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INSTITUTE FOR REGIONAL AND INTERNATIONAL STUDIES
What is Advocacy?
Advocacy is a complex of legitimately organized civil activities directed toward achieving change in conformity with the rights and interests of citizens with respect to a problem of public importance.  The purpose of advocacy is to achieve social justice, winning support, access and voting rights in the decision-making of institu​tions at the national and local levels.
Basic steps in the advocacy process

Public Policy Analysis

Analysis is the first step to efficient advocacy. This stage includes:

· Collecting precise information and deepening the understanding of the problem by the citizens tak​ing part in the campaign;

· analyzing public policy, its fulfillment or non-ful​fillment;

· defining the role of the organizations;

· establishing channels of access to the key persons in the decision-making process;

· determining the most important factors for the course of the campaign.

Strategic Planning
Every advocacy campaign needs preliminary strategic planning. The planning stage follows the analysis stage and outlines the way to achieve the established goals. This stage requires the creation of a working group to formulate a strategic working plan and to delegate the tasks of the cam​paign.

Coalition Building

The coalition building phase aims at unifying the efforts of similar organizations and associations in the name of a common cause. A coalition is a mechanism of broadening public support and guaranteeing the representative character of the advocacy efforts. Winning partners over to the campaign and making them participate in it raises the work capacity and the probability of achieving the established  goals

Activity

The maintenance of coalition unity and the perseverance of advocacy activities are crucial factors for the success any advocacy campaign. This includes observation and flexible reaction in the event of any changes in circumstances, and information exchange among the coalition partners. The use of formal channels of interaction with the authorities is an important component of the advocacy campaign.

Media Campaign

All stages of the advocacy process are accompanied by a media campaign. The media campaign’s main purpose is inform society at large, to seek additional support and to guarantee the transparency of the advocacy activities.
Appraisal of the advocacy activities

From the moment of starting the campaign and obtaining the first partial results, the advocacy team needs an appraisal of that which has been already done and that witch remains to be done. This stage includes:

· analysis of the key factors of the surrounding environment; 

· analysis of the advocates’ activities in the event failure;

· summaries and recommendations with regard the advocacy process.

· establishing and measuring the indicators of suc​cess of the campaign;

Continuity

The way to achieve success in any campaign requires stability and continuity in all the planned activities. This includes: public planning, setting long-term goals, forming coalitions, documenting the course of the campaign and flexible reactions to the changing social context.

STRATEGIC PLANNING

What is strategic planning?
Strategic planning is a process. It maps out the course of activities of an organization or group of organizations in order to achieve a specific aim.

What is a strategic plan?

It is the result or product of the process of planning. The plan lays out the chronolog​ical sequence of steps that mark the way to the advocates’ goals. It includes a description of the tasks and activities necessary to achieve the aims.

The benefits of strategic planning:

·  it clarifies the direction of the advocates’ activities;

·  it helps deal with the dynamic changes of the external environment;

·  it motivates the advocacy team and reinforces the organization;

·  it coordinates and improves the performance of the activities;

·  it increases the efficiency of the advocates’ activities.

Planning & Improvisation:

The process of strategic planning and its main product, the strategic plan, are aimed at reducing the ratio between the planned advocacy activities and the need for improvisa​tion in the event of dynamic and unexpected changes to the proportion 75% to 25%.

I.
Organization of the planning

· delegation of the planning team;       

·  preparation of the necessary materials;

· specification of the working procedure;  

· designation of a planning schedule.

The aim of this preliminary stage is to prepare the process itself well and to make the work of planning of the advocacy campaigns as easy as possible. We designate the people who will take part in the planning team, delegate the obligations and responsibilities, and coordi​nate our activities. We provide additional materials and outline a schedule for the formula​tion of the strategic plan. This preliminary preparation is necessary to guarantee the quality of the work and efficient use of time.

II. Description of the situation and analysis of the environment (inside and outside the organization)
·     we identify the problem and our interest, and outline the aims;

·     we analyze the external environment (social, economic and political characteristics);

·     we analyze the internal environment (organizational structure, experience and resources);

·    we make a “topography of authority” and mark “the points of influence”;

·    make a prediction of the outcome of the campaign;

·     define the mission of the campaign.

This analytical phase of the planning aims to give us an objective picture of the environment in which  we will launch our advocacy campaign. It also gives us a realistic idea of the capacity of our team and its potential to achieve the objectives of the campaign. The preliminary analysis to a great extent predeter​mines the successful closure of our campaign.
The mission statement of the campaign is a document whose purposes are:
· to present the campaign and the advocacy team and to legitimate their activities;

· to win public support for the advocates’ cause;

· to unite and inspire the advocacy team.
III.
Determination of the final strategic goal of the advocacy campaign 
•
we choose an action strategy (SWOT analysis);
•
we work out a strategic plan of action;
•
we discuss the plan and make the necessary corrections.
Strengths (the strong points of the organization). Weaknesses (the weak points of the organization.). Opportunities (environmental opportunities).Threats (threats from the surroundings).
	
	Organization’s strong points (S)


	Organization’s weak points (W)



	Environmental Opportunities (0)


	I. S-0

Maxi-Maxi-Strategy


	II. W-0

Mini-Maxi-Strategy



	Threats from the environment (T)

	III. S-T

Maxi-Mini-Strategy


	IV. W-T

Mini-Mini- Strategy




I.
Maxi-Maxi: Powerful organization, favorable environment - we may choose an ambitious strategy.

II.
Mini-Maxi: Weak organization, favorable environment - a strategy aimed at strengthening the organization.

III.
Maxi-Mini: Strong organization, unfavorable environment - a strategy to overcome the unfavorable environment.

IV.
Mini-Mini: the most unfavorable situation - we adopt the strategy of “the lesser evil”.

The strategic plan is the result of the whole preliminary process of data collection and analysis. It is in the strategic plan that the ideas and analysis are transformed into concrete activities,   with fixed deadlines and delegated responsibilities, tasks and resources.
COALITION BUILDING
A coalition is a temporary union of organizations and citizens hav​ing the aim of united action to solve a problem of public impor​tance. Coalition building is an advocacy technique. It is an means to achieve a goal, not an end in itself.
A coalition is also:

· a feeling of affiliation;

· mutual importance of the participants;

· shared ideology and a common aim;

· partnership;

· shared responsibility.

Advantages of working in coalitions:
· Public trust in coalitions;

· attention paid by the media and a public image of the coalition partners that they could never create themselves;

· partnership and networking opportunities;

· efficient distribution of the campaign’s expenses;

· distribution delegation of the tasks and avoidance of duplicated efforts;

· access to more information;

· a feeling of belonging to a significant movement;

· low probability that those in power will apply the principle of “divide and conquer”;

Difficulties of working in coalitions:

· conflicts of interest between the partners;

· problems in the interpersonal relationships;

· frustration due to the differing contributions of the

· different partner organizations;

· loss of time to achieve a consensus;

· expenditure of time to motivate the organizations to work in a coalition;

· expenditure of work and time to coordinate the coalition. 

An efficient coalition possesses:

· leadership supported by everyone;

· contractual relations;

· a spirit of partnership;

· rewards and stimuli;

· external support;

A coalition will achieve its goals, if:

· they are clear and shared;

· the activities are realistically planned;

· it possesses suffi​cient resources;

· it works as a team.

Conditions for building a working coalition:

· setting a common goal;

·  commitment to the problems of a defined  target group;

·  unification around the mission state​ment to establish a group identity and public image for the coalition;

·  openness of the coalition to attract​ing new partners;

·  not allowing one organization to dominate over the others;

·  establishment of criteria for membership in the coalition;

·  a clear decision-making mechanism;

·  election of a leader or managing body;

·  designation of a coordinator of the coalition;
· inclusion of all partners in the creation and carry​ing out of the action plan;

· delegation of tasks and responsibilities;

· active participation of all partners;

· communication between the partners by holding  events and publishing articles;

· preparation of an agenda and designation chairperson for each meeting of the coalition;

· documentation of meetings and exchange of information

· respect for everyone’s contribution;

· celebration of successes.
Qualities that are helpful to a good leader:

· good organizational skills;

· ability to negotiate;

· ability to listen to the opinions of others;

· talent for motivating and inspiring people;

· initiative, decisiveness, responsibility;

· optimism and energy.

MEDIA ADVOCACY

Forms of interaction between the advocates and society

	Goal:
	Means:

	Inform


	press  releases,  information verification, announcements, pamphlets, press conferences, brochures, video cassettes, bulletins, radio, tele​vision, Internet sites;

	Persuade


	campaigns, promotions, advertising, posters, speeches;

	Gather Data


	policy presentation documents, draft budget, focus groups, surveys and studies;

	Consult


	round tables, interviews, public discussions, meetings, open telephone lines;

	Unify


	partnerships, teams, civil councils, civil committees, joint conception, joint activities, research groups, patronage, distinctions, cele​brations.




The media campaign as an advocacy tool:

· makes the advocacy activities known to the public;

· creates image of the advocates as reliable partners;

· wins support and followers for the cause;

· exerts pressure on the politicians responsible for making decisions.

The media team:
· sets out the goals and the desired results;

· determines the target audiences and formulates messages;

· chooses which media to work with;

· works out a flexible media plan;

· prepares material for the media;

· appoints a contact person in charge of media relations;

·  maintains a media archive.
The media contact person:

· prepares a media package or press kit, containing  information for the media;

· provides information to and seeks the cooperation of editors or specialized journalists;

· maintains regular contact with the media and provides them with up-to-date information;

· never refuses an interview and is always available to the media 

The press  kit may contain:

· a mission statement expressing the common will of  the coalition;

· brief information about the members of the coalition, their background and activities;

· periodicals, brochures, photographs;

· previous publications;

· a schedule of the events planned;

· contact information of the coalition and the media contact person;

· a letter containing interesting details or a possible angle to the story.

The press release:
· answers the questions ‘Who?’ ‘What?’ ‘Where?’ ‘When?’ and ‘Why?

· summarizes the important information at the beginning of the text;

· speaks the audience’s language, using short sen​tences;

· is not longer than one or two pages.

Presentation of our cause via the media:

· we deliver our message in several points;

· we address ourselves not to the journalist, but to our audience through him/her;

· we inform the citizens what they can do, where to call, what they can help with;

· we refrain from using unnecessary adjectives, appraisals or personal attacks;

· we answer every question;

· we avoid jargon, both professional and colloquial;

· we maintain composure and a well-mannered tone.
What we must never forget: 

· The mass media are a natural ally in any civil initiative.

· A war with the media is lost before it is begun.

DIALOGIE WITH AUTHORITIES

IN THE ADVOCACY PROCESS

Key word: “Partnership”

To be successful in any advocacy campaign, it is important to regard the authority to which we address our request as a partner, not as an enemy. Advocates make contacts with the officials at a certain level of power, because they know that their problem may be solved at this level. That is why the best strategy is to begin our activities in a spirit of partnership with the authorities.

Collection of data about the subject of advocacy:

1. We collect detailed information about the power structure we are addressing: competence, legal authority, hierarchy, political and professional interests, necessity of expert information.

2. We investigate what the political and program priorities of this authority institution are. It is important for our requests to be topical.

3. We investigate the motivation and the interests of the specific power entity we are going to meet with. The political and professional interests of those in elected and appointed posts are different. Generally, we can divide them into politi​cians and administrators. Politicians: they have three fundamental interests: to be reelected, to institute good social policy and to increase their professional reputation and influence. Administrators: their interests are to avoid being dismissed and to maintain or increase the budget of the administra​tive structure for which they are responsible.

Choice of the best approach

Approaches for contact with institutions and effect​ing policy change may generally be divided into direct and indirect approaches.

Indirect approaches:

· voter actions: letters, phone calls, petitions;

· building a coalition, network or union of orga​nizations;

· organization of advertising campaigns;

· protests and demonstrations;

· offering services to the authorities: expert infor​mation is the best option.

Direct approaches:

· direct contact (e.g., an official meeting) with decision-makers in order to present arguments and facts;

· participation in preparation of projects, laws, regulations, etc;

· participation in public hearings;

· participation by expert opinions.

Compared to the indirect approaches, such as adver​tising, traditional correspondence, subscriptions and demonstrations, direct contact with officials is perhaps cheapest. In most cases it is also the most efficient, because it offers us the opportunity to control the process of    persuasion and, provided we are well  pre​pared, it allows us to make a pos​itive impression.

Fundamental rules of good presentation during an official meeting with an authority figure: 

· be pleasant and non-confrontational;

· briefly and clearly summarize the main points of our proposal;

· be well-prepared and well-informed;

· be personally convinced of our arguments;

· persuade the officials how important our proposal is to them and to their constituents, or to the public interest in general;

· use as proof concrete examples or precedents of successful implementa​tion of a similar proposal elsewhere;

· leave a written summary at the end of the meeting, one page at most, containing the main points of the propos​al, the relevant articles of the law (or regulation), your name, address and telephone number;

· display an extremely polite attitude at the end of the meeting, in order to make a positive final impression not only to the politician/administrator, but to his team as well;

· immediately after the meeting, send a letter of grateful acknowledgement for the attention paid, obligatorily men​tioning the name of the official, our proposal and again your name, address and telephone number for contact.


Key word: “Partnership”
Let us not forget that the authorities are not an enemy, but a valuable partner, if we manage to win them over. In fact, the authorities are our indispensable partner. We are more likely to achieve the campaign objective if the authorities cooperate with us than if we declare “war” using protests, boycotts, negative messages, etc., in our campaign. All these means have their place in advocacy campaigns, but the rule is to use them only as a last resort and they are rather a sup​plement to the campaign than a fundamental element of it.
It is a basic rule that we demonstrate to the  official to whom we are advocating our cause that our campaign will be useful to his professional or political future and that by supporting us he can only win.
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