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EXECUTIVE SUMMARY

Among the range of tools available to civil society organizations (CSOs) looking to influence
policymakers advocacy campaigns, designed with a comprehensive strategy are among the most
effective. A cogent strategy consists of a series of planned actions, based on a power analysis,
which organizations undertake to pressure for changes in a specific issue, policy, or behavior of
an organization. An advocacy campaign can focus on change in an organization, a government, a
multi-national institution or even a corporation. Advocacy strategy elements include: 1) selecting
an issue, 2) defining the goal, 3) conducting a power analysis of key decision makers, 4)
increasing your power and influence, 5) building strategic alliances, 6) developing individual
relationships, 7) selecting objectives, 8) designing actions, 9) conducting research, and 10)
evaluating your work.

No two advocacy campaigns are identical: each will have distinctive characteristics and each one
needs to be adapted for the specific cultural, religious, and political situation. The purpose of
advocacy is to win victories by increasing the power available to CSOs and their alliances to
affect change. Most successful CSO advocacy campaigns involve alliances. This model is one
example of several possible methodologies that can promote institutional change. However
changes in an institution’s policy will not necessarily lead to changes in behavior. Additional
pressure is often needed to ensure that policy changes are translated into behavioral changes.

Elements

The process of developing and implementing an advocacy strategy is fluid and often does not
occur in the expected order. Plans will need to be revisited during a campaign due to reactions by
the key decision makers and institutions. Evaluation, a critical element that is often forgotten,
needs to be built into each step to monitor and assess progress.

1. Selecting your Issue is the first step in developing an advocacy campaign. The issue needs to
be sufficiently specific and concrete that you will be able to select a targeted goal to have an
impact. The issue also needs to generate sufficient interest to allow for the creation of an alliance.

2. Defining your Goal requires developing a statement of a desired change of a specific policy
and should be agreed to by the participating organizations. The goal needs to be attainable since
the purpose of an advocacy campaign is to win victories and change policies and behaviors.

3. Conducing a Power Analysis includes the identification and analysis of key decision makers.
It is an examination of individuals with the most influence over your goal. Before undertaking an
advocacy campaign it is essential to understand the decision-making structure of the targeted
institution, including methods, timing, and the individuals involved. If the key decision-makers
cannot be identified, then the goal may be unattainable.

A power analysis will focus on relationships, networks, and influence between key individuals
and institutions. It is important to understand who wants to change the targeted policy and who
wants to maintain the current situation. Within these relationships the analysis should also
identify the individuals who have influence over or provide advice to the key decision makers.



4. Increasing your Power and Influence requires the active involvement of your organization’s
staff, board, donors, members and the alliance in pressing for the changes you desire. Visits by
field staff and local allies and partners can be a powerful addition to your advocacy efforts.

5. Developing Individual Relationships is important in all campaigns regardless of the other
actions. Successful advocacy requires building relationships with supporters, potential allies, key
decision-makers and their staff and possibly even opponents. Individual meetings, with direct
interaction, are crucial for strengthening relationships.

6. Building a Strategic Alliance is important to develop sufficient power to achieve your goal.
An alliance can be created specifically for the advocacy campaign. Alliance members should be
selected based on what they bring to the campaign: resources and contacts as well as power and
influence on the issue. It is only necessary for the members of an alliance to agree on the
campaign goal not on other issues, which may not involve the advocacy focus. It is useful for a
core group of CSO leaders to select the issue and the goal before building a broader alliance.
Selecting an advocacy goal after the creation of an alliance often leads to delays and debates
among alliance members as organizations will differ on the most important advocacy focus.

7. Select your Objectives, statements of desired changes in the short-term, which will directly
contribute to reaching your goal: in other words steps towards the goal. While there are many
possible objectives it is important that a limited number be selected which are most likely to
contribute to achieving the goal.

8. Actions are used to influence the key actors identified in the power analysis and thus move
towards the desired change. Actions should be based on the power analysis and focus on
attaining an objective or the goal. Taking into account the cultural and political situation actions
can reduce the influence of opponents and strengthen allies. A risk analysis of organizational and
individual security may be necessary depending on the political situation. Public demonstrations
or confrontation are not necessary for an advocacy campaign. These are rarely utilized the
United States and only as a last resort. Possible actions include:

Utilizing social media Utilizing email, calls, letters | Holding face-to-face meetings
Conducting negotiations Utilizing traditional media Persuading indirectly
Conducting pilot projects Working in collaboration Building capacity

Sponsoring conferences Undertaking study tours Organizing demonstrations

9. Research is necessary during the design and implementation of an advocacy strategy because
it is important to have accurate information about the issues and your opponents. Research is also
needed to propose workable alternative solutions to the issue. It needs to be accurate and
balanced in addition to being targeted for a specific audience. It may be useful to utilize a third
party with credibility in the field, such as a university or a respected think tank, to conduct the
research. Research should also be utilized to evaluate progress towards your goal. A critical
element to the research effort is opposition research. Know your opposition and their issues.
Monitor their outreach and press work, identify their influential individuals, and be prepared to
respond to them.

10. Evaluation: In addition to evaluating your campaign’s progress. each event or activity

should be evaluated to improve the next activity in the areas of leadership, impact, logistics, and
security (when appropriate).



INTRODUCTION

Advocacy consists of a series of planned actions that organizations undertake to pressure for
policy changes related to a specific issue (based on an assessment of which actors have the power
to bring about the desired changes). Thus, an advocacy campaign can focus on change in a
government agency (e.g. USAID), a multi-lateral institution (e.g. the World Bank) or even a
corporation. Within an advocacy campaign lobbying is the work of influencing specific
legislation — which in the United States means Congress or the executive branch. So while
lobbying can be part of an advocacy campaign, most advocacy work does not involve lobbying.
For example, the international debt cancellation campaign (Jubilee Campaign) lasted over a
decade and involved advocacy aimed primarily at getting the G8 countries, the World Bank and
the International Monetary Fund to agree to debt cancellation. Lobbying, however, was needed to
pass legislation in individual countries to implement the agreement. U.S. tax law permits
advocacy and lobbying: both are legal.

Changes in an organization's policy will not necessarily lead to changes in behavior. So if a
campaign focuses on changing a policy it is usually necessary to undertake a second or third
phase of advocacy to ensure the implementation of the policy. Monitoring and evaluation can
bring additional pressure and is often needed to ensure that policy changes are translated into
behavioral changes.

Advocacy as a strategy has the advantage of intending to increase the power available to

organizations and alliances by winning concrete victories. As explained by Lisa VeneKlasen and

Valerie Miller in 4 New Weave of Power, People & Politics,
“Power can be defined as the degree of control over material, human, intellectual and
financial resources exercised by different sections of society. The control of these
resources becomes a source of individual and social power. Power is dynamic and
relational, rather than absolute ... It is also unequally distributed - some individuals and
groups having greater control over the sources of power and others having little or no
control.” 1

Building power is especially important because systems of control and decision making do not
exist by chance but rather due to powerful institutions and individuals who benefit from the
systems of laws and policies they create. Once a policy is changed additional pressure is needed
to ensure that these changes are translated into behavioral changes. Campaigning organizations
usually find they get only as much change as they have the power to compel.

Principles:
e Building relationships, utilizing face-to-face meetings, is key with allies, targeted
decision-makers, and their staff.
e Anadvocacy campaign is a series of planned actions, not an isolated event.
e The initial advocacy strategy will need to be revised to take into account the reactions of
the targeted institution(s).
e Advocacy does not need to be confrontational.

' A New Weave of Power, People, & Politics, Lisa VeneKlasen and Valerie Miller, 2002, page 41. Stylus Publishing at 1-
800-232-0223 in the US or http://www.styluspub.com.




Focusing on a very specific issue and limited goal is essential for success.

The development of leadership skills is essential for long-term success. The leaders
should reflect the diversity of the membership of the campaign including gender, ethnicity,
race, religion and class.

Advocacy is a process that involves educating and training leaders on substantive issues
and advocacy skills.

An advocacy campaign should work to model the values and principles for which the
process is striving. Decision-making should be participatory and open yet sufficiently
rapid to be able to respond to fast changing situations.

Policy briefs, reports, and proposals need to be concise, have an executive summary of no
more than two pages, and contain carefully researched, accurate, and well-documented
information.

Working on limited objectives for short-term change is useful to build experience,
sharpen skills, and stimulate leadership development. Victories build strength and
develop campaign momentum.

It is important to remember that access is not the same as influence. Meeting with high
level officials does not necessarily mean you have influence over their decisions.

There is a difference between “invited space” and claimed space”. When a targeted
institution invites you to a meeting or consultation you rarely have control over the
agenda or the participants. The meeting is not designed to result in the changes you are
proposing. When you initiate the meeting you often have more control over the agenda
and participants and thus a better opportunity to advance your position.

An advocacy effort is not undertaken in isolation but within a political context where
there are many other forces in play that effect or change the institution in different ways.

Since most successful advocacy campaigns undertaken on a complex issue require the creation or
mobilization of an alliance the term alliance or coalition will be used to describe a group of
organizations undertaking an advocacy campaign. In this paper the term campaign does not
indicate any specific method or activity. The term indicates operations energetically pursued to
accomplish your goal through a series of planned actions.



ELEMENTS OF AN ADVOCACY CAMPAIGN

The elements below are covered in an order in which they may occur. But keep in mind that
every campaign is unique and you will need to tailor your strategy to meet your specific situation.
Moreover, campaigns take place in fluid environments, so implementing plans is not a linear
process. You need to remain flexible: sometimes you might need to repeat steps you have already
taken, while other times you may need to jump ahead if the process moves quickly.

1. SELECTING AN ISSUE

The first critical step is to carefully select the issue that will be the focus of your campaign.
Chances are there are many problems you want to see addressed, but the reality is that only some
of them can be effectively tackled through the type of targeted advocacy discussed in this paper.
To be effective, a targeted advocacy campaign must focus on a discreet and concrete issue. This
means that if your long-term goal is to address a broad problem such as reducing hunger in a
developing country or improving health care, you will need to divide the larger issue into more
manageable smaller issues for individual advocacy campaigns. For example, as part of the larger
goal of reducing poverty in developing countries, NGOs had undertaken global advocacy
campaigns for over a decade to reduce the international debt owed by heavily indebted poor
countries. The example in the boxes below describes an 18 month campaign when InterAction
focused on influencing the 2005 UK G8 Summit, the World Bank, and the International
Monetary Fund.

The following questions can help you determine if a particular issue would be a good focus for
an advocacy campaign:
e Can NGOs influence how the issue is addressed?
e Do you and your potential allies have enough interest in the issue to make it possible to
develop an alliance to address it?
e Do you and your potential allies share sufficient consensus about the issue and potential
solutions to hold an alliance together?
e Do your or your potential allies have sufficient information and skills to address the
issue?
e If not, can you develop the skills and information using a reasonable amount of
resources?
e  Would addressing the issue put in danger the organizations and individuals involved?

Example: Selecting an Issue (InterAction Campaign on International Debt Cancellation 2005-
06)

It was clear in the 1980’s that many low income countries had accumulated debt that could never
be repaid. Countries were using new loans to pay off old debt. In 1999, after years of civil society
advocacy, the World Bank and IMF established HIPC, the Heavily Indebted Poor Country
initiative. HIPC allowed for the reduction of unsustainable debt for a limited number of
countries though a multi-year process that required major policy changes. Even after HIPC was
expanded the poorest countries were still accumulating unsustainable debt. UK Prime Minister
Tony Blair was the leader of the 2005 G8 Summit. Blair used significant resources and political
capital promoting a more complete debt forgiveness process. The previous year it had become

clear that the possibility of G8 countries supporting debt cancellation had significantly
increased.2

2 For an excellent description of the debt cancellation advocacy campaign see “Delivering on Debt Relief: From IMF Gold to a
New Aid Architecture”, Nancy Birdsall and John Williamson with Brian Deese, Center for Global Development, 2002.




2. DEFINING YOUR GOAL

The goal is a statement of the change you want to occur to address your issue. It is important that
leaders clearly determine and agree on the fundamental issue and goal. It is useful to establish the
goal by open, participative discussions with a small group of key leaders, followed by a process
of refining and prioritizing a goal. The goal should be clear, understandable and limited. It needs
to be achievable, because the purpose of an advocacy campaign is to bring about real changes in
policies and behaviors. In setting your goal, ask yourself the following questions:
e s the goal specific, focused and attainable?
e [s the goal clear and precise, or is it subject to a variety of interpretations?
e [s the goal of sufficient interest to mobilize potential allies that have the power needed to
achieve the goal?
e Do you and other members of your alliance have the technical knowledge you need to
achieve the goal?
e What is your timeframe for achieving the goal and is there sufficient time to implement a
campaign?
e Do you and your allies have the necessary financial and human resources available to
achieve your goal?

If you are considering several possible goals, organizing the answers to these questions in a chart
can make it easier to identify the goal you are best placed to achieve. The use of language in
describing the goal is important. For example the re-naming of inheritance taxes as “death taxes”
by conservatives changed the public perception of the tax and contributed to public opposition to
inheritance taxes.

The overarching goal is usually broken down into a number of “asks™ that, when met, can
collectively result in achieving your goal. Each ask is a specific action that you want a
government or institution to take. Each ask, when met, should be a step forward toward realizing
your goal.

Example: Goal and Asks

In January of 2005 InterAction initiated an advocacy campaign to obtain international agreement
for debt cancellation for poor countries at the G8 Summit, the World Bank, and the IMF.
InterAction organized an alliance of US NGOs to press the US Administration to support and
implement debt cancellation.
Goal: “To ensure that the United States and other industrialized countries implement multilateral
debt cancellation for Heavily Indebted Poor Countries (HIPC) and other poor countries, using
additional (new) funds.”
Specific asks to achieve the goal:

1. 100 percent debt cancellation for HIPC and other poor countries.

2. Do not impose harmful economic conditions as part of the debt cancellation agreements.

3. Do not decrease official development assistance when canceling debt

4. Use the sale of a portion of the International Monetary Fund’s extensive gold reserves to

reimburse the Fund for its costs related to debt cancelation.




3. POWER ANALYSIS: Identification and Evaluation of Key Decision Makers

The identification and analysis of key decision makers is an examination of individuals with the
most control over your goal. Your target institution’s decision-making process may be clear and
simple or it may be complex and opaque. The process can usually be determined through
investigation, research, and friendly contacts within the institution. Before undertaking a
campaign it is important to understand the decision-making process of the institution: methods,
timing, and individuals involved. If the key decision-maker(s) cannot be identified, the goal may
not be attainable and it may be necessary to change the goal in order to have an impact.

The power analysis focuses on relationships, networks, and influence between key individuals
and their institutions. It is important to understand who wants to change the targeted policy and
who wants to maintain it. Within these relationships, the analysis should identify those
individuals who have influence over or provide significant advice to the key decision-makers. It
is important to be realistic and not over-estimate your power or under-estimate your target’s
strength.

In any political situation there are a variety of forces at play. Individuals and groups jockey for
position and vie for power and control over aspects of your issue. You need to identify and
analyze the forces in the political situation that impact your issue and the targeted institution(s).

After identifying the key actors it is useful to list people who influence each of these decision-
makers. In three columns list other individuals or forces that can influence the decision maker
and their relationship to him or her and their relationship to each other. The list should include
allies, undecided individuals you might recruit, and opponents. Look for patterns in relationships
and for the influence available to the alliance members. Be aware of the gender, religious, class,
racial, and ethnic dimensions of the situation.

Describe the influences on a key decision maker:

Key Decision Maker(s)

Individuals in support of | Individuals with influence Individuals who oppose your
your goal and how they can | over a key actor but are goal and how they can influence
influence  the  decision | undecided about your goal: the decision maker:

maker:

A power analysis should be developed on each of the identified actors with significant influence
over the decision you are working to obtain. After making the list analyze the individuals, what
influence they have over the decision maker, and how you can reach them.



Upon completing the Power Analysis it is important for an alliance to revisit the goal:
e s your goal achievable in light of the power analysis?
This needs to be answered realistically.
e Does your alliance have sufficient influence to win victories in the campaign?
e Should your goal be narrowed or changed to be more achievable?
e What are the risks to participants: personal and professional? Can the targeted individuals
and institutions threaten or harm the members of your alliance?

The power analysis may show that it will be extremely difficult or impossible to achieve the goal.
If this is the case, the alliance must decide whether to:

e Continue working on the campaign but select a more realistic goal;

e Work on the same goal but with a different purpose, e.g. an educational process; or

e End the effort before significant resources have been expended.

Members of an alliance need to be in agreement on the potential for success. If members are not
aware of the limited possibility of success they may become discouraged and withdraw from the
process and/or refuse to join future advocacy efforts. For these reasons a decision to change or
not to proceed with an advocacy campaign is as valuable as a decision to proceed.

In summary, it is necessary for a Power Analysis to identify:
e Key decision maker(s) who support and oppose your goal, and how.
e Individuals who have influence over them.
e The relationships between the individuals.
e Their decision-making methods and timing.

Example: Power Analysis

During InterAction’s 2005-06 advocacy campaign for international debt cancellation for poor
countries at the G8 Summit we identified two important institutions to influence in the
Administration: the White House (National Security Council staff) and the Department of the
Treasury. The key actor at Treasury was the Deputy Assistant Secretary Bobby Pittman who was
also the U.S. representative to the World Bank’s International Development Association 14"
replenishment process. The key White House staff member was Faryar Shirzad, the G8 Summit
Sherpa, based in the National Security Council. After research and consultations with NGO and
government representatives InterAction decided that debt cancellation for heavily indebted poor
countries was an achievable goal in 2005-06. This was due in large part to the decades long civil
society campaign to achieve debt cancelation for low income countries, Jubilee 2000 as well as
Great Britain’s Prime Minister Tony Blair’s leadership of the 2005 G8 Summit in Gleneagles
Scotland, and the leadership of the Bush Administration.




4. INCREASING YOUR POWER AND INFLUENCE

Power is central to an effective advocacy campaign. However power is also an uncomfortable
and difficult topic for many people, even advocates. At first glance power can appear to be
monolithic and unchangeable. This point of view can paralyze potential advocates and block the
development of an effective advocacy strategy. In fact, power is dynamic, multidimensional, and
changes based on the context, circumstances, and players. 3

Understanding power, its strengths, its obstacles and its uses is critical to the success of an NGO
effort to influence decision-makers. To understand how to wield power you need to know how
much influence you have (a self-evaluation) in relation to your goal, identify who you want to
influence, and conduct a power analysis of who can influence those individuals. You also need to
take stock of your resources, tools, and contacts.

Your self-evaluation should include an assessment of your core constituency, your staff, board,
donors, and members. These are the primary elements of a NGO’s powerbase and need to be
deployed strategically with careful planning. Research and identify other NGOs with similar
goals and advocacy aspirations, especially organizations and individuals which focus on issues
that will expand and broaden your powerbase.

There is one tool, one critical piece that an NGO has - an NGO can increase its power by
bringing to bear its field experience, knowledge gained from years of overseas work. NGO staff
are on the cutting edge of development, assistance planning and implementation, working
directly with the people we aim to assist, and can provide information and evaluation results in
real time. Local staff and local allies from the field can have a significant impact on the key
actors you are working to influence. Be sure to utilize their knowledge when they visit
Washington or other areas where you are working to increase your influence.

Your power analysis (see previous section) will help to assess your strengths and identify new
opportunities and targets. It will build the base of your organization with other influential people
and with decision makers. NGOs’ core constituency can be engaged in outreach and advocacy
through letters, emails, phone calls, and meetings with their respective congressional or
administration offices.

When analyzing the decision-maker you want to influence, ask yourself:
e What boards or groups is he or she a member of? (Perhaps the spouse or significant other
sits on the board of an organization with people from your NGO leadership or board.)
e Who advises them and who are their main endorsers?
For elected officials consider:
e His or her constituents, who can be a significant force. Are any of your allies
constituents?
e Who are their donors (large and small) and do you know any of those donors?
e Who has endorsed them (unions, environmental groups, women’s groups, parent-teacher
associations, etc.)?

3 A New Weave of Power, People & Politics, Lisa veneKlasen and Valerie Miller, 2002, page 39.



Much of this information is publicly available and will help build the list of people you need to
influence so that they in turn can influence your targeted individuals. Be realistic about the time
and effort required to contact the influencers. It is better to talk to three individuals you know
really well who you can count on than with ten with whom you have sporadic “hi-bye”
relationships.

Poll your staff: Develop a database of your staffs’ congressional districts. Operational NGOs
have the ability to bring their field experience to influence key decision-makers. This may
involve a recently returned field staff member or a partner from the field who can brief a key
actor or his/her staff. When your staff members return from the field, ensure they meet with their
congressional representatives to speak about their work. Make sure you provide guidance in
advance to help them feel comfortable and effective in those meetings.

Poll your board members:
e Do they know the decision-maker?
e Do they know someone who knows the decision-maker?
e Do they support the same political candidate in an upcoming election? Attend the same
meetings? Participate on a PTA or a board with the decision-maker?

Identify interests and the congressional districts of your donors and members. If your
organization’s donors and members are wide spread they may reside in a key congressional
district, for example the district of a committee chair or someone in a leadership position. You
can offer the opportunity to your donors and members to be engaged with your issue by
volunteering to communicate with their congressional delegation on specific issues during key
moments just prior to a vote or decision.

This is an important inventory that should be re-visited from time to time as people change their
affiliations and build up their circle of relationships.

Media: Place op-eds or arrange for the local paper, radio, or TV station to interview your staff
member to highlight the work he/she is doing. This helps build a base of power by using media
coverage to highlight the work of your NGO. It also helps to build name recognition and
therefore increases influence and power.

Framing the issue: Language is important. How can you describe your issue in the most
favorable light?

Reports: Use policy briefs to communicate your position: NGOs can use well-documented,
clearly written policy briefs and talking points, of no more than two pages, to provide new
information or to buttress your position.

Electoral Politics: The best time to build a relationship with or to influence a candidate is when
he or she is running for office or for re-election. This can increase your future influence over time.
Volunteering on elections needs to be totally separate from an NGO and conducted only on
personal time for example on weekends, vacations, or by taking un-paid leave.



On their own time NGO staff and allies, as private individuals, can volunteer on political
campaigns, serve on policy advisory groups for a candidate, donate money, or set up an
independent Political Action Committee (PAC) in support of an idea or issue. NGOs can hold
bipartisan candidate debates or propose questions for a candidates’ debate.

Building power takes time and is an on-going effort. New decision-makers appear on the horizon
- new people to influence and to inform. By acting in a steady, coordinated and consistent
manner, an NGO and its staff can wield enormous power over the issues that it cares most about.

Example: Power and Influence
The strategy for increasing InterAction’s power in the debt cancellation campaign included:

1) Aligning with strong allies in the US and other G8 Countries:
e Oxfam International

Eurodad (European Network on Debt and Development)

US Conference of Catholic Bishops

World Vision

DATA and the ONE Campaign, founded by Bono.

2) Ensuring coordination between international allies by hosting an international NGO meeting
in Washington in April 2005 during the World Bank / IMF Spring Meetings.

3) Building relationships with key Administration staff, e.g. Bobby Pittman at Treasury.

4) Obtaining an experts’ report from the Center for Global Development supporting the sale of
IMF gold for debt cancellation.




5. DEVELOPING INDIVIDUAL RELATIONSHIPS

Building relationships is important in all campaigns regardless of the other actions. Successful
advocacy requires establishing relationships with supporters, potential allies, key decision-
makers (or their staff) and possibly even opponents. Individual meetings, with face-to-face
interaction, are essential for building relationships strong enough to be able to count on their
active support during a campaign. Electronic contacts and social media are useful for outreach,
initial contact(s), mobilization, pressuring targets, etc. However face-to-face work is needed to
build the types of relationships necessary for advocacy. Building trust is critical for success.
Early in your interactions you should include direct contact. In an individual meeting focus on the
other person, for example:

=  What’s important to them

* What were turning points, events in their life?

* Why they work for social justice

* What relationships they have

* You want to learn why they do what they do or why they made a certain decision.

* You want to learn how an event or situation shaped their life.
You also need to share similar information about yourself so it is not an interview.

An individual meeting should be:
» Scheduled, 30-45 minutes long.
= Face-to-face, one-on-one
* Built on personal stories about interests, history of political involvement
= An opportunity to share and learn about interests, thoughts and dreams.
* [nvolves active listening
= A search for talents and resources, not needs.
* A chance to identify your/their self interest

An individual meeting is not:
* An interview or sales pitch
* Endless - not more than an hour
* Chit chat
* Therapy
= A time to pry or gossip

Example: Developing Relationships

Prior to establishing the debt advocacy campaign, the organizer visited five key NGOs who were
interested in the World Bank to determine their priorities: Catholic Relief Services, US
Conference of Catholic Bishops, Oxfam, American Jewish World Service, and Bread for the
World.

It was anticipated that the World Bank’s PRSP (Poverty Reduction Strategy Paper) would be of
interest to the NGOs. However it soon became clear that debt cancellation for the poorest
countries was a significantly higher priority.




6. BUILDING STRATEGIC ALLIANCES

Creating an alliance or mobilizing an existing one helps to build the power needed to achieve
your goal. Alliances can be ongoing or limited to a specific advocacy campaign. If you are
building a new alliance a core group of leaders needs to agree on an issue and a goal before
recruiting additional members. Otherwise, if an alliance is organized before selecting an issue
and an advocacy goal significant delays and debate between alliance members may result,
because organizations often differ on what should be the primary advocacy focus. Each member
organization will naturally want their primary issue to be the focus of the campaign. This often
results in advocacy campaigns that are too broad with too many issues to be effective.

Decide whom you want to recruit for your alliance based on the power analysis of your advocacy
targets and the key decision-makers. Make an assessment of which potential alliance members
have the necessary interest, ability, resources, and power to influence your target individuals.
Your power analysis should give you a good idea of the type of allies who will help.

A good rule of thumb is that any organization you are considering asking to join the alliance
should have something helpful to add to the effort and should not weaken your impact. For
example, from 2001 until 2009 unions in an alliance were unlikely to increase your power when
advocating issues with the Bush Administration. However, corporations or evangelical churches
were likely to increase your influence. On the other hand, unions are likely to be a strong ally if
you are advocating with a Democratic administration or members of Congress.

While alliance members must agree on the issue and the goal of the campaign, they do not need
to agree on other issues not related to the advocacy campaign. Requiring agreement on all
organizational issues will greatly reduces the potential size and therefore the power of an alliance,
so sometimes you need to “agree to disagree” on extraneous issues.

Example: Strategic Alliance

A number of allies and alliances were recruited during the advocacy campaign for debt
cancellation:

e InterAction developed an alliance of its members including Oxfam America, Bread for
the World, the US Conference of Catholic Bishops, American Jewish World Service,
Save the Children, RESULTS, World Learning, and Lutheran World Relief.

e Additional key US allies included DATA — Debt, Aid, Trade, Africa, the ONE Campaign
(Bono’s advocacy organization), and the Jubilee USA Campaign.

e International allies included Eurodad — European Network on Debt and Development,
Oxfam International, GCAP —Global Call for Action Against Poverty, and the Halifax
Initiative.




7. SELECTING OBJECTIVES

In many advocacy campaigns it is not possible to reach the goal directly due to its complexity or
the power of those opposing change. It is useful to select objectives that, when completed, will
lead to your goal. The objectives should be designed based on your power analysis.

Objectives lay out the changes you want to see in the short-term that significantly contribute to
reaching your goal. Objectives - steps to the goal - can be mini advocacy campaigns. For example
an objective may be to obtain ministerial support for a specific position on your issue and
announce it publically. Another objective could be to obtain the release of a government report
that supports your position or is critical of an opponent’s position.

A goal will suggest many possible objectives. However, it is important to select only a limited
number of objectives most likely to lead to achieving your goal. Then carefully prioritize the
objectives.

Objectives should:
e Be specific, clear, and understandable.
Be attainable in the short run.
Directly contribute to achieving your goal.
Help build and strengthen your alliance.
Be analyzed in terms of time and resources needed to achieve them.
Be fundable: Is funding for the implementation of the process available or obtainable?

It is usually necessary to undertake advocacy work to reach each objective. Developing
manageable objectives helps give alliance members confidence and encouragement to stick with
the campaign. Working on objectives is also useful in developing the experience and skills of
leaders and alliance members.

Example: Objectives
Four primary objectives were developed for InterAction’s international debt campaign:

e To convince the Department of the Treasury and the White House (National Security
Council) to agree on methods of paying for multi-lateral debt cancellation.

e To persuade the Department of the Treasury and the White House to agree that country
eligibility includes all HIPC countries.

e To obtain an experts’ paper on using IMF gold to pay for debt cancellation.

e To build alliances with U.S., European, Canadian, and Southern NGOs.




8. DESIGNING ADVOCACY ACTIONS

Advocacy actions are the means used to influence the key actors who can bring about your
desired change. Your actions should be based on your power analysis and designed to increase
your power to attain one or more of your objectives and move you towards you goal. Advocacy
actions should contribute to one or more of the following:

1. Putting pressure on your target(s).
Reducing the influence of your opponents.
Strengthening your allies.
Convincing undecided actors to join your effort.
Increasing public awareness of your issue.

Sl

Depending on the situation, you may also need to assess the risks that an action may pose to the
safety of your staff and organization. Effective advocacy campaigns do not require you to take to
the streets in protest or to physically confront anyone. In fact doing so can be counterproductive
and possibly dangerous in some instances.

When choosing your actions make sure they take into account the local culture, religious
practices, social norms, and the political and security situation. The actions should draw upon
and reflect the strengths and interests of your alliance members. They should be carefully timed
to occur at the right moment to influence an institution’s decision-making. It is important to
note that there is a significant difference in the timing of key decisions by different institutions.
In Congress it is often important to give input just prior to a key vote on your issue. When
advocating on a G8 or G20 summit, however, actions must be taken much further in advance.
This is because decisions are often made six months or more prior to the actual summits, which
may be only media events.

There are a wide range of possible actions from which to choose, a sampling of which is
described below.

1. Meeting with key individuals

Advocacy campaigns usually require face-to-face meetings with key decision-makers or their
staff. Remember these are busy people and you need to respect their time so be sure each meeting
is carefully planned. The following steps can help you make the most of each minute you have
with them:

o Always hold a preparatory meeting with the leaders attending the meeting. Use the prep-
meeting to clarify the lead and who will present which points. The purpose of meeting
with a decision-maker or staff is to engage in a discussion not to lecture. It is important to
avoid making long presentations or reciting facts already understood by both the parties.
Most meetings are very brief, sometimes only 10 or 15 minutes in the case of a
Congressional aide.

e [t is essential to understand that access is not influence. Meetings with key actors are
important, but meeting with them does not necessarily mean that they will adopt your
position. Even if you have access you need sufficient power and influence to successfully
press your position.

e Try to determine the decision-maker’s position in advance.

e It is useful to provide your materials early, several days or a week prior, which will allow



for deeper and more informed discussions. Policy makers and staff will not respond
substantively to a proposal they have just received.

e Carefully choose the leaders from your coalition to participate in each meeting. Include
representatives of influential coalition members as well as those who reflect the makeup
of the alliance, including women and minorities. Bear in mind, depending on the
atmosphere you want to create, bringing too many people can be counterproductive. The
larger the group the less chance for an in-depth discussion of an issue, especially if
everyone wants to participate. However a group of leaders representing a strong alliance
can show strength if they have organizational discipline.

e Plan a method of accountability and follow-up. For example is an investigation or report
to be completed by a specific date or is a follow-up meeting to be held to review
progress?

e Confirm agreements and thank them for meeting in writing.

e Meetings initiated by the targeted institution are generally not useful for advocacy.
Some institutions have perfected the “art of consultation” without ever agreeing to
implement any changes. It is important to be clear about the purpose of a meeting, the
agenda, participants, and the expected outcome or impact before agreeing to a meeting;
remember: access is not influence!

2. Utilizing email, phone calls, petitions, and letter writing
While face-to-face interaction is critical, you will also want to consider using email, phone calls,
petitions, and/or letter writing to communicate a point or position to key actors. For an elected
official more labor-intensive efforts (such as meetings or personalized letters) by constituents or
donors have more impact than ones requiring little effort, such as forwarding an email or signing
a petition. When using these forms of communication keep in mind the following pointers:
e Be brief and courteous. State your purpose and note points on which you agree with the
intended recipient early in your message, petition text or letter. Remember the concept of
“short and sweet.” The longer your letter or brief, the less likely it is that it will be read.
Aim for one page, with a two page maximum. Only attach additional documents and
materials to your main message if they are essential and you have thoroughly re-checked
them for accuracy, timeliness and relevance. It is important not to present information or
cover facts already understood by all the parties
e A sign-on letter or issue brief (a letter or brief with multiple signatories) will take a great
deal of time if the approval of every word by every signer is needed. A more efficient
method is to have a disclaimer that the listed organizations basically agree with the
positions, for example: “While this statement is not designed to be a consensus position of the
contributors, it has been endorsed by x leadership. Each set of recommendations was developed
by a team who are listed below.”
e Vetting the statement with each organization results in a very time consuming process.
Often a statement that is too long with too many issues to be useful in advocacy.
e Timing is key! Communications are usually most effective just prior to a decision (e.g., a
vote in Congress). But make sure you know when the key decisions will actually be made.
For example, in most high-level, multiparty international meetings, such as G8, G20 or
UN Summits, most decisions are made months in advance so work needs to begin six
months to a year (or more) prior to the final meeting or Summit. Since the 9/11 attacks,
security screening of postal mail to Congress and the administration can be delayed for
several weeks. Similarly, email spam filters and security protocols may keep emails from



reaching an addressee.
e An “action alert” can be used to mobilize alliance members and your supporters to take
a specific action at a given time.

3. Social media

Social media is an invaluable tool for mobilizing a broad network of supporters. It is a way to
engage grassroots networks in your campaigns, identify potential supporters, educate existing
supporters, build relationships and communicate updates. Social media is a good way to further
your message that you may already be distributing in the press or email. The most popular sites
for advocacy campaigns are Facebook, Twitter and YouTube.

The main element of social media is being social. Reaching out to people on platforms that have
the same interests as you can help extend your reach. Likewise, in-person relationships can also
help increase participation in your campaign, as can engaging in conversations on these platforms
(retweeting and replying on Twitter, commenting and sharing on Facebook, etc.). Social media
need not be a standalone activity but should be integrated into your broader advocacy campaign

People will engage most with a person or group that already has a reliable reputation — the
explosive growth of social media over the past few years has made it so that almost anyone can
start a social advocacy campaign, so your supporters will want you to prove that you can follow
through on your plans. This was one of the major reasons for the controversy surrounding the
Kony 2012 Invisible Children campaign4, since the organization behind it had some very loyal
followers but also some very vocal detractors who questioned their track record and ability to do
what they set forth.

Social media works best as a piece of a strong overall online strategy, to include your website
and emails. The first social advocates for your cause will be the people who believe in you
already. The key is to inspire them to spread the word about your issue through their networks.
This works because their networks already view them as a trusted source so their support lends
you credibility to their audience.

While online and social advocacy can be very powerful tools, you will inspire your supporters
most if you also give them in-person opportunities to get together and support your cause. This
can be through tweet-ups (where people who frequently use Twitter about an issue get together in
person), volunteering opportunities, demonstrations or “stunts.”

You will also get a better response if your asks are very specific — a good example of this is in the
advocacy emails the ONE Campaign sends to its network, with a clear, concise explanation and
one simple activity supporters can do. If your ask is too long for your social media platform (if it
exceeds Twitter’s 140-character limit, for example), you can create a brief page on your website
and link to your ask with a catchy tweet such as, “Climate funding in danger! Tell your Senator
to vote NOon  amendment! [link]”

Examples of organizations that have effective social advocacy include: The ONE Campaign,
Oxfam, 350.org and the Sierra Club.

4 Joseph Kony is the leader of a rebel militia group Lord's Resistance Army (LRA), that uses forced recruitment of child soldiers
in northern Uganda, the Democratic Republic of the Congo and South Sudan.



Resources to do social media well:
e Beth Kanter (www.bethkanter.org/)
e Heather Mansfield (nonprofitorgs.wordpress.com/)
e Mashable (mashable.com)
e Social Media Today (socialmediatoday.com)

4. Traditional media

Media attention to your issues can often be helpful. If this seems to be the case, it is important to
consider reaching out to relevant media outlets and members of the press. This is easier in small
cities and towns than in large cities like New York or Washington, DC. Your issue may tie into
an issue already on the national press agenda or members of your alliance may have close
contacts with a member of the national press corps who would be interested and able to take up
your issue.

You can place op-eds or arrange for the local paper, radio, or TV station to interview your staff
member to highlight the work he/she is doing. This helps build a base of power by using media
coverage to highlight the work of your NGO. It also helps to build name recognition and
therefore increases influence and power.

In any event, media coverage brings your issue to the attention of a wider audience. Ideally, you
would like that attention to convert into greater support for the change you seek. But you cannot
control reporting, so there is always a risk that the coverage you get might not take the track you
want or, even worse, could come across as more sympathetic to your opposition. The bottom line
to remember is that working with the media is complicated and requires careful research and
often the involvement of people with particular experience in such outreach. This is a bigger
topic than we can take on in this article, so keep in mind that you will need to do more research
to explore this option.

5. Conducting negotiations

During an advocacy campaign an alliance may undertake negotiations with decision-makers or
their staff. Negotiation entails exchange and compromise, so it is important to select your
negotiating team and enter negotiations with the understanding that the team will probably not be
able to secure every facet of your goal. The team will need to compromise on some, or
potentially many, points. In addition to the “meeting” points above the following will be useful:

e Presentation matters: Your negotiating team should present themselves to maximize
their potential effectiveness. Not only should the membership of the team reflect the
diversity and strength of your alliance (including its most powerful members), they need
to present themselves in a way that puts their best collective foot forward and maximizes
their power. That includes the way they dress for meetings, being on time, and presenting
a disciplined and coordinated face in negotiations.

e Make sure the team has clear instructions and a common understanding of its authority.
For example, can it agree to a negotiated position on a particular point on its own or does
it need to bring the best offer back to an executive committee, board, or the membership
of the alliance?

e Know and understand the people and groups with whom you will negotiate. 1t is very
important to do this homework in advance and to use what you learn about your



counterparts to determine your strategy and tactics.
o Who will represent the other party(ies) in the negotiations?
o What can you learn about their bottom lines and primary concerns related to the issues
at hand?
o What other major concerns do they have on other matters that might influence their
bargaining positions on the issue(s) of interest to you?
o Why have the groups and individuals they represent agreed to meet with you at this
time?
o What are these people like as individuals and negotiators?
e Determine fallback positions and bottom lines for each point before negotiations begin
and make sure everyone on the team understands them.
e If your team is unsure about what to do next or how to respond, you can meet privately
(caucus) to address those questions. Team members should not argue with each other
during a meeting with the other party.

6. Persuading indirectly

Sometimes the most effective method for convincing a decision-maker to adopt your position is
indirect and behind the scenes. Indirect persuasion can involve informal “off the record”
meetings or discussions with officials and supporters. Or it can involve meeting with people
whom the decision-maker respects and then letting those individuals carry your message forward
to the decision-maker in an informal manner. This sort of indirect persuasion is conducted quietly
and may never be something that can be discussed publically, but it can, at times, be the most
effective way to achieve your goal.

7. Working in collaboration

Collaborating with key decision-makers on shared tasks and goals is sometimes the best road to
influence. Working with decision-makers, their staff and supporters can produce changes that
otherwise would be difficult or impossible to obtain. Being generous in giving your collaboration
partners credit for new ideas or successful changes is often helpful.

8. Conducting pilot projects

Pilot projects can demonstrate the usefulness of a particular idea. It is important to make sure you
have the permission and resources needed to complete a pilot project before you begin one. You
also need to keep complete records and conduct careful evaluations during and after the project
in order to collect solid evidence that you can use to convince decision-makers of the
effectiveness of the project. Involving decision-makers or their staff in the project design and
evaluation can be helpful as it allows them to more fully understand the project.

9. Building capacity

It may be necessary to strengthen capability of alliance members and possibly decision-makers to
perform functions key to achieving your goals. Capacity building can involve training workshops,
consultations, conferences, study tours, and other activities.

10. Undertaking study tours

Study tours can introduce decision-makers and their staff to new information and ideas, but they
need to be part of a broader strategy. Study tours are popular but consume a great deal of time
and financial resources. Without an advocacy strategy, careful planning, appropriate preparation,



and follow-up study tours won’t move you towards your goal. You should also be careful about
the details of who will cover what costs on the tour and possible issues concerning public
perceptions for participants if your study tour will be to an exotic or desirable location, or involve
notable entertainment activities. (For example, members of Congress have had problems for
participating in all-expenses paid trips to places that might be seen as desirable travel
destinations.)

In the United States the following two actions, though popular, are usually of limited value in an
advocacy campaign compared to the amount of resources required to undertake them.

11. Sponsoring conferences

Conferences consume significant resources and often have little or no influence on actual
policy-making. They should not be undertaken lightly. Carefully consider why you might hold a
conference and make sure it will support your broader strategy. You can use conferences to
present information about the issue and your proposals to decision-makers, their staff and
interested members of the public. To reinforce the legitimacy of the information you present,
make sure you carefully choose the conference venue, the way you present the information and
the mix of people you use to present the information.

12. Organizing demonstrations, vigils and other public gatherings

Demonstrations take a great deal of resources and effort, and in the United States they are
often ignored by decision-makers. Demonstrations, vigils, marches, and other mass gatherings
need to be used very selectively, be carefully planned, and most importantly be part of an overall
strategy. If there is little or no media coverage of the event the effort will have little impact.
Demonstrations should not involve confrontation unless it is strategic, carefully planned (not
spontaneous), and part of your overall strategy. Keep in mind that confrontation can have very
negative consequences for your campaign. Media coverage may not produce a positive impact if
the media does not cover the situation in a way that is sympathetic to your goals. Confrontation
may lead to violence and/or arrests, which will be covered by the media. The media will focus on
the violence and not on your message.

If after selecting a goal, conducting a power analysis, and setting objectives, you decide that a
demonstration is the most effective means to achieve your goals, the demonstration should be
carefully planned and executed. Issues to consider include:

e Who is the target of the demonstration? Will the demonstration you plan influence him or
her to support your goal or oppose it?

e What size demonstration do you need to attract media coverage and have an impact on
the target? In large cities like Washington, DC or New York City it takes an extremely
large demonstration to obtain media coverage or have any impact.

e To obtain media coverage it is important to have speakers with a high public profile such
as credible celebrities or members of Congress.

e What are the logistical requirements necessary to transport and supply the demonstrators
(e.g., food, water, sanitary facilities, public address system, housing and security)?

e What permits do you need for the demonstration you are planning?

e You can’t always control participants in a demonstration. If some want to commit
violence it will be very difficult to stop and media will focus primarily or exclusively on
the violence and ignore your issue.



Media coverage is important to publicize an issue and to strengthen an advocacy
campaign. However the media cannot be controlled and they may accentuate unpopular
aspects of the campaign or focus on violence if it occurs.

How can you protect the physical security of the demonstrators both during the event and
also while traveling to and from the site?

Example: Actions

InterAction engaged in a variety of actions during the debt cancellation campaign including:

Published a policy brief on debt

Submitted advocacy letters to Treasury and the White House.

Sent action alerts to US allies requesting NGOs pressure the administration.

Requested a research paper from the Center for Global Development on IMF gold sales.
Met with international NGO allies.

Met numerous times with a Deputy Assistant Secretary of Treasury.

Met with the G8 Sherpa staff at the White House.

Met with the UK G8 Summit Sherpa team.




9. CONDUCTING RESEARCH and PUBLISHING REPORTS

Accurate information and solid analysis are important for designing and implementing an
advocacy strategy, this requires research. For example, identifying who and how to target key
actors (your “power analysis”) requires research into the key decision-makers, those who
influence them, and the decision-making process and timing within the target organization. You
also need to develop solutions for the issue you are addressing. Carefully conducting and
presenting research to back up your positions and ideas is important. This often takes the form of
policy briefs and reports.

Washington government policy staff rarely read more than the first page or two of a document or
report. Briefs used in conjunction with advocacy campaigns need to follow several principles that
are different from writing in an academic environment. They need to be concise and begin with a
short executive summary. The executive summary should list the key recommendations on the
first page. If there is additional essential information (which is carefully vetted) attach it in
appendices. It is not useful to have lengthy descriptions of the issue or problem if it is already
understood by the target audience. The longer the paper the less likely it will be read.

A major weakness of advocacy research is the lack of a valid methodology and documentation.
Research needs to be well documented, balanced, and methodologically defensible to be taken
seriously and be considered useful. It can’t exaggerate claims or draw conclusions not backed by
documentation. Outside sources should be used for documentation, not your organization’s
publications. You can increase the credibility of a report by utilizing respected universities, think
tanks and experts with strong reputations, either as authors or as endorsers. Publishing your
research (or summaries) in respected journals can also increase the credibility of your findings
and reach a wider audience.

Your analysis should be accurate and targeted to the audience you want to influence. Analysis
based primarily on anecdotes is risky, because it can be attacked for being subjective and not
having a methodology. If you base your analysis on case studies, you need a credible process for
picking your cases, use a sufficiently broad sample of examples and a similarly broad range of
related data.

To reach academics and think tanks you may want a longer and more documented paper that also
has a more complete description of your research methodology. However for policy makers and
staff in the administration and Congress your report needs to be very concise. In such cases you
also need to be careful not to use academic jargon or technical research techniques that might not
be understood by our target audience (e.g. regression analysis). Your product will be very
different if the audience is grassroots activists and the public. In the latter case the report needs to
avoid jargon and acronyms and have a short, punchy, and clear message. The physical
appearance of the product is as important as the written material and needs to be adjusted to the
audience.

Example: Research

During the 2005-06 debt cancellation campaign, InterAction turned to the Center for Global
Development for help analyzing the option of having the International Monetary Fund (IMF) sell




of some of its gold reserves to finance its debt cancellation. As part of this analysis, The Center
for Global Development published Gold for Debt: What's New and What Next?

10. CONDUCTING EVALUATIONS

Evaluation is an integral part of advocacy. You should evaluate not only your overall progress
but also the effectiveness of each action in the campaign. This helps you to determine if you are
moving toward your objectives and goal, or if you need to readjust your efforts to get back on
track. After each action it is useful to evaluate a number of issues in the areas of leadership and
impact, and for some events, logistics and security. Relevant questions to ask include:
Leadership:
e Did the leaders know the issue and did they communicate clearly with other participants?
e Did the action involve making agreements with decision-makers? If so did your team
leaders make agreements acceptable to the members of your alliance?
e Did your team take advantage of the event as an opportunity to strengthen the leadership
abilities of your teams and to train new leaders?
Impact:

Did the activity move you closer to an objective or your overall goal?
Did the event create new opportunities to have an impact?
Did the event strengthen the alliance?
If the event was intended to demonstrate broad support for your position, was the turnout
sufficient to have that effect?
Logistics (for large events):
e Were participants in the right place at the right time?
e Was there appropriate equipment for the event (e.g. loud speakers, first aid, water, and
sanitary facilities)?
Security (when needed to protect the leaders and participants):
e Did you identify all the participants who needed security assistance?
e Was security provided for them before, during and after the event?
e Was the security commensurate to the risk faced by participants?
e Was the security effective? Was anyone hurt?

Example: Evaluation
At the end of the 2005 G8 summit, InterAction compared its “asks”™ with the text of G8
agreement at the end of the summit:

InterAction’s “Asks” G8 Summit Agreement

1. 100% multi-lateral debt cancellation for 100% cancellation of the debt owed to the

HIPC countries (Highly-Indebted Poor World Bank, the African Development Fund,

Countries) and other poor countries. and the IMF by HIPC countries that have
completed the HIPC process.

2. No harmful economic conditions The G8 agreed to debt cancellation with no

new conditions.

3. Don’t decrease ODA (Official Development | Donors agreed to provide additional funds to

Assistance) when cancelling debt. the World Bank and Africa Development Fund
to offset the cancelled debt.

4. Use IMF gold reserves to finance debt Participants agreed that the IMF would use

cancellation at the IMF. earlier gold sales to finance part of the debt

relief, but refused to sell additional gold.




Annex: Individual Meetings for Advocates
Eleven Principles
Adapted from an article by Ari Lipman
The Industrial Areas Foundation

This article is for advocates and leaders who are building an alliance and conducting individual
meetings each week. Advocates have experiential knowledge that helps them approach every
individual meeting differently to maximize its likelihood of success. What follows are some
insights found useful in individual meetings. Some of these principles have been learned by trial
and error. It is useful to begin compiling “tips™ for successful individual meetings. Here are
some:

Principal 1: The Individual Meeting is an Action
It has become a cliché to say that an individual meeting is an “action.” But what is the re-action
that we seek? Every tactic we use in a meeting must be calculated to achieve this re-action. The
reaction we are seeking in every first individual meeting is two-fold:

1. The person is agitated to act more aggressively on his/her interests

2. The person wants to do so in relationship with the advocate

Principal 2: Be Interesting

In order to get the reaction we want, the advocate first and foremost needs to be interesting to the
potential leader. If she/he is not interesting, there is no desire for a relationship, and if there is no
relationship, agitation to action is not possible. Every advocate should be pre-occupied with the
question: what will make me interesting to this person? Your goal should be to come off as the
most interesting person they have met all week.

Principal 3: Stories are Interesting
Every advocate should have 5-6 well-developed, rehearsed (but not too polished) stories prepared
to tell at appropriate points in an individual meeting. These stories should include:
o Family origin (several)
Why you became an advocate
Times you were acted on by dominant power
The moment when you developed an interest in building power
Times when you successfully organized a victory
Personal stories that relate to an organizing universal

o 0 0O 00

All of these stories should be told with a double purpose in mind:
1. To share more about yourself (and thereby encourage reciprocity in sharing stories)
2. To demonstrate your wisdom of how life experience can be interpreted into universal
insights that resonate with your individual meeting partner’s story.

This is where having a depth of life experience both inside and outside advocacy is a tremendous
asset. If you haven’t accomplished a lot yet professionally, or if you haven’t researched your
family’s history, or if you haven’t studied American politics and social movements, then you
won’t have a lot to offer a potential leader. This can be a big stumbling block for new,
inexperienced advocates, so it is especially important to think out in advance which stories you



can tell that will make you interesting.

Principal 4: Being Interested is Interesting

Most people find it interesting when someone is sincerely interested in them. It is useful to listen
to several stories first, elicited by probing questions, before talking at any length. The more we
listen, the better we can calibrate which stories we want to tell. We must be thinking while
listing, “what will make me interesting to this person? Which stories should I tell?”

By asking thoughtful questions and challenging people in their thinking (in a way appropriate to
the depth of the relationship), an advocate will make a lasting impression.

Principal 5: Being Worldly is Interesting

The best leaders will be curious about the world and attentive to what is going on. You need to
match this and convince them that you can help them understand and act in the world better than
they can without you.

This means you need to read the newspaper every morning and, if it seems appropriate, raise a
news item for discussion in your meetings. It also means you need to be reading books — both
fiction and non-fiction — that you can refer to, discuss, and recommend in your meetings. Some
of the best meetings have resulted from a topical discussion stemming from a book that both of
us had read recently.

Principal 6: Know your audience

Every individual meeting is different, and you should calibrate your meeting based on what you
know of the individual. This means that advance research is essential — especially with key staff
and high-level leaders.

We frequently say that an individual meeting is an art, not a science, and this means that we need
to have the judgment to know when to set aside the “rules” for the sake of a good individual
meeting.” For example: The duration of an individual meeting is not set in stone.

o “Power” people may frequently only give you 15-20 minutes and expect you to go
straight to business. You can’t act too far outside their experience without them
thinking that you are wasting their time.

o If'you have successfully engaged a “power person” with whom it is difficult to get an
appointment, don’t arbitrarily cut off the conversation at 30-45 minutes. Take as
much time as they are willing to give you to deepen the relationship. They will cut
you off when they are done.

Principal 7: Know what they are looking for in a first meeting

We are clear in what we are looking for in a first individual meeting: anger, edge, humor,
leadership history, social networks, and relationality. But what are our potential
advocates/leaders looking for? In a word, character. They are looking to discern if this is a
person with whom they want to relate.

They may be looking for information on the organization, but information is not going to engage
them. The advocate is.



Principal 8: Agitation is possible...inside of a relationship

It is unquestionably the job of an advocate to agitate people into action. However, if you try to
light too much fire under the behind of a stranger, the only thing you will burn is your potential
for a relationship. Agitation is advice — advice to act more aggressively on ones’ self-professed
interests. Very few people accept advice just on the merits of the advice itself. They accept
advice from people they trust, and they ignore even good advice from people they distrust or
don’t know.

This is especially a challenge for young advocates, who must ask themselves, “Why would that
40-year-old staff/leader take advice from this 25-year-old advocate?”” Because the staff member
will be asking themselves that same question, and will likely find it presumptuous (and irritating)
for a 25-year-old stranger to be telling him/her what to do.

On the other hand, agitation when delivered wisely and appropriately, can make you more
interesting to a person. Furthermore, it isn’t helpful to establish the context for a relationship
that doesn’t also lead to action. This is frequently the most difficult line for a new organizer to
walk.

Principal 9: Next steps must come out of the meeting

The worst stereotype of advocates is that we seek to “use” people — to plug them in to a pre-
determined slot. It is impossible to build a power alliance out of people who feel used, for the
simple reason that they are volunteers to an alliance and will withdraw their consent and stop
showing up. So it is imperative that an advocate never give off even the faintest hint that we are
looking to “use” people or asking them to do something that is not in their self interest.

However, we are clear that our job is to build a power organization by developing leaders who
can move into action, and that is what we are looking for in our individual meetings.

Every meeting with a potential leader should end with a next step towards this goal, but that next
step must spring organically from the conversation and the interests that the leader shared. Thus,
the advocate must simultaneously be inside the meeting and outside the meeting — inside
engaging the potential leader, but outside thinking through appropriate next steps based on how
things are going. Fortunately, nine times out of ten, next steps in a first individual meeting fall
into one of the following two categories:
o How can you help to build power by expanding our network of organized people and
organizations? (in declining order of desirability):
= Pull together staff in their organization to explore joining the alliance.
» [Introduce the advocate to other potential leaders who have similar concerns
* Give the advocate names of people who have similar concerns
= Attend a meeting with other people with similar interests.
o How can you help me understand the world better?
*  Another meeting to go in depth on a particular topic.
= Recommendations on things to read or experts to meet.
= [n rare cases, the establishment of a mentoring or advising relationship.

If the “potential leader” in the course of the meeting presents as a person who is not in fact a
potential leader at all, no next step is necessary.



Principal 10: Give people a context

Most people we meet have never been to an individual meeting workshop. On the other hand, at
some point in their lives they have likely met with a person individually for the purpose of
getting to know them better. The first individual meeting is going to be both inside and outside
their experience. It is therefore helpful to give a quick orientation to the meeting before jumping
it. For example:

“Thanks for meeting with me. I was speaking with a staff member at organization about
building a new alliance that can influence key policy issue(s) and she/he recommended
that I get to know you and learn a bit from your experience. Have you worked in Washington
long?” With this bit of context, you can jump into the relational part of the meeting without
getting bogged down upfront with the organizational/business aspect of the meeting. You can
then share more about the organization through your own story about how you became an
advocate.

For some people, especially those whose position of power makes their schedule particularly
tight, their instinct is to talk all business up front, with little interest in the relational back-and-
forth that is so important. It’s not usually helpful to say, “Let’s talk about that later. First I want
to talk about you and me.” That’s too far outside their experience. Instead, strategically work
relational stories and questions into the business conversation. Sometimes this will lead to a
complete change in tone of the meeting. At the very least, you will generate a little gristle to hold
the relationship together for a future meeting.

Principle 11: Keep the relational content going

In subsequent individual meetings with top leaders, never jump right into the business of the
organization. If the leader has stuck with the organization, it’s because she/he genuinely respects
and appreciates you, and values you in her/his life. You probably feel the same way. That’s not
ancillary to organizing; it’s the glue that holds us together. Don’t forget to nurture it.

With some leaders, you will spend 90% of the meeting on “relational” content — catching up,
talking politics, etc. — before getting to the 10% of business at the end. That ratio is a bit skewed
to apply to every meeting but can be appropriate for some leaders. The point is: the continued
development of the relationship with your key leaders is just as important as the organizational
business and next steps you have come to discuss.



Glossary

Advocacy: A series of planned actions, based on a power analysis, which organizations
undertake to pressure for changes in a specific issue, policy, or behavior of an institution,
government agency, or corporation.

Lobbying: Advocating to influence a specific piece of legislation with either the Congress or the
administration. Lobbying is legal however there are limits placed on non-profit organizations
concerning the amount of funds they can expend to influence legislation.

NGO: A non-governmental organization is a non-profit, voluntary citizens' group, which is
organized on a local, national or international level. Task-oriented and driven by people with a
common interest, NGOs perform a variety of service and humanitarian functions, bring citizen
concerns to governments, advocate and monitor policies and encourage political participation
through the provision of information. Some are organized around specific issues, such as human
rights, the environment, or health. They provide analysis and expertise, serve as early warning
mechanisms and help monitor and implement international agreements. (UN definition)

CSO: Civil society organizations are associations around which society voluntarily organizes
itself and which represent a wide range of interests and ties. These can include community-based
organizations, indigenous peoples’ organizations and non-government organizations (NGOs).
(From the OECD Glossary of Statistical Terms)

Suggested Readings

Advocacy Tools and Guidelines: Promoting Policy Change, Sofia Sprechmann and Emily Pelton,
Care, 2001. Available in English, French, and Spanish:
http://careusa.org/getinvolved/advocacy/tools.asp.

A New Weave of Power, People, & Politics: The Action Guide for Advocacy and Citizen
Participation, by Lisa VeneKlasen and Valerie Miller, 2002. Available for purchase through
Stylus Publishing at 1-800-232-0223 in the US or http://www.styluspub.com. It includes
descriptions of advocacy work and extensive exercises to assist in planning and developing
advocacy campaigns.

Creating Campaigns that Change the World, Jennifer Kurz, InterAction, 2005.
Grassroots Organizing Training Manuel, Sierra Club, 1999.

Organizing for Social Change, Kim Bobo, Jackie Kendall, Steve Max, Seven Locks Press, Third
edition 2001.

US in the World: Talking Global Issues with Americans, A Practical Guide, Rockefeller Brothers
Fund and the Aspen Institute, 2004. Available at: http://www.usintheworld.org.




InterAction is a Washington DC based alliance of approximately 180 development and
humanitarian non-governmental organizations. It is the largest alliance of U.S. based
international NGOs focused on the world’s poor and most vulnerable people.

The Center for Democratic Education (CDE), a U.S. NGO, worked in Central America
and the Caribbean from 1993 to 1998. The Center assisted civil society organizations to
understand the operations and impact of the World Bank and the Inter-American Development
Bank with local staff in Guatemala, El Salvador, Nicaragua, Belize, and Jamaica. CDE assisted
local organizations with advocacy training and consulting to undertake multiple advocacy
campaigns. The advocacy campaigns’ focus included World Bank sponsored social investment
funds, Inter-American Development Bank’s “Consultative Group Meetings”, and the
environmental impact of the paving of a highway in Belize, among others.

John Ruthrauff is the Director of International Advocacy at InterAction and Coordinator of
the G8/G20 Advocacy Alliance, a group of 50 U.S. NGOs, think tanks and unions, working to
influence the G8 and G20 summits. In 2013 he organized the International G8/G20 Advocacy
Network, which includes 110 NGO staff from 87 NGOs in 23 countries. He is the former
Director of Oxfam America’s Washington advocacy office; the founder and the former Executive
Director of the Center for Democratic Education. He is the former Executive Director of the
National Security Archive, a non-profit research and documentation center in Washington, the
former Executive Director of the Philadelphia Foundation, a regional grant making foundation,
and a community organizer.
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