentially devastating”)

It is crucial to separate the problem from the potential solution.

The problem is : ____________________________________________________________________________
Second, ask yourself what is causing the problem.

(e.g. “The FOI law is outdated and doesn’t enable civil society to hold developers accountable,” or “The courts are not considering the appeals of the population”) 

A clear understanding of the cause(s) of the problem is critical to designing an appropriate policy.  

Cause(s):

1.

2.

3.

4.

Third, research policies that have been established elsewhere as solutions to this particular problem, and how they fared.

	Policy
	Location
	Result

	
	
	

	
	
	

	
	
	

	
	
	


Fourth, using these previous policies & the lessons learned from them as a starting point, rank how each would fare if implemented in the partner’s society. 

The ranking criteria are: effectiveness (how well would the policy address the problem?), equity (how fair is the policy?), efficient (how wasteful would the policy be with resources?), accountable (how well would the partners be able to monitor progress and ensure that it works as according to plan?), and political feasibility (how likely is it that the policy will be implemented?)
	
	Policy #1: 
	Policy #2: 
	Policy #3: 
	Policy #4: 

	Effective
	
	
	
	

	Equity
	
	
	
	

	Efficient
	
	
	
	

	Accountable
	
	
	
	

	Feasible 
	
	
	
	


Fifth, you tailor the chosen policy alternative to the situation at hand. Note that many policies are not mutually exclusive, and so combinations of them are not out of the question. 

B. Articulate the Policy Recommendation 

You have assessed alternatives, and now you must create a policy. 

This policy will be the governing principle, plan, or understanding that guides action. It states what the partner will do, but not how. 

(e.g. “The FOI law shall be updated to read, “…” ’, or, “Developers, upon submitting a bid for logging, shall, be required to do X”)

The policy recommendation ought to include its purpose (i.e. the cause of the problem it is addressing & moreover why this condition is a problem), and reasons that confirm it is an appropriate solution to this problem. 

It is important to understand that over time, through the advocacy campaign, the policy itself may change. The partner may choose to keep it broad in the beginning and narrow down details as negotiations with important stakeholders begins. 

The policy should be concise & readable. 

For help structuring the policy recommendation, see: 

http://web.uvic.ca/~sdoyle/E302/Notes/Policy%20Recommendation.html
http://www.ischool.utexas.edu/~i382l5pd/su2003/suggestions.html
Write the policy recommendation.
Step 3: Analyzing the Decision-Making Spaces

It is important to identify where and when you have a chance to influence the policy. This will change depending on whether the problem is high on the political agenda, whether there are already proposals for solving the problem, and the degree to which your country or political context is used to civil society input.

A. Listing Decision-Making Spaces

For this activity, you will want to identify the various types of spaces for advocacy that are available to you. This will vary by country, but we list a few common ones as examples below.

	Type of Opportunity
	Specific Activity

	Formal

	Legislative
	Ex. Legislative hearings

	
	Ex. Lobbying

	
	

	
	

	
	

	
	

	Administrative
	Ex. Public participation in rule-making

	
	Ex. Public participation in project decisions

	
	Ex. Administrative lobbying

	
	

	
	

	
	

	
	

	Judicial
	Ex. Litigation

	
	Ex. Amicus curae

	
	

	
	

	

	Informal

	Mass mobilization
	Ex. Public education

	
	Ex. Public protest

	
	

	
	

	Capacity building
	Ex. Training judges

	
	

	
	

	Other
	


B. Listing Upcoming Opportunities to Affect Decision-Making

Copy the “spaces” and specific activities from above to see which offer opportunities for actual change. While you will not be able to participate in all activities, this will help you select strategies to advocate for your agenda. You will see examples filled in below based on an imaginary campaign to have greenhouse gases reclassified as hazardous materials.
	Activity
	Specific Opportunities
	Date

	Ex. Legislative hearings
	Parliamentary committee on land and air to hold hearing on greenhouse gas accounting (GHG) accounting methods
	12-18-10

	Ex. Public participation in rule-making
	Upcoming public participation on chemical classification at National EPA
	12-17-10

	
	Upcoming public participation on greenhouse gas accounting at National EPA
	12-24-10

	Ex. Public participation in project decisions
	None
	…

	Ex. Administrative lobbying
	None
	…

	Ex. Litigation
	None
	…

	Ex. Amicus curae
	Ongoing litigation from fellow NGO; opportunity?
	Ongoing

	Ex. Training judges
	Seminar at National University for judges on chemical emissions law
	11-22-10

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Step 4: Relationship Analysis
The goal of relationship analysis is to take stock of external resources – who you know and who you need to know to get change in policy and implementation. In order to carry out relationship analysis, there are a number of steps:
A. Identify primary and intermediary targets

B. Perform a sector analysis

C. Carry out a stakeholder analysis

D. Identify lobbying strategies [there may be a better term for this, or it may not translate to your country; if so, pick a better phrase]
E. Prepare for the possibility of conflict resolution
[Workshop, organizers, this will probably be too many activities for your workshop so select those which you find most necessary.]

A. Identifying Primary and Intermediary Targets 

Once you have identified the policy that you are seeking to advocate and the opportunities that you might take advantage of, it is critical to identify the individuals that you hope to influence. It is important to target specific individuals rather than “an NGO” or “the government,” because organizations are usually multifaceted and are never monolithic. Furthermore, it is often a waste of resources to target an entire organization. For example, a city council may be 4 to 5 against a decision you would like them to take. In this case, four members already agree with you and some never will. Spend your energy targeting the 1 or 2 individuals who might be persuaded.
Analyze your target groups to plan your strategy. We break them into different categories:
Primary targets are those with positions of authority in groups whose support/opposition will be most relevant for our efforts. 

Intermediary targets are those whom our partners know within these different groups, or at least who within them should be targeted as an “in” or ability to gain their collective ear. 

For each group/institution listed earlier as a relevant stakeholder, list the primary & intermediary target, and their contact information. 

	Group
	Primary Target
	Intermediary Target 

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


B. Sector Analysis

Sometimes, it is a worthwhile activity to examine the different “sectors” that you might influence. This might help your group of advocates decide on the theory of change. While this may be slightly abstract, it helps build a shared approach to change among your members.
Consider the sectors below. First, fill out the role of each organization. Then, consider, “What sectors end up being the most relevant for the policy recommendation being pursued? “
	 Sector
	Role in implementation 



	Government


	

	Media


	

	Civil Society


	

	Public


	

	Legal Community
	


 C. Stakeholder analysis 
[Pilot testers, you may find this the most useful part of this section.]

Policymaking can be divided into two general categories, the “what” and the “how.” The “what” of policy reform involves the identification of the content of the policy. This is highly technical and is the aspect of policymaking upon which many advocates focus.  The “how” of policymaking involves the identification of the best means for successfully implementing the desired policy. After decades of failed policy reforms, numerous advocates for policy reform have realized that the process by which a policy is reformed may be equally as important as the content of that policy. Stakeholder analysis is one central part of the process of policymaking, and is an essential tool for the successful implementation of policy reform. 

“Stakeholder analysis is designed to assist policy managers in identifying those interests that should be taken into account when making a decision.” (Brinkerhoff & Crosby, 2002, p. 141)
. Failing to identify and account for certain stakeholders may doom a reform. Similarly, properly identifying stakeholders allows policy advocates to tailor their strategic plans to these different constituencies in order to bring them on board and raise the chance of success. 

The 5 Steps of Stakeholder Analysis: 

1. Who are the relevant stakeholders?

2. What interest does each stakeholder have in the policy reform?
3. What resources are available to each stakeholder?
4. Can the stakeholder mobilize those resources? 
5. Does the stakeholder support or oppose the policy reform?
Detailed Explanation of Each Step:

1. Who are the relevant stakeholders?

The best way to begin this process is to brainstorm possible stakeholders with 6-10 knowledgeable practitioners. This group is likely to come up with at least 20 stakeholders which you will then focus on for the analysis.

In a sense, everyone is a stakeholder in policy reform. Our job, however, is to decide which stakeholders are relevant by identifying those that may have influence over the outcome of the policy reform.

i. Can the actor or group damage or weaken the authority or political support for the decision-maker?

ii. Does the presence and/or support of the actor or group provide a net benefit, strengthen the implementing agency, or enhance the decision-makers’ authority?

iii. Is the actor or group capable of influencing the direction of the implementing agency’s activities?

If you answer “yes” to any of the above questions, then that group should be given close consideration as a stakeholder. 

2. What interest does each stakeholder have in the policy reform? 

Note no more than 2 or 3 interests that are central to each stakeholder, ranking each interest as High, Medium, or Low in intensity. This helps to decide the priority of each issue to the group and the degree to which they will fight to preserve their interest. 

3. What resources are available to each stakeholder? 

Separate the resources available to each relevant stakeholder into 5 categories:

i. Financial / Material (Ex. Does the group have the resources to mount a lobbying or advertisement campaign?) 

ii. Access to or control over vital information (Ex. Does an individual or group have expertise in the policy area?)

iii. Status / Social position (Ex. Does the group have status in the community that lends it credibility, such as a group of physicians that support health care reform?)

iv. Legitimacy (Ex. Has the person or group been discredited, such as a prime minister who receives a no confidence vote?)

v. Coercive power (Ex. Can the group impact elections, go on strike, mobilize a protest, etc?)

The greater the amount of resources a group can bring to bear on the process, the greater amount of influence that group can have on the process. Conversely, a group with few resources may have little influence despite having very high interest in the reform. 

4. Can the stakeholder mobilize those resources? 

A group with plenty of resources may have greater or lesser capacity to mobilize those resources. If the group cannot mobilize the resource, then the resource is not relevant. 

5. Does the stakeholder support or oppose the policy reform?

How will the group come out on this issue? Are they opposed or supportive? It is helpful to rank their support from “very supportive” to “supportive” to “split/undecided” to “opposed” to “very opposed.” 

When to Use Stakeholder Analysis:

It is important to use this analysis during the formulation of the policy itself. If all of the relevant stakeholders can be identified and included in the formulation of the policy then there is likely to be a greater chance of implementation.

It is also important to use this tool during the formulation of a strategy for implementation. Stakeholder analysis will help you to identify the strength of opposition, and the possible sources of support and solidarity, giving you the knowledge you need to create a successful strategy.

Use it periodically to track the shifting interests of stakeholders. This will allow you to continuously adapt your strategies to changing interests, and increase your chances of building support for your policy reform. 

An example of a fictional stakeholder analysis follows.

After completing the Access Initiative’s assessment toolkit on transparency, participation, and accountability, you discover that your country lacks transparency and public participation provisions in the Environmental Impact Assessment (EIA) procedure.  Thus you wish to bring about a law and policy change where access to information rights and public participation are recognized and implemented in the EIA procedures. How do you begin such a policy reform? One important place to begin is by doing a stakeholder analysis. 

You should organize a meeting with several knowledgeable allies to create a list of relevant stakeholders. This list is likely to include key government ministers (including the ministers of environment and industry), the Chamber of Commerce, the environmental protection agency, the communities directly affected by the policy, local parliamentary members, national parliamentary members (if the scope of the policy is national), the EIA consulting lobby (scientists and universities who would benefit from the business of conducting EIAs), civil society organizations, the media, and international institutions. This may seems like a very long list, but it is necessary to identify everyone at first. As you continue through the steps of the stakeholder analysis you will begin to identify the most important stakeholders on the list. 

Please see the excellent example of a real stakeholder analysis submitted by Ramamurthy Sreedar for an Urban Water Supply issue in Dehradun, India (below).
As you begin to gather stakeholder information to fill in the table, you will see that to know a stakeholder’s interest and level of support you must have a reliable informant with inside information, and/or you must meet with the leaders/representatives of these organizations and ask them these questions directly.  It is best to have several sources of information to ensure accuracy and to avoid bias.  Also note that the interests, resources, and support of each stakeholder can change over time, greatly affecting your policy reform. The two attached sample tables show different possible outcomes for the same issue, depending on the interests of the stakeholders. Your table will likely have several more stakeholders with more specific details on each. 

The next step is to take the information you gained in this analysis and place it within a Map of Influence. This map will allow you to determine which stakeholders you must address in your campaign to have the greatest impact.
	Media
	Wants to do more articles and stories on the environment
	Legitimacy
	Have several staff writers and editorial boards who are sympathetic to issues of transparency 
	Supportive


Supportive Stakeholder Analysis

Supportive Influence Map



• Minister of Industry & Chamber 

of Commerce








• Minister of Environment






• Local Parliamentary Member






• Media






• Environmental Agency




















• Intl’ Institutions






Consulting Lobby; Civil Society Orgs •





       • Affected Communities

You can see that according to this chart, you are very unlikely to gain the support of the Chamber of Commerce or the Minister of Industry.  While the affected communities are on the fence, their influence is low and therefore you should not spend a lot of time on them.  The stakeholders that should be focused on are the local parliamentary members, the media, and the environmental agency to ensure their continued support.

Unsupportive Stakeholder Analysis
	Group
	Group's Interest in Issue
	Resources Available
	Resource Mobilization Capacity
	Position on Issue

	Minister of Environment
	Wants to facilitate exploitation of environmental resources
	$500,000 budget / year to allocate to any environmental project he wants; Has critical statistical information on transparency and participation; Is a high level minister and thus has a great deal of power 
	The budget is discretionary - it can be used to lobby and place ads in the media opposing the reform; The statistics are publically available but we must request them; His influence is with the current prime minister: in 6 months there may be change of government and loss of influence 
	Very Opposed

	Minister of Industry
	Does not want more regulations on business
	High level minister with a great deal of power; Has $1,000,000 budget / year 
	Budget is discretionary - can use for ad campaign or lobbying; Power not tied to current prime minister - can use power now or later during different government
	Very Opposed

	Local Parliamentary member
	Wants to meet needs of local community, both citizens and business 
	Can use media to affect public opinion; High social status in region; Small budget.
	Has weekly radio and t.v. show; Budget is not discretionary 
	Supportive

	Chamber of Commerce
	Wants to increase profit for business members, create better climate for foreign investment
	$200,000 budget / year; High social status; Connected to many government ministers
	Can use entire budget for lobbying / ads
	Very Opposed

	Affected Communities 
	Want jobs as well as to end pollution of water and land
	A great number of people
	Poor community, unorganized: unlikely to be able to get people to protest without help; Low voter turnout, although still able to affect election
	Split: some supportive some opposed

	Environmental Agency
	Wants an efficient process for granting contracts; Does not want public participation
	Great legitimacy on environmental issues
	Can make recommendations to parliament on whether such policy reforms are good or bad
	Very Opposed

	Consulting Lobby (scientists, universities)
	Wants the EIA business
	Experts in the field of environmental analysis; High social status
	Are willing to use expertise and high social status to influence decision-makers
	Very Supportive

	Civil Society Organizations
	Want more transparency 
	Expertise in improving transparency; High social status  and legitimacy
	Have many members who are willing to put in time and resources into lobbying and organizing community members
	Very Supportive

	International Institutions (World Bank, etc.)
	Want more transparency 
	Expertise; Legitimacy
	Already have EIA and Community Consultation programs in place - can use as examples for our country
	Very Supportive

	Media
	Wants to do more articles and stories on the environment
	Legitimacy
	Have several staff writers and editorial boards who are sympathetic to issues of transparency 
	Supportive


Unsupportive Influence Map


• Minister of Industry & Chamber 

of Commerce

• Minister of Environment






• Local Parliamentary Member






• Media

• Environmental Agency




















• Intl’ Institutions






Consulting Lobby; Civil Society Orgs •





       • Affected Communities

You can see that according to this chart, you are very unlikely to gain the support of the Chamber of Commerce or the Minister of Industry.  While the affected communities are on the fence, their influence is low and therefore you might not want to invest a lot of time on them.  The groups that should be focused on are those with a high degree of influence and that are not entirely opposed to you. The Minister of Environment and the Environmental Agency should be pressured as much as possible, while the Media and Local Parliamentary Members should also be lobbied to ensure continued support.  

Example Stakeholder Analysis: Stakeholders’ Motives and Aspirations in Urban Water Supply in Dehradun, India (From TAI Himalaya)
	Corporation
	Employees
	Community 
	Bureaucracy
	Government/Political
	Private Enterprise

	Existing Needs
	• Assured

Employment

• Other Income

Avenues


	• Assurance on Water price line

• Say in Decision - Making


	• Power and influence


	• Vote Bank

• Funds for P arty and self


	• More contract business

• Higher management skills for his people and material resources to deliver Time/

Quality/ Cost

	Power
	• Unionisation
	• None
	• Decision making (Top down)

• Financial

Control

• Influencing policy to protect their interests
	• Power over bureaucracy

• Drive Contract - friendly projects
	• None, unless he is a big contractor with ‘ influence’ and ability to offer speed monies .



	Fears
	• Loss of employment

• Greater income to Private

Enterprise when infrastructure is already existing
	• Increase in price

• Worsening

quality of service (Fears came true in Power Sector)
	• Loss of power/ influence

• Los s of grants / Funds

Assistance

• Fear of being accountable to public with no authority or control
	• Fear of vote bank reprisal on failure

• Los s of control for a disempowered bureaucracy

• Fear of greater efficiency of new water regime showing up their incompetence
	• Reprisal from bureaucrats and politicians

• Loss of business

• Payments servicing

• Loss of

business reputation

	Mitigation

measures, plans

needed
	• Ensure long term interest protected
	• Contract damage clauses on enterprise for-Nonperformance, stability of tariff, Transparency and information Management by enterprise to community (on price, supply, logistics, maintenance)
	• Elevated to play advisory role

• Sharpen their role as ‘keepers of knowledge’


	• Create an environment of assurance for all stakeholders, with view to protect vote banks


	• Impart stability to his business

• Insulation from bureaucracy /politicians

• Clear contract

guidelines



	
	• By ensuring continued role in a revised water regime


	• Citizen Awareness

Campaign to enhance

Information on rights and claims of community on

Bureaucracy
	• Devise

Strategy and

Regulations

against user abuse


	• Find means of ensuring revenues to serve their political machinery (!)


	• Infusion of

Management development systems



	
	• Reskilling to ensure cont inued product ivity in new contexts

• Ensuring stake in Enterprise projects with quid pro quo of this segment’s sharing knowledge and organizational

memory of services
	• Brief

Di rectory for

community of

who is liable

for what

• Helplines to access

Bureaucracy Right to

Information and right of recourse to community
	• Babus tel l us :

Tomorrow is another word for Today. That the system is eternal. Change this


	
	• Replicable

and scalable

models of

cont ract works

• ‘Clean’ work environment without social / institutional

snags


D. Lobbying strategies
 [Is this diagram useful? What might you use it for?]
COLLABORATION STRATEGIES                                                                                                                     ADVOCACY STRATEGIES
	Issue-specific collaboration
	
	Ongoing collaboration
	
	Sporadic collaboration
	
	Lobbying structure
	
	Advocacy group

	

	
	

	
	

	
	
	
	



E. Conflict resolution 
[Should we develop a tool on this? At this time, WRI has not developed a tool for this. Do any of the pilot testing organizations have a tool that they use regularly?]
Step 5: Self-analysis
The objective of this set of activities is to take stock of the resources – human and otherwise – within the coalition or advocacy team. [These activities can be carried out both before the workshop, and during, as the goals become clearer.]
A. Needed Skills and Resources Inventory
The partners have now chosen what recommendation they will be pursuing through policy change. Think of the achievement of this recommendation as the goal. 

What resources are needed in order to achieve the goal?

We use two terms to describe the types of resources that you will need in order to achieve your aims:

Value Driving Resources - intangible assets that enhance the value of the partner and stakeholders (e.g., credibility, perceived constituency satisfaction, trust)  

Enabling Resources – tangible assets. (human resources, relevant skills, physical assets, technology and capital) 

List what value driving resources will be needed:

List what enabling resources will be needed: 
Once you have completed this task, begin thinking about how these resources can be obtained.  

B. Skills and Resource Assessment

The advocacy campaign will require TAI partners to harness their skills and resources to catalyze change. For the purposes of this campaign we are asking partners to think of their “resources” as either value driving resources and enabling resources (Dunham and Puente, 2008).  In the last section, we listed which resources were necessary. In this section, we are looking at what skills the coalition has.
Value Driving Resources  - intangible assets that enhance the value of the partner and stakeholders (service quality, perceived constituency satisfaction, trust, etc.)  
List your value driving resources:

Enabling Resources – tangible assets. (human resources, relevant skills, physical assets, technology and capital) 

List your enabling resources

C. Member ID / Recruitment 

You now know what resources you have, and what you will need in order to enact the policy reform. Now, it is time to ask yourself, “How do these lists differ?”
Compare the two lists to identify the resources needed but not currently had by the partner:

Below, list the resource under “resource,” why these resources are needed (e.g. technical expertise needed to draft the policy that will be used in the advocacy effort) under “Purpose”, and where they may be obtained under “Location”.  

Then, rank them in order of importance for the sake of carrying out the recommendation. 

	Rank
	Resource 
	Purpose
	Location 

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


Let’s focus on those resources that will be most crucial towards achieving the goal.

Identify any allies who have access to these resources.

	Name


	Affiliation


	Contact Person


	
	
	

	
	
	

	
	
	

	
	
	


After the workshop, contact those with these needed resources; inform them of, and include them in, the advocacy process. 

Identify if they will be willing to support the cause or know someone that is.

	Name/Affiliation


	Willingness to support


	Content of support 



	
	
	

	
	
	

	
	
	

	
	
	

	
	
	

	
	
	


Step 6: Influence Strategy

This section helps you define the specific actions that you will undertake to carry out your reform. A strategy is made up of goals (defined in earlier steps) achieved by tactics. This section will help you narrow your possible tactics.
A. Choosing Strategy

There are a panoply of advocacy strategies that can be used to pressure for policy change. 

The following is a list adopted from the ACTION initiative (www.results.org). Consider the options it presents and the analysis you have done so far. Do any of these tactics fit best with your aims and primary targets?
	Type
	Immediate Audience
	Tactics
	Champions
 



	Indirect Advocacy – engage/inform policy makers by initially attempting to shape social agendas and mobilize larger groups of influence

	Research Advocacy
	Opinion leaders
	Politically relevant research

Budget & policy analysis

Opinion Polls
	Jeff Sachs 

	Coalition advocacy
	Multipliers (i.e., bringing new partners or networks into coalition)
	Politically relevant research

Budget & policy Analysis

Opinion polls 

Outreach

Networking 
	

	Mass advocacy
	Sustainers (fundamentally changing social opinions and priorities on an issue)
	Internet activism

Petitions

Mass events

Celebrities

Electoral processes

Cause-related Marketing

Popular media

Conference calls with journalists 
	Bono

	Direct Advocacy – personally engage and educate decision makers

	Bureaucratic advocacy
	Policy enablers
	Communiques

Declarations & pledges

Targets


	

	Protest advocacy
	Political obstructers
	Marches & demonstrations

Boycotts

Civil disobedience
	

	Legal advocacy
	Courts
	Class action lawsuits &litigation
	

	Policy advocacy
	Decision makers
	Parliamentary/Congressional delegations & meetings 

Editorial board meetings

Committee hearings

Direct correspondence (e.g. phone calls, letters, etc.)

Individual meetings 
	


Remember your earlier “sector analysis” activities. There may be certain areas of society that deserve key attention because of the policy reform being chosen.

What strategies (or “tactics” from the above matrix) do you feel would be effective for helping implement the policy recommendation (feel free to include those not listed here)?

	Strategy & Sector
	What would it achieve? 

	
	

	
	

	
	

	
	

	
	

	
	


Rank different strategies according to their effectiveness & feasibility.

Effective – Does the partner believe that the tactic will be capable of influencing change?

1.

2.

3.

4.

5.

Feasible – Does the partner have the skills/resources in order to see this tactic through? 
1.

2.

3.

4.

5.

Who are champions that could be employed by the organization? (is it worthwhile to focus on this?) 

1.

2.

3.

4.

5.

Does anyone have any contacts with these people?

How difficult would it be to enlist their support?

What three tactics should be used by the partner? 

1.

2.

3.

Describe in narrative form the advantages of using these strategies, and what they would accomplish. 
B. Working with the Media: Mapping a Strategy for TAI Advocacy
I. Developing a Media Strategy

A good media strategy will be deeply rooted in your larger advocacy, or “influence” strategy, and there will be overlap between the two. The goal of a good media strategy is not to “get press” – after all, all the media hits in the world will not be much use if they do not influence your target audience. Instead of aiming simply to get mentioned in the news, take a step back. By following these steps, you will start interacting with the media in a way that has impact, affects your issues, and truly advances your organization’s goals. 

1. Define your GOAL

· Articulate what you want – what behavior/policy/business practice do you want to change? 

· Examples: change a law, stop a project, get a politician to change his/her position

· Ask yourself, “What does success look like?” 

· Is total success the only option, or are there fallback positions or compromises you are willing to consider? Which position are you going to pursue?

· Your advocacy strategy should flow from your goal. The goal should not be “place an opinion piece in a paper” but instead should focus on the larger change in the world you want to create. 

· The best goals are “SMART”: Specific, Measurable, Attainable, Relevant, and Timebound. Goals like “raise public awareness” or “protect the environment” are vague. It’s difficult to know whether you have achieved them or not. Plus, at the end of the day you don’t want people to just be aware.  Many people are aware of problems that they don’t do anything about.  You want to provide a pathway – a solution – for them to take action!

2. Break down your AUDIENCES

· First, define your primary and secondary audiences:

· Your primary audience is the person or people whose behavior you need to change to reach your goal. Your primary audience could be one person (a judge, a politician) or a group of people (voters, NGO groups). 

· Your secondary audience is the group of people who can best influence your primary audience. They are sometimes called “the influentials.” This group could include newspaper columnists, religious leaders, community leaders, politicians, voters, etc. 

· Be specific. The more specific you are, the more targeted your upcoming outreach will be: 

· For example, rather than listing “the media” as a secondary audience, think about which specific newspapers, reporters or columnists are most likely to influence your primary audience. After all, not everyone is influenced by the same media outlets!

· The same goes for “general public.” No one can ever influence the entire general public, nor do you need to in order to accomplish your goals. Dig deeper and prioritize specific groups of people within the “general public” who you want to take action. 

· Segment your audiences: who is for your issue, who is neutral, and who is against? Each of these audiences have potential roles. You need to mobilize your supporters and get them on message, you need to reach out to the neutral, “undecideds” (if this is part of your overall strategy) and you need to define how you think you can influence your opposition. This process will help you select which media will reach each or all of these three groups, where you place your priorities for mass media coverage, and where you can best make your case.  

3. Develop your MESSAGES

· Messages are what will motivate your audiences to take action. They are important for communicating fundamental values, for changing minds, behaviors, and frameworks. 

· The media will help pass your messages along to different audiences. Therefore you need to make sure your central message is consistent, simple and clear so that the media can communicate it - repeatedly. 

· Different audiences will respond to different messages – you should specifically tailor your supporting messages for your various audiences. 

· What is your target audience’s level of understanding of this issue? Make sure you speak/write at an appropriate technical level so your audience can understand what you’re saying. Not everyone is as familiar with these issues and terminology as you are. 

4. Find your MESSENGERS

· Who will be the most credible and persuasive in delivering your messages? Who is most likely to influence your primary and secondary audiences? Some examples:

· People who have been directly impacted by a problem and can speak about their experiences. 

· Leaders or celebrities whom your audiences respect. 

· Columnists, journalists, bloggers who cover your issues. 

· People on your staff who are particularly good at communicating your messages in a clear and passionate way. 

Based on steps 1-4, you should now be able to answer:

· What is my goal? 

· Who do I need to reach?

· What do I need to say to them? 

· Who will my audiences listen to?

Now that you have completed these steps, you can think about your Media Tactics:

5. Choose your CHANNELS

Knowing who your audiences are (Step 2) will help you answer these questions and put your effort into using the right communications channels. Note that media is one way to reach your target audience, but it is not necessarily the best or only way to do it. 

· Which media outlets will reach your target audiences? 

· What papers or blogs do they read? 

· What broadcast news shows do they watch? 

· What radio stations do they listen to?

· What are other ways to reach you target audience?

·  Other organizations’ mailing lists

· Social media networks

· In-person meetings

· Letter writing campaigns

6. Pick your PRODUCTS

· What is the best way to get these channels to convey your messages? What materials can you provide to them that will convince them to transmit your messages?  Some examples below:

· Press releases

· Op-eds

· Blog posts

· Fact Sheets

· Videos

· Special events

· How can you involve your messengers here? For example, you could put together a video or a slideshow of the person who has been directly impacted by the problem. You can help  a thought leader write an op-ed. You can include quotes from your messengers into your press releases. 
II. Engaging with the Media

If after completing Part I, you decide that using the media is your best tactic, keep in mind the following tips:

1. Do your homework: Not all media is created equal. Some news outlets are more interested in creating sensationalist “headlines” to grab people’s attention. Others are more serious and analytical. Some reporters have to file stories every day, and do not have a lot of time to learn about different issues. Others, like editorial staff, columnists, and talk show hosts, tend to have more time to learn about and cover different stories. Which type will be best for conveying your message to your audiences? 

Learn about the media’s habits. What time are their deadlines? What is the best time to reach them? Do they prefer to be contacted by email, phone, press release, etc? This can help dictate what channel to use. If you are talking to reporters, take a moment and ask them about the best way to reach them in the future. 

Create a database of relevant media contacts and keep this list up to date. Listen to the conversation in print and online to see who best covers your issues, who is particularly influential, etc. This will help dictate who you should approach in your outreach. 

2. Tell a story. Journalists have their own audiences – readers and viewers who want to be engaged and learn about the human side of current events. Think about how you can turn your information into an easy to understand story.  Journalists can’t write about a problem unless they know who that problem is impacting (this is when using the right messenger can be particularly useful). 

3. Get to the point: Journalists do not have a lot of time, and they are often inundated with requests and news from many different groups. They value experts who can give them the information they need quickly. Make sure that all of your communications with media have the main point right up front. Refer to your list of messages to make sure you are clearly saying what you need to say in the short amount of time you have. 
4. Build relationships. Building relationships with the different media who cover your issues is one of the best long-term “media strategies” you can use.  Even with all the new technology, personal connections are still incredible important to journalists.  Become an expert they can go to for quick responses, dependable facts, and good stories. Approach journalists before you have a big event or story for them to cover. This will help build a foundation of trust between you that will pay off when you do have a story. 

5. Practice. Talking to the media takes practice. Within your organization or coalition, determine who will work with the media the most and build their skills. Practice answering tough questions, speaking on camera, and writing. Review your key messages so you do not forget them if you get nervous. Look at what other organizations are doing and see if you can learn from them. 

Step 7: Work Plan

The work plan helps identify who will carry out which tasks and when. In a large group, it is probably difficult to have individuals commit to specific actions. It may be better to delegate these plans or to decide in a smaller representative body what the levels of commitment and responsibility are that your partners are willing to make.
A. Work Plan

Now that one or several strategies have been chosen, it is time to plan out how to undertake them. (If you are carrying out this advocacy work under a grant with WRI, this work plan will be one of the primary deliverables.)

First
Identify the different components of the strategy (e.g. “schedule this meeting,” “give this speech,” “speak to this politician,” etc.)

Second
Identify the order of components; what should get done when

Third
Delegate who will do what 

	Activity 
	Person Responsible
	Date Started
	Date Completed  

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


	Activity 
	Person Responsible
	Date Started
	Date Completed  

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


B. Fundraising Plan

Step one

Identify all potential sources for significant funding: 

	Domestic government
	Private Foundation
	Individual philanthropists
	Multilateral Organizations
	Bilateral Support

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


Assess which are the most accessible “pots of money,” and, given baseline spending (money on hand), establish a resource mobilization target. 

Baseline spending:

Mobilization target:

Step Two 
Identify the key decision makers in funding agencies. Which staff has the greatest influence over how that money is spent?  What does partner know about their agenda? 

	Name/Affiliation


	Contact Information


	Status



	
	
	

	
	
	


Step Three 
Note all important dates relevant to these funding sources 

	Funder
	Date 


	Importance 



	
	
	

	
	
	

	
	
	

	
	
	


Step Four 
Identify important obstacles and opportunities to funding. Are there any emerging issues, social/cultural trends, events, initiatives, etc. that could be used in order to leverage more support for funding?

Step Five
Identify how allies outside/inside of funding agencies can support you. Make contact with these people. 

	Name/Affiliation


	Contact Information


	Status



	
	
	

	
	
	


Step Six

Plan how to approach these sources by the given dates. Integrate this into your work plan. 
Step 8: Monitoring and Evaluation
The section on Monitoring and Evaluation provides a basic questionnaire for self reflection and analysis to evaluate ongoing obstacles and for reflecting about successes and failures along the way.

	Case Name
	

	Country, City or district
	

	Brief description of the facts and context of the case: (incl. dates, main actors involved, etc.)


	

	General objective of the advocacy strategy


	

	Specific Objectives:


	


	
	
	
	Comments

	I.
	Problem Diagnostic
	
	

	1
	Has a diagnostic of the case been done – in particular, with regard to what you would like to advocate for? In the observations comments, indicate how early began to develop a formal advocacy strategy.
	Yes
	Somewhat
	no
	

	
	Did you have access to the necessary information to carry out the diagnostic?
	
	
	
	

	2
	Did the team that carried out the diagnostic include members of the community? In the observations column, detail the characteristics of the team that made up the diagnostic.
	Yes
	Somewhat
	no
	

	3
	Was the diagnostic made using participatory methodologies?
	Yes
	Somewhat
	no
	

	4
	Have you identified some unforeseen element in the diagnostic? Describe it briefly.
	Yes
	Somewhat
	no
	

	5
	Have political and social  contexts and/or actors that can positively or negatively influence the solution of the conflict. If the answer is yes, indicate which ones in the observation column.
	
	
	
	

	6
	Briefly identify the principal conclusions of the problem diagnostic.
	
	
	
	

	7
	Based on the specific case and on this matrix, identify aspects that would have made the diagnostic better.
	

	II.
	Elaborating a Policy Solution
	
	
	
	

	8
	Was the proponed solution made with participatory methods? If so, indicate which ones.
	Yes
	Somewhat
	no
	

	9
	Were affected communities involved in the development of the proposed solution? Indicate who and which groups participated in the elaboration of the proposal.
	Yes
	Somewhat
	no
	

	10
	Was there an effort to develop special language for the proposal? If yes, identify how: (e.g., technical versions for public experts, simplified languages for the general public).
	Yes
	Somewhat
	no
	

	11
	Was there a media or diffusion strategy included in the plan?
	
	
	
	

	12
	Based on this specific case, and in of this matrix, mention aspects that have been improved in the elaboration of the proponed solution.
	

	III.
	Analyzing the Decisión-Making Spaces
	
	
	
	

	13
	Name the spaces for identified decisions, mechanisms for participating in those spaces, the form in which the spaces were identified and the people or groups who participated in this identification.
	
	
	
	

	14
	Looking back, should you have considered another space for action? If yes, which one, and why?
	Yes
	Somewhat
	no
	

	15
	Other observations.
	

	IV.
	Relationship Analysis
	
	
	
	

	16
	Was a relationship analysis between relevant actors carried out? If so, name the principal conclusions of this analysis.
	Yes
	Somewhat
	no
	

	17
	Looking back, consider whether there was a relationship or conflict of interest that was not established. If there was, what was it and why? 
	Yes
	Somewhat
	no
	

	V.
	Self-analysis: institutions make a self-analysis
	
	
	
	

	18
	Communications: Describe the institution with a strategic communications plan.
	Yes
	Somewhat
	no
	

	19
	Communications: Tell whether the subject institutions had well-developed outreach items prepared. 
	Yes
	Somewhat
	no
	

	20
	Investigation: Describe the institution under investigation had ongoing research capacities before the advocacy process.
	Yes
	Somewhat
	no
	

	21
	Investigation: Tell whether institution had personnel who could deepen the understanding of themes to the level needed.
	Yes
	Somewhat
	no
	

	22
	Systematization: Describe whether the institution had native capacities for systematizing and carrying out the processes of advocacy.
	Yes
	Somewhat
	no
	

	23
	Looking back on this case, what capacities or abilities would you consider fundamental for an institution undertaking this type of advocacy?
	

	VI.
	Influence Strategy
	
	
	
	

	24
	Did you have a strategy for communications for the institution beforehand? Describe briefly what it consisted of and the mediums of communication. 
	Yes
	Somewhat
	no
	

	25
	Was there a strategy for diffusion and promotion for the specific objective? Mention it and describe briefly its elements and the mediums it used.
	Yes
	Somewhat
	no
	

	26
	Was there a strategy to use all of the participatory mechanisms? Mention and describe briefly what they were made of and if, in your country, there is a normative framework for this participation.
	Yes
	Somewhat
	no
	

	27
	Was there a lobbying strategy? Mention and describe briefly its elements and if, in your country, there is a normative framework for lobbying.
	Yes
	Somewhat
	no
	

	28
	Did you develop an influence strategy with social movements? Mention and describe briefly its elements, if so.
	Yes
	Somewhat
	no
	

	29
	Did you develop strategic alliances? If so, mention and describe briefly those alliances and how they were formed.
	Yes
	Somewhat
	no
	

	30
	Did you develop a strategy of capacity-building for strategic officials? Mention and describe briefly what it was made of and the involved groups.
	Yes
	Somewhat
	no
	

	31
	If you used another type of strategy not named above, include it here.
	
	
	
	

	32
	How did you get financing for the above strategies?
	Yes
	Somewhat
	no
	

	33
	Looking back on the advocacy, what strategies seemed most relevant and why? 
	

	VII.
	Work Plan
	
	
	
	

	34
	Did you develop a detailed work plan? Did you base it on a particular methodology? Describe it briefly.
	Yes
	Somewhat
	no
	

	35
	Looking back at the case, what aspects seemed fundamental when you were developing your work plan?
	

	VIII.
	Monitoring and Evaluation
	
	
	
	

	36
	What tools did you use to create follow through on your advocacy process?
	
	
	
	

	37
	Did you integrate the monitoring and evaluation activities along with the advocacy strategy? If “no”, mention which you developed.
	Yes
	Somewhat
	no
	

	38
	Did the M & E activities reorient the advocacy plan or what strategies you would use? How?
	Yes
	Somewhat
	no
	

	
	Did the affected communities aquire the capacity to defend their interests in future conflicts?
	Yes
	Somewhat
	no
	

	39
	Did your evaluation indicators permit you to qualify partial successes as final?
	Yes
	Somewhat
	no
	

	40
	Enumerate partial successes of the advocacy process and identify the benefits of each.  
	
	
	
	

	41
	Were you successful in achieving the final objective of the strategy? Which factors aided or impeded this success? Were the results short, medium, or long term? Did they allow for the possibililty to sustain the solution for a long time?
	Yes
	Somewhat
	no
	

	42
	Other comments
	


Part 3: Follow up for Lead Organization

Part 4: Workshop Packet

High Degree of Influence





Pro





Con





Low Degree of Influence








High Degree of Influence





Pro





Con





Low Degree of Influence








Least demanding





Specific issue focused


group influence limited to issue





May provide the opportunity to raise other issues





Opportunity to build group’s credibility and skills





Proven credibility yields subtle influence





Joint problem-solving





Government continues to set rules





Need for internal capacity and expertise





Risks of ongoing association with government











Development of positions independent of government





Not a core function of the organization





Influence depends on stature and connections of individual members











Adoption of strategic approach





Development of improved skills and capacity





Permanent resources assigned to lobbying





Development of long-term relations with policymakers








Dedicated lobby organization





Sectoral-based organization





Not single organization





Research-based policy positions





Credibility based on high technical capacity – multiple tactics including public dissemination











CLOSED POLITICAL SYSTEM                                                                   OPEN POLITICAL SYSTEM








� Note that some sections are repeated for members of the preparatory committee and later with the larger coalition. Extra copies of each worksheet are provided in the annex.


� from: �HYPERLINK "http://www.plu.edu/~olufsdw/polpapers.html"�http://www.plu.edu/~olufsdw/polpapers.html�


� This section borrows heavily from Managing Policy Reform, Chapter 6 (Brinkerhoff & Crosby, 2002).








� ACTION found that having a figure of publicity to “champion” a cause is very effective when pressuring politicians to implement change.
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