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Introduction

Goal of the Toolkit:

The goal of this toolkit is to provide advocates with a practical guide to creating and managing of
advocacy campaigns and utilizing public-private dialogue as a means for promoting and implementing
advocacy campaigns.

Through Vital Voices Global Partnership’s experience in supporting women in the Middle East and North
Africa, the importance of successful advocacy campaigns has become increasingly clear. Successes in
Morocco, Jordan, and Kuwait continue to prove that sustained efforts to promote women’s human
rights are critical to affecting change on any level. Through Vital Voices’ partnerships in the region, a
model of public-private dialogue and partnership has emerged as an effective means of creating change
locally, and has led to the creation of a domestic violence co-located service center in Jordan and an
artisan center in Tunisia.

This toolkit reflects those successes in working with diverse stakeholders and integrates it with proven
methods for creating a successful advocacy campaign. Combining these two proven methodologies will
enhance the ability of advocacy campaigns to broaden its support locally and be an even stronger voice
for change.

How to Use this Toolkit

Throughout the Toolkit, two symbols are used:
& The hammer indicates a specific tool that can be used in the development of an advocacy
T campaign. Blank templates for these tools are provided in Annex A.

= ”rf The map indicates where an example from the Middle East is used.

Additional resources that can be used in developing an advocacy campaign are included in the
bibliography and Annex B.



PART ONE: Launching an Advocacy Campaign

What is Advocacy?

“Never doubt that a small group of thoughtful, committed
citizens can change the world;
indeed, it is the only thing that ever has.”

- Margaret Mead, cultural anthropologist

Advocacy is a process through which citizens organize to influence public policy and resource allocation
decisions.

Organizing advocacy efforts is important because there are situations where the benefits of a new policy
or policy change will be important for society, but individuals do not have the interest or capacity to
press for this change independently. Advocacy groups bring people together to collectively promote a
cause, ultimately leading to better outcomes than individuals could achieve on their own.

Advocacy groups’:

Assist in the development of better public policy

Ensure governments’ accountability to citizens

Give a voice to (misrepresented) citizen interests
Mobilize citizens to participate in the democratic process
Support the development of a culture of democracy

AR NN

Successful advocacy campaigns require leadership, organization, and strategic planning. While thorough
planning is critical, it is also important to be flexible and willing to modify plans when necessary. In any
campaign, it is likely there will be ups and downs, successful advocacy leaders are able to keep people
motivated and working toward solutions.

! Young and Everett. Advocacy Groups.




Helpful Attributes for Advocates

v'Passion for a cause that motivates v'Open-mindedness to understand and
others to believe change is possible emphasize with other points of view

v'Flexibility to change course and try new  v'Energy and physical stamina to work
approaches rather than clinging to a plan hard when virtue and enthusiasm are

that isn’t working not enough
v/ Ability to put ego aside and work for a v/ Ability to tolerate conflict
cause rather than recognition v/Strong negotiation skills

This guide will walk through each of the phases of an advocacy campaign, presenting tools and tips.
After completing this toolkit, the reader should have a solid understanding of how to prepare for, plan
and execute an advocacy plan. Part One of this toolkit presents the basics of creating an advocacy
campaign: Define and Organize; Plan; and Execute and Manage (see diagram below).

® Issue e Strategic

e Audience Communications
e Stakeholders e Schedule

e Budget

e Human Resources

The Part Two of this toolkit goes into more depth about how to bring business and governments
together to solve problems that affect society at large, and women in particular. The private sector can
be a source of creative ideas and can lead to more effective problem-solving than NGOs can achieve on
their own.

Components of an Advocacy Campaign

The first step in an advocacy campaign is to figure out exactly what the issue is, what action needs to be
taken to achieve the desired outcome and who the people are who have the ability and authority to
take the required action. Understanding the issue — both the problem and the solution — usually requires
significant research and analysis. The problem may be clear, but there may be surprising root causes to
this problem.



For example, there may be a high unemployment rate among women. But there are many possible
reasons why this may be occurring. It could be the result of simple bias and discrimination against
women by employers. Perhaps women need additional training to obtain the skills required for the jobs
available. Or employment-related regulations are more onerous and costly for women than those for
men. The solution may be educating employers, strengthening anti-discrimination laws, providing
finance for women’s education, expanding training opportunities for women, reforming employment
regulations or any number of other actions.

There are many steps to implementing solutions and there are different people with power to make
changes at each step. Therefore, the first part of the advocacy campaign is to identify the root causes
of the problem, the solution most likely to solve the problem, the people who have the power to
implement the solution, and the people who might be able to help the cause and who might present
obstacles.

Once the audience and issue are defined, the next questions are how can the right people be convinced
to support and implement the solution, when do the tasks need to happen, and what financial and
human resources are needed?

Finally, the advocacy plan needs to be executed, which requires managing staff, volunteers and
fundraising. Monitoring and evaluation throughout the campaign are important for ensuring that the
objectives are achieved and for facilitating learning.

Advocacy campaigns can be conducted at any level of government—national, provincial, local or even
village—and the process is similar. It may not be obvious at the outset what the appropriate level of
government is, but it will become clear during the preparatory research and analysis.



Defining and Organizing an Advocacy Campaign

Thought and effort invested into research and analysis at the start of an advocacy campaign pays off
with more effective results later on. Strategic thinking ensures that the advocacy campaign will target
the right people with the most compelling arguments to achieve the desired goal.

This section will:
e Describe the process for strategically approaching advocacy (see chart below)

e Determine the information that will go into an advocacy campaign communication plan
(described in detail in the next chapter)

e Introduce tools and how to use them to define advocacy objectives, with blank templates in
Annex A.

Process for Defining and Organizing an Advocacy Campaign

Problem Audience Collaboraters
and Opponents

= Questions to = Solution Checklist  CEIDEIGIS{eTaN\Y/EYe} = Stakeholder Map
Guide Problem = |ssue Chart = Audience = Stakeholder
Analysis Knowledge and Identification Table
Attitudes Chart

Issue

The first step of the analytical process is brainstorming to fully understand all the details of the issue and
then to formulate the problem and the solution. This may require desk research and talking to
knowledgeable people. Discussing the issue with people who have different perspectives is helpful for
gaining a more nuanced understanding of the problem and solution. In general, the more complex an
issue is and the greater the possibility for controversy, the more research will be needed to make
convincing arguments and diffuse criticism from opponents. Using data and facts for decision-making
will lead to better outcomes and also helps in determining potential roadblocks before they become
major obstacles.



Research Methods?

Observation is the most common way to gather information about audiences cheaply
and quickly:

e Talk with people who are familiar with the issue;

e Gossip: talk with other advocates and colleagues. This is especially helpful in
learning what people really think about issues; their true opinion may be
different from their official position;

e Read speeches or other documents written by the key organizations or
individuals;

e Review the results of recent polls, surveys or focus groups;

e Attend open meetings where individuals or groups will be speaking about the
issue.

Survey techniques, such as surveys and polls, are generally used to learn what large
groups such as voters, parents, youth, or small business owners think about an issue.

e Ask about surveys or polls that might be planned by donor agency projects, the
media or advertising firms to which you might add a few questions related to
your issue.

e Polls or surveys should be conducted by credible organizations.

Focus groups give an in-depth perspective on what people think and why they hold
those opinions.

e Limit discussion to a few, narrow topics;

e Participants should come from similar backgrounds and share similar
characteristics such as age, gender, etc., so that they will feel comfortable
stating their true feelings.

Conduct individual interviews with a representative if a survey, poll, or focus group is
too costly.

e Limit questions to a few topics and be sure that the people being interviewed
are truly knowledgeable

Conducting Primary Research
Problem

Determining the root cause of a problem is critical for |o Take notes—you may need to

identifying right solution. Any problem may have different refer to them later (and

causes. Most likely, there is a combination of several factors. remember to write the date!)

0 Ask people to recommend
other people for you to talk to

0 Send thank you notes

0 Verify surprising, controversial

or counter-intuitive
for establishing credibility. information

Determining what is most accountable for the problem may
require discussions with many people who are affected by the
problem. It is also important to understand the consequences
of the problem. Having data to back up assertions is critical

See Annex B for research resources

2 Adapted from Sharma. An Introduction to Advocacy.




ﬁ Questions to Guide Analysis of the Problem
T

v'How many people does it directly affect? v'What is the history of the problem?

Who are they? Where are they? When did it begin? How did it become a
v'Are there any secondary effects? (e.g. problem?
poor primary education leads to v'Have there been attempts to solve the
illiteracy, which leads to reduced earning problem? Did they have any effect (good
potential) or bad)? Why didn’t they work?
v'Has the problem been getting worse, v'"Why hasn’t the problem been solved
staying the same or getting better? yet? What is standing in the way?

¢ ,“_:'“: The Importance of Research for the Arab Citizenship Rights Campaign®

<~ | “Nationality has become a big political and media issue, but it wasn’t when we started in
2002. We had found one thing in common in all Arab countries — nationality laws
discriminate against women. They basically say that men can transmit their nationality
to their spouses and children, but women cannot.

When we started talking to the media, they were interested in facts, figures, and
human-interest stories, but we didn’t have any. We lacked hard data. So we went back
to square one — research.

With IDRC [International Development Research Centre] support, we conducted
research in three main areas. We wanted to know how the denial of rights affected the
lives of women in the seven countries we studied. We wanted to know how many
people we were talking about. And we wanted to analyze the nationality laws and their
contexts in each country.

From research to campaign

The findings allowed us to figure out just what it means to be a woman deprived of her
rights: if she is married to a foreigner, her children are actually strangers in their own
country. The findings allowed us to make the issue visible and to launch a campaign in
2004.

The research produced loads of material that the media just fed on. It gave us an edge
over the politicians because we had data. And it empowered women, in terms of talking
to the media. Anybody can go out and say: | want to change this or that. But with our
ideas backed up by the research, we knew what we were talking about, and we could
challenge all the myths around this issue.

* International Development Research Centre website: http://www.idrc.ca/reports/ev-145159-201-1-
DO_TOPIC.html.



Nationality has now become a big issue, a political issue, a media issue. When we
started, it was a marginal issue. The research has transformed this completely.”

-Lina Abou Habib is Executive Director of the Beirut-based Collective for Research and
Training on Development-Action (CRTD-A), which spearheads the regional citizenship
rights campaign.

Solution

The next step is to brainstorm about the possible solutions to the problem. For this analysis, it is
particularly important to get input from those affected by the problem and others who may be
knowledgeable about potential resolutions. Below are some questions to guide this thinking.

Checklist of Consideration for Articulating the Solution

v'Has there been input from a broad range v'Is the level of detail in your solution

of people? sufficient to ensure it is interpreted
v/ Are your supporting arguments for this correctly?
solution sufficient to be persuasive? v'How likely is this solution to solve the
(Data and quantitative analysis is often problem?
the most persuasive) v'ls it realistic?
v'ls it possible the solution will lead to v'"How much will the solution cost?
unintended consequences or v'Is it cost-effective? (in turns of financial
undesirable side effects? cost and cost of time and effort involved)
v'Are there any aspects of the legal or v'Are there any important timing issues to
political system, culture or social norms consider, such as elections, legislative
that will help or hinder efforts? schedules, conferences, summits,

holidays, festivals, sporting events

Summarizing the research and analysis above into an Issue Chart is a useful way of boiling down all the
information into the core points that will feed into the communication plan. The Issue Chart
encapsulates the advantages and disadvantages of the proposed solution.



< T
T

Current Situation + Proposed Situation +

Current Situation — Proposed Situation —

In the top row of the chart, the positive aspects of the Current Situation and the Proposed Situation (the
situation the advocacy campaign would like to create) are entered into the boxes. In the second row, the
negative aspects of both the Current and Proposed situations are included. This allows the reader to
easily summarize the different ways of looking at the Current and Proposed situations.

Advocacy Objective

This analysis will lead directly into the formulation of the advocacy objective, which articulates
specifically what the campaign aims to achieve, usually a new policy, legislative or procedural change.
The objective should be as specific as possible in terms of the quantity and quality of change aimed for
and by when. The change desired can be absolute (repeal the restriction on working hours for women)
or can be relative (increase the participation of women in the new legislation review process by 20%).
The level of specificity distinguishes an objective from a goal, which is the overall benefit the campaign
is contributing toward.

For example, a goal of an advocacy campaign may be to reduce violence against women. The advocacy
objective may be the passage of a law to protect female domestic workers who are abused by their
employers (legislative) or instituting a procedural system to include specifically trained first-responders
on police units that handle domestic violence cases (procedural).

Audience

The audience comprises all the people who are in a position to bring the advocacy objective to fruition.
In most cases, this will be lawmakers, but this process could be applied in multiple contexts or at any
level of government. It could be elected or appointed officials, village or tribal leaders, or
businesspeople.



The first step in identifying the audience is to create a decision map, which tracks everything that needs
to be done to in order to implement the desired change.

Legislative Process in Lebanon*

Constitution
Article 65

Constitution
Article 53

Council of Ministers votes by a majornity to
subnut draft laws to the President. Basic
national 1ssues such as electoral. nationality,
and personal status laws require a 2/3 quorum
and a conscn;sus' decision.

President forwards to the Parliaments the draft
law presented by the Council of Ministers.

Up to 10 MPs may
subnut a proposed
law to Parliament.
(See Article 101
Parliamentary By-
Laws)

|

Parliamentary

By-Laws 38

Parliamentary
By-Laws 42

Constitufion
Article 34

Constitution
Article 54

Constitufion
Articles 51,56,
57

Draft law or proposed law is received by
Parliamentary Bureau and submitted to
Parliamentary commuittees for review.

Parliamentary commuitee(s) review drafi law

and submit report within one month from the

date they receive the draft law (or within two
weeks if draft law 1s “urgent™).

Parliamentary Bureau places draft bills on
Parliamentary agenda according to date of

submission from the committees.
,

Parliament in session debates the draft law in
general and then discusses and votes on each
individual article.

With the required quorum. Parliament votes on
whether to adopt the proposed law or the
amendments.

Prime Minister signs the adopted law and sends
to President.

President countersigns and promulgates new
law within one month of recerving 1t. Urgent
laws should be promulgated within 5 days.
President may veto the law and submat 1t to
Parliament for reconsideration only once.

Once countersigned by the President, or the
constitutional expiration date for the President
countersigning passes, the new law 1s
considered legally operative and is published in
the Official Gazette.

Parliament may
overnide the
President’s veto
by a vote of an
absolute majority
of all members.
Constitution
Article 57

*IFES. Lebanon: Lobby Training Manual.
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Both formal and informal processes should be considered. The formal process is what is mandated by
law such as a committee vote or approval by a minister, which is the process outlined above. But there
may also be informal processes that are not written down or officially prescribed but often occur, such
as the committee chairperson inviting feedback or input into a decision.

The next step is to identify all key people involved in each phase of the policy process. The primary
audience includes people directly able to affect the outcome desired. The secondary audience includes
people who can influence the primary audience. These people may know individuals in the primary
audience professionally or personally and may be personal contacts, influential academics, community
leaders or members of the media.

Whenever possible, the audience should be proper names of individuals rather than organizations,
committees or departments. While a decision may technically be taken by a group such as a committee
or council, it is ultimately people on that committee who need to be persuaded.

All the people identified as primary and secondary audiences should be classified into 5 categories: in
favor of the proposed solution, against the proposed solution, undecided (or unknown), currently
unaware of the problem, currently uninterested in the problem or indifferent. This information will be
used to create an Audience Knowledge and Attitudes Chart with more details on the current position of
the audience. Additional research may be required to uncover these details. The research methods used
above in the issue analysis section are also useful for understanding audiences.

Audience Knowledge and Attitudes Chart’

Audience | Audience knowledge Audience attitudes about Issues that the
about issue issue/objective (for, against, audience
undecided, unaware, cares most
uninterested) about

Stakeholders

In addition to the primary and secondary audiences, there may be other people who will either be able
to help advance the advocacy agenda or may try to obstruct progress. The next step is to identify all the
additional stakeholders, which are all those people who have something to gain or lose (directly or
indirectly) from a successful outcome to the advocacy campaign. Referring back to the Issue Chart is
helpful for identifying who is benefiting or is disadvantaged from the status quo and how that might
change after the proposed reform.

> Sharma. An Introduction to Advocacy.
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Examples of Possible Stakeholders®

Civil Society
o National and local NGOs
e Trade unions
e Academia

e Other citizen advocacy groups
e Segments of general population

Private Sector

e Small, medium and large businesses

e Local and foreign investors
e Financial institutions

e Business associations and chambers of

commerce
e Professional organizations
o Individual business leaders

Once the list of all stakeholders is developed, all the names can be placed on a Stakeholder Map, which
classifies stakeholders into allies, potential partners, opponents and adversaries. The stakeholder map is

Public Sector

e President’s office
e National and local public institutions
e Ministers and advisors
e National, local and international media e Civil servants

Parliament
Political parties
Relevant councils and commissions

International Community

e Multilateral development partners
e Foreign governments

e International development NGOs

useful for determining which stakeholders will require the most attention.

The first step in creating the map is to rate on a 0-10 scale how much each stakeholder supports the
advocacy objective and how much power each stakeholder has to facilitate or impede the advocacy
campaign. More weight should be given to potentially more active stakeholders than those who have

strong opinions, but are likely to be inactive.

& Support (10)
T

o

o

o

o

a Unknown/

S Undecided (5)

)

o

o0

o)

(a]

Oppose (0)

Stakeholder Map’

Potential Partners
Stakeholders who
support the objective,
but are less influential

Allies
Stakeholders who are
strong supporters of
the objective and have
considerable influence

Opponents
Stakeholders who
oppose the objective
but have low
influence

Adversaries
Stakeholders who
oppose the objective
and are influential

Low (0)

Unknown (5)

High (10)

Level of Influence

®IFC. Strategic Communications for Business Environment Reforms.
7IFC. Strategic Communications for Business Environment Reforms.
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As stakeholders are ranked in the Map and fall within the four categories, the information will help show
where alliances can be formed to strengthen the advocacy campaign and display the capacity and
interest-level among many stakeholders. It can also be helpful for identifying potential conflicts, risks or
special interests that may work against the campaign.

The analysis from the Stakeholder Map can be combined with a Stakeholder Identification Table, which
adds details to help determine how to obtain stakeholder support or overcome their opposition.

Stakeholder Identification Table®

Potential impact

Stakeholder Group Interests at on the advocacy
(Public Sector, Private stake in campaign’s
Sector, Civil Society, relation to success: Positive
International the advocacy | (+), Neutral (0), or
Category | Description Community objective Negative (-)
Most
Important
Very
Important
Important

Below are some suggestions for ways to engage with the various types of stakeholders.’

Engagement Strategies

Category Options Risks of Not Acting
Allies e Cultivate champions by making it easy for | ¢ May lose potential
(High Support, them to advocate. Provide them with facts influential champions.
High Influence) and figures and opportunities for visibility | e Lack of coordination leads
and acknowledgement. to duplication of effort.
e Hold consultative meetings and ensure ¢ Information may not
buy-in by building consensus. reach critical audiences.

e Leverage allies to expand supporter and
audience networks (e.g. participate in
their events, use their distribution lists to
reach larger audiences).

e Build ownership and encourage increased
level of activity (e.g. give credit to allies
and provide opportunities for visibility).

®IFC. Strategic Communications for Business Environment Reforms.
° Adapted from IFC Strategic Communications for Business Environment Reforms.



Potential Partners
(High Support,
Low Influence)

e Motivate to become more active
supporters.

e Empower and mobilize — move to allies
category. Build capacity or organize as a
group so they can collectively advocate for
change.

Lack of awareness leads
to ineffective
implementation.
Potential ally is lost.
Adversaries may use lack
of activity to claim that
the group does not
support the reform.

Opponents
(Low Support,
Low Influence)

e Diminish resistance by raising awareness
(e.g., educate stakeholders about benefits
of reform, but also recognize costs to
specific stakeholder groups).

e Reduce resilience by showing strength of
pro-reformers.

e Monitor changes in influence or resistance
levels (e.g. keep an eye on opponents that
seem disparate and weak as they may
unify and gain strength).

There may be a missed
opportunity to create
support by dispelling
misconceptions.
Influence or resistance
could increase and
unexpectedly derail the
objective.

Adversaries
(Low Support,
High Influence)

e Try to create division within the group to
reduce strength.

e Educate to confront misperceptions.

e Decrease influence by diminishing
credibility, if appropriate.

e Confront by exposing vested interests.

e Co-opt, weaken or neutralize (e.g. educate
to confront misperceptions, compensate
for potential losses, take legal action).

Reform effort delayed or
stalled.

Reform derailed through
obstruction or lack of
implementation.
Adversary gathers enough
strength to reverse
reform successes.

e |dentify a core group of advocates and

friends

o Identify all key players in the
advocacy field — friends and foes to

the issue

Identifying Strategic Allies™®

e Expand the base to include government

and elected officials

e Reach out to business and non-
governmental organization leaders

e Reach out to religious leaders, elected
officials, and highly visible community
officials

e Find community decision makers
and invite them to meetings

e Build personal, face-to-face
relationships

The core group of strategic allies should be asked to commit only to a limited duration assignment as
supporters and advisors, serving as a brain trust or planning team. The group must be unique, dynamic,
charismatic, fearless, and know how to make things happen. They must love and welcome new
challenges, care deeply about the issue, and must be able to move mountains when necessary.

% Ada pted from Gwinn & Strack. Hope for Hurting Families..
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Building Relationships

The success of any advocacy campaign depends on an ability to develop and maintain relationships. Do
not underestimate the power of a friend. Developing strong relationships with diverse groups of people
will help build trust in the community and can help foster positive impressions of the advocacy
campaign. Often, it is personal relationships that lead to an important contact, partnership, or funding
source. This increased trust and contact base may also help to attract more people to the advocacy
campaign and create stronger support for the issue.

Coalitions

Bringing together collaborators from different segments of society in a coalition strengthens and
enhances the credibility of the campaign. Coalitions can be permanent, temporary, formal (with
memberships, by-laws and dues) or informal. They can address a single issue or seek to advance
multiple objectives towards an agenda. When deciding whether to form a coalition, it is important to
assess the strengths partners bring, whether these strengths compensate for weaknesses, whether
there are any potential conflicts and whether potential partners have reputations that could
compromise the objectives of the campaign.

Issues to Consider When Deciding Whether to Form a Coalition™!

Advantages Disadvantages

e Larger base of support e Managing the coalition can take time

e Additional resources away from managing the campaign

e Additional contacts and relationships e May require compromising on issues or
with audiences tactics

e More people to execute tasks e May result in being overshadowed by

e Enhanced credibility and influence for larger or higher profile partners
the campaign e Smaller partners may have a hard time

e Opportunity to learn new skills and getting their concerns respected
knowledge and compensate for own e If the coalition breaks down, it can harm
organization’s weaknesses all the members

Coalitions need to be managed to ensure that the group is cohesive and not working towards different
purposes. Partnering with large or high-profile organizations can bring significant resources and
benefits, but there is a risk that these organizations will overshadow smaller partners.

n Adapted from Vance and Gordon. Create Your Activism Plan.
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ST  Messaging for One-Stop Shop Reforms in Egypt™”

LR 1

= In 2005, the International Finance Corporation teamed up with the Egyptian government to
reform business start-up procedures with a pilot project in Alexandria. From the beginning
of the project, it was clear that strategic communications would be critical for motivating
local-level middle management in government institutions to participate in the reforms.
The need for universal support was particularly important given the extreme complexity of
the pre-reform processes. Registering and licensing a new business involved more than 220
days and 132 processes across 18 institutions having different goals and objectives.

The IFC and government identified three audience groups: the private sector, direct
counterparts in the public sector, and the broader population of civil servants having a
stake in the reform process. They wanted the private sector to be a constructive pressure
group in the reform process and sought the active participation of key private sector
stakeholders in the re-engineering process. They partnered with the Alexandria Business
Association to create a reform monitoring capacity to enable the ABA to disseminate to the
media simple, accurate, credible and concrete information on the progress of the reforms,
thereby reaching the private sector at large in a more systematic and organized way than
would otherwise have been possible.

The public sector counterparts were divided into two groups: “champions” and
“followers.” The IFC held highly publicized events such as press conferences to reward the
champions with more credit and visibility for their commitments to the reform process.
Messages to the followers used international best practice examples to illustrate how
institutions pursuing important policy objectives could combine their traditional mandate
with the additional objective of attracting new investment to contribute to new job
creation and income opportunities.

For the broader population of civil servants involved directly in the reforms, 30 core
managers at the middle management level were targeted. These managers participated in
regular roundtable discussions, training from international experts, and two study tours in
Europe and North America. Systematic media coverage was organized in connection with
these events.

Endorsement Letters

Endorsement letters can be a great way to bring other organizations or notable people into the
campaign in a more formal way. Seek each organization’s and individual’s official endorsement of the
project and/or ask them to participate in the strategic planning progress. These formal letters can be
shown to others when trying to reach out to potential partners or donors, and can also be used to
convince supporters of other organizations to support the organization or campaign. See Annex C for a
Sample Endorsement Letter. Supportive organizations may be able to provide the following types of
support:

e Holding a special board meeting of their e Identifying missing players
organization to endorse the concept ¢ |dentifying necessary on-site services

2 Moullier and Ha mdy. Communication As A Tool In Policy Reform.
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o Writing an official letter of support e Sharing a mailing list or email list
e Asking their members to write a letter of e Attending important meetings and press

support to key decision makers conferences
e Contacting key players that should be o |dentifying potential barriers
participating o Offering suggestions to overcome
barriers.

The Process Is Important™

Remember that the process of engaging potential supporters is as important as the end product. You
must go through the process, not around it. It is important to seek support from everyone, even if it
means starting with an unpleasant reception from initial skeptics and critics. Obtaining the support of
skeptics and critics often requires an individual and personal approach.

If someone you know has a personal relationship with a person who is opposed to the project, reach out
through that person and identify common ground. Make a reasonable effort to present the issues in a
non-confrontational and professional manner, and ask to hear what the other person has to say. If you
still don’t succeed, evaluate whether or not the campaign can proceed without the support of the key
player or agency you need. One unwilling partner, or even a few, should not derail a good campaign. Be
willing to go forward with those community partners who want to be involved. Continue to develop
relationships with the community and seek buy-in from others. Ultimately, the track record and strength
of the campaign will attract people to support the cause. Stay the course, apply gentle but relentless
pressure, and DO NOT GIVE UP!

B Ada pted from Gwinn & Strack. Hope for Hurting Families.
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Planning the Advocacy Campaign: Communication Plan

Once the scope of the campaign is determined, a plan needs to be put together to figure out how to
make it happen. It may be tempting to launch right into activities, but it critical to think through details
in advance. Advocacy campaigns are highly public and mistakes can be difficult to overcome. That is why
it is important to go through the defining researching, audience targeting and stakeholder engaging
processes outlined in the previous section. Once these initials steps have been taken, the planning of the
Advocacy Campaign will begin to take shape, starting with a very key component: communications.

Process for Planning the Advocacy Campaign

Human

Communication Plan Budget
Resources

The Section Will:
e Discuss the importance and components of a communication plan;

e Show how to integrate the analysis complete in the steps taken in the previous section to inform
the communication plan;

e Describe other key steps in planning an Advocacy Campaign (see chart above) — schedule,
budget and human resources — are discussed in the next chapter.

Communication Plan

At its essence, effective advocacy is persuasive communication. Accordingly, the communication plan is
the heart of an advocacy campaign. The analysis completed in the previous section will provide the
foundation for the strategy behind the communication plan. Solid analysis backed up by research will
make developing the plan easier and lead to more successful implementation.



N

18

A communication plan for an advocacy campaign is different from other information campaigns
managed by NGOs because it aims to go beyond raising awareness and provide information to trying to
encourage people to take action and sometimes change their minds.

Process for Developing a Communication Plan

Determine
Audience-Specific
Objectives

Prioritize Audiences Craft Message Select Method

Developing the communication plan starts with revisiting the audience list and deciding which of those
people are the most critical to reach in order to achieve the advocacy objective. In order to determine
which arguments are going to be most convincing, it is important to assess each audience’s current
position and what they care most about. While assessing the target audience for the campaign using the
processes outlined in the previous chapter, identify the audience’s knowledge of the campaign’s target
issue, and record it in the Audience Knowledge and Attitudes Chart (example below). Then record each
person’s opinion on the issue, divided into these categories: for, against, undecided, aware,
uninterested. Also, record the issues that the audience cares most about, as this can help to target or
leverage the message of your advocacy campaign using themes about the issues they care most about.

Audience Knowledge and Attitudes Chart™*

Audience | Audience knowledge Audience attitudes about Issues that the
about issue issue/objective (for, against, audience
undecided, unaware, cares most
uninterested) about

Audience members may need to be educated or convinced to change their minds. In some cases, it will
be necessary to make it easier for them to act or to put pressure on to raise the urgency of the issue.

Message

Each audience may require a different message, which is the main idea that is going to be conveyed
through the communications plan. The message is different from the advocacy objective because it
consists of the arguments that will convince the audience rather than the reasons why the advocating

Y Sharma. An Introduction to Advocacy.
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organization is pursuing the campaign. The message needs to be customized for different audiences.
Effective messages are those that the audience needs to hear, not what the organization wants to say.

The components of a message are:
What change is being sought?

Why is this change important? (the positive result of taking action or the negative consequences of not
taking action)

How should the change occur?

What action is being requested of the audience?

A Message for Citizenship Laws in Jordan®

= Jordanian women married to non-Jordanian men should not face unfair burdens.
Currently their husbands and children are treated as foreigners in the Kingdom. Children
cannot attend government schools or benefit from free healthcare. They must pay high
school enrollment fees, pay for expensive medical care and pay yearly residential fees.
Jordanian women should have the right to pass citizenship to their husbands and
children. The way to enact this change is to amend the nationality and residency laws to
ensure that women have the equal right to their male counterparts to pass on Jordanian
citizenship and related privileges to their spouses and children.

S g

A message should include the four components listed above and convey the issue in a straightforward
and compelling way, as the example above shows. The message should be easy to present and
understand, and should clearly represent the issue the advocacy campaign is centered around.

Once a clear picture of the audience has been created using the tools above, the following table can
help in formulating which messages will be most appropriate to each audience.

Message Development

Stakeholder Current Position What is Message Message
(For, Against, Most Purpose Content
Undecided, Unaware, | Important (What do you
Uninterested) to the want the
Stakeholder | stakeholder to
do?)

> Ada pted from American Islamic Congress, A Modern Narrative for Muslim Women in the Middle East.
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Messages should be concise and persuasive. Economic arguments may have the most impact, but may
not be the most important factor for all decision-makers. Some audiences may be more willing to back
the proposal when they know who else is already supporting
it.

“We will be taken seriously by the
In some places, faith-based dialogue can play a powerful role | government only when we present
our case in a scientific manner that
is rooted to ground realities. We
have to talk specifics about real
people and real situations.”

in advocacy. Using religious bases for advocacy may help
incorporate a wider audience in the campaign. However, it is
crucial to include all points of view and form relationships
with many religious organizations, faith institutions, and other

respected leaders in the community. - Afnan Al Zayani, Bahrain Chamber
of Commerce and Industry

If religious or faith-based perspectives are going to be

included in the advocacy campaign, remember that each religion, sect, and person have their own
conceptions of right and wrong, what is allowed and what is prohibited by scripture. Additionally, each
person has their own relationship with their faith, their faith leaders, and God, and every person is
entitled to those beliefs. While it may be beneficial to include religious concepts and values respectfully
to present a different point of view, always be aware of the effects that poorly planned, or accidental
mistakes, can have on the advocacy campaign.

It is worth spending time carefully considering all the language used in the message. There should be no
ambiguous words or words that are so politically or culturally sensitive that they will distract from the
content of the message. If the message is going to be translated into other languages, it is useful to have
the message translated into the target language and then translated back to the original again by a
different person to make sure that it is conveyed correctly.

There are many resources an advocacy campaign can use to strengthen a message for a specific
audience, including economics and faith, as mentioned above. Other resources include local law and
customs, international human rights law, trade and commerce laws, and business policies. For more
information on some of these additional resources, see Annex B.



Stakeholders Messages to Communicate

Influencing Parliamentarians to Endorse and Implement a Domestic Violence

Bill in Yemen®®

Although Yemen has signed most of the international treaties and conventions related
to women'’s rights, there is no legal or policy framework that supports work on ending
violence against women. While a few articles in Yemeni family law relate to gender
violence, these are not enforced in any consistent way and do not provide women with
any real protection.

The Women’s Affairs Support Centre (WASC) set the objective of working with the
Yemeni parliament to endorse and implement a draft domestic violence bill. Having
adequate legal structures in place would strengthen their work with other stakeholders,
and help ensure justice for violence survivors. In order to complement their overall
communications and advocacy efforts, WASC determined to add a special
communications component to their work with parliamentarians. This would consist of
focus group discussions for the parliament legislations committee, government officials
and other stakeholders, as well as the distribution of information kits for Yemeni
parliamentarians. This way WASC would have a better sense of the knowledge, beliefs,
and practices of key decision-makers and could more accurately desigh communications
materials for them. Building on existing advocacy work undertaken on ending violence
against women, they could work towards their overall objective: getting
parliamentarians and local authorities to endorse and implement gender-sensitive laws
and policies. Through this aspect of the overall intervention, WASC hoped to increase
the knowledge, awareness and commitment of parliamentarians to ending violence
against women so that they would fully support new policies and increase resources
allocated to support services for ending gender violence.

Parliamentarians and Endorsement/implementation of laws to end violence against women
local councils and gender-sensitive policies and laws will provide an environment of
equal opportunity and increase the number of women supporters.
Parliamentarians and local councils need to mobilize votes; it is in your
interest to respond to your voters.

Media cadres and Coverage of violence against women cases is an important part of the
press journalists required transparency of press and media

Women, survivors of Women voters have a role in influencing the passage of such policies.
violence By speaking out and telling your stories, you will raise awareness about
gender-based violence and help people see it as unacceptable.

Women’s groups Women’s groups need to adopt a holistic approach and consolidate
resources to effectively lobby parliamentarians/key officials to
adopt/implement such policies.

Human rights Participating in campaigns to end violence against women is an integral
advocates and NGOs part of human rights advocacy. We must work together to strengthen
the impact of our work.

Conservative men & The message will be based on information gathered through focus
women, perpetrators | groups, interviews and surveys.

' UNIFEM. Making a Difference.
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One-Minute Message for Journalists

In addition to audience-specific messages, it is important to
also prepare a general message that will have broad appeal
and can be used when talking to journalists. This message
should be able to be spoken clearly in 30-60 seconds, to
increase the likelihood that it will be used by reporters
(especially on radio and television). The basic format for this
message should be: Statement + Evidence + Example +
Action Desired"’

Statement. The statement is the central idea of the
message

Evidence. The evidence supports the statement or central
idea with facts and/or figures. The message should include
limited data that the audience can understand easily—such
as “only one out of three children in X village has access to
antibiotics.”

Example. After providing the facts, the spokesperson should add a human face to the story. An anecdote
based on a personal experience can personalize the facts and figures. It reminds listeners that this not

Crafting a Message

Try to keep the message positive,
focusing on solutions to problems
Have a concrete answer to the
question “Why Should | Care?”
Draw a contrast with the status quo
Be convincing by showing evidence
and exhibiting expertise

Make sure all statements from staff
and coalition partners are
consistent

Be prepared for rebuttals.
Anticipate your opponents
criticisms and think through how
you would respond

Be able to personalize the problem
with a face and a real story

just an abstract policy issue but rather one that affects people’s health and well-being.

Action Desired. The desired action is what the audience is requested to do as a result of hearing the

message.

Example: Once Minute Message*®

to avoid this issue at the national level.

development efforts.

Statement. HIV and AIDS are serious threats to our country’s economic well-being and are
creating a huge burden on individual families and communities. We no longer can afford

Evidence. There are more than one million people infected with HIV, and this figure
continues to grow. In the next five years, one million children will have lost one or both
parents to AIDS-related illnesses. The age group most affected by HIV is the 15-50 year
olds, so HIV negatively affects our labor force, family structures, and community

Example. Our group has been supporting Fatima, a young teen-aged woman, during the

7 UsAID. Analysis and Advocacy Training Manual.
'8 UsAID. Analysis and Advocacy Training Manual.




past two years. Fatima has lost both parents and several other extended family members
to AIDS-related ilinesses. Her village knows that her family has been affected by HIV, and,
as a result, she and her siblings experience stigma. She is unable to continue her education
because she must spend her time caring for younger siblings. They do not have enough to
eat. Fatima has had to leave her siblings in the care of neighbors in the village and move to
an urban center, where she engages in sex work to send money home to feed and clothe
her siblings. Her situation is typical of many women in our country.

Action Desired. It is essential to support legislation increasing funding of health care and
other services for HIV-affected women.

Slogan

It can also be useful to have a slogan or a condensed version of the message that is short, clear, easy to
memorize, and yet still has the essence of message. A way to think about a slogan is to think about what
the headline would be for a newspaper story about the campaign or what the subject line would be in
an email to a reporter. Slogans can also be developed with a certain audience in mind. See examples of
general and targeted slogans below.

Slogans for a Domestic Violence Advocacy Campaign™®

is everyone’s
concern. Report it.

He threatened her.

He beat her. He
raped her. But first
he married her.

women.

Running away from
home = running
away from
responsibility

Raise a family, not a
fist

Issues/Messages e Wife battery is a crime
e Psychological violence is as hurtful as physical violence
e Family negligence and desertion are forms of domestic
violence
Target General Men Women
Slogans Domestic violence Real men don’t hit He said he’d never

hit you again . ..
but that’s what he
said the last time.

You can hide the
bruises on your
body, but what
about the damage
to your soul?

¥ UNIFEM. Making a Difference.
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All of these slogans capture the essence of the message that this group is trying to send — that wife
abuse is bad and should be reported and stopped. But, they are memorable and powerful, and the
audience will more easily remember them.

Methods of Communication

Once it is clear which audience needs to hear which message, the next step is to figure how best to
reach the audience. Below are some factors to consider when deciding which communication channels
to use:

Channel Selection Considerations?’

Reach Which audiences does the channel target? Local grassroots channels
(like local radio, posters in markets and cell phone campaigns) are
often more credible and personal when trying to mobilize target
audiences.

Frequency How often are audiences exposed to the channel?

Cost How much does it cost to utilize the channel? Advertising messages
can be controlled but are often viewed as propaganda. Investing time
in press relations or securing time on a radio or TV program can be
done in many cases without additional cost and can be more credible.

Feasibility Is it reasonable to expect that the organization could utilize this
channel? Are there risks in doing so?

Effectiveness How much effect on knowledge or behavior could this channel
produce?

Rapid Which channels will allow for sending urgent messages that counter
Response negative opinions or statements by opponents? It can be helpful to
prepare “ready-to-go” editorial articles in advance in order to respond
quickly to a negative news cycle.

Repetition How can communications through each channel be timed, sequenced
and integrated to deliver a stronger message together? Consistent
messages sent through multiple channels are most likely to reach
target audiences.

The following sections present several methods of communications that the advocacy campaign can use
to spread its message.

Face-to-face meeting

Face-to-face meetings are usually the most effective method for reaching an audience. They provide an
opportunity to put a human face on an issue and to develop a personal relationship. The interactive
nature of face-to-face meetings provides an opportunity for stakeholders to ask questions and voice

20 . . . . .
IFC. Strategic Communications for Business Environment Reforms.
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concerns. The message can be tailored very specifically and can be altered at the moment to make it
more effective based on the feedback received during the meeting.

Face-to-face meetings require a lot of preparation. Before the meeting, research should be done to
know who the people being addressed are, their work, their organization and their needs and interests.
For meetings with political leaders, it is important to know their voting record, constituency, campaign
platform, and when they are up for re-election (or re-appointment).

If multiple people will be representing the advocacy campaign, it is best to decide in advance who will
say what and even practice delivering the message before the meeting. Practicing may seem strange,
but it is very helpful to perfect how to deliver a message and how best to present the campaign. If
possible, find someone not involved in the campaign who can critique the presentation and provide
objective feedback. Other options include practicing in front of a mirror or videotaping yourself. If there
is a possibility that the meeting will require a negotiation, it should be decided in advance how much to
compromise.

A good opening for the meeting is to acknowledge and express appreciation for previous support for
the cause, if appropriate, or to point out areas of common ground or mutual interest. During the
meeting, the main points should always be delivered first in case the conversation is cut short or goes
off on a tangent. It is important to try to anticipate the stakeholder’s questions and concerns and have
relevant documentation, such as reports or fact sheets, ready.

Keeping the meeting as a conversation with questions back and forth is more effective than simply
making a one-on-one presentation. If a question comes up that is difficult to answer, the best response
is to make a written note of it and promise to return to the person with an answer. It is not advisable
under any circumstances to guess at an answer. The consequences of guessing incorrectly could
damage the integrity of the campaign.

A strong way to end the meeting is to summarize what was said, next steps and the action that is
desired from the stakeholder.

After the meeting, a thank you note should always be sent, regardless of whether the meeting was
successful or useful to the campaign. The thank you is a good opportunity to follow-up on unanswered
questions, provide additional supporting information and give reminders on actions requested of the
stakeholder.

Presentation

A presentation is an opportunity to present the issue in a controlled way, directly to a group of decision-
makers. While not as personal as a face-to-face meeting, it still allows for a high degree of customization
to the audience’s specific concerns.
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Handling Presentation Logistics

Questions to Ask Before a Presentation

e How many people will be attending?
Who will they be?

e How will the room be set up?

e How is the presentation going to be
advertised or announced? (Is it possible
to suggest the language used for this?

o Will there be a question and answer
period?

e Will there be audio/visual equipment
available?

e Are there any other related events
taking place?

Logistical Planning Tips

e Make sure the tables and chairs are
arranged appropriately

e Close windows to reduce distracting

e Make sure people know where to go and noises from outside or get a fan if the
that there are signs, if necessary room is too hot

e Check that the audio-visual equipment is | ® Take several printed copies of your
set up properly presentation in case technology

malfunctions

e Try to anticipate what might go wrong
and arrive as early as possible to deal
with problems

Starting a presentation with an anecdote or story makes the issue more personal and draws the
audience in. If appropriate, humor is particularly good for getting the audience’s attention and helping
everyone feel more comfortable. Asking questions and allowing opportunities for audience input helps
keep the audience engaged and paying attention. It is helpful to try to anticipate questions in advance
and have additional facts and figures handy in case they arise.

A standard presentation can be used, but it should be tailored to the audience’s concerns and their
background. Presentations should be prepared for well in advance as they can take a surprisingly long
time to put together, especially when using presentation software.

Using a software program like PowerPoint can be a distraction and many people speak more naturally
and confidently without it. On the other hand, it does provide an opportunity to present information in
a visual way. As a general rule, the most effective slides have the fewest words and simple diagrams. It
is best to use bullet points sparingly and use charts, diagrams and pictures to the tell story. All sources
for facts and figures should be cited.

Many people make the mistake of writing out everything they want to say on slides and then reading
the slides during the presentation. Some people tend to present too much information on a single slide,
which makes the presentation difficult to understand and follow. This bores the audience and it is
difficult to make a persuasive argument in this manner. If there is too much information to memorize, it
is better to keep the slides simple and take written notes to refer to. It can be helpful to practice giving
the presentation without looking at a screen at all.
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Do not make slides that look like this
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The final slide should be a summary or conclusion with a reminder of the action requested of the
audience. If it is likely people may leave early, handouts or other printed materials should be distributed
at the beginning of the presentation. Otherwise, they can be given out at the end so the audience
members do not read the materials instead of listening to what is being said.

If time is an issue and there is a very large audience, it is helpful to take multiple questions at one time
(write them down!) and then answer them as a group. This makes it easier to manage time by skimming
through questions that do not require much of an answer and allows more people to ask questions. For
extremely large groups where many questions are anticipated, audience members can write questions
on note cards. This makes it easier to manage the crowd and allows for filtering and prioritizing by an
assistant.

It is a good idea to think through in advance how to deal with potential hostility through acknowledging
and politely deflecting inappropriate, rude or off-topic questions. As with face-to-face meetings, it is
better not to answer a question than to guess and say something incorrect that might damage
credibility.

Position Paper

A position paper (or issue paper) provides in-depth justification for the message of the advocacy
campaign. It is usually written with an undecided or unaware audience in mind, but it also provides
useful background for journalists and provides talking points for allies.

When possible, position papers should be written by credible experts. Facts should be separate from
opinions; all claims should be backed up with evidence and all sources of data cited. No matter who
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authors the paper, it reflects on the organization and cause and therefore should be proof-read and
formatted so that it looks professional. Using text boxes, graphics, and pictures improves readability.
Position papers are an opportunity to go into more depth on an issue, but the shorter the paper is, the
more likely it is that it will be read.

A common structure for a briefing paper is:

l. Statement of main recommendation
1. Background
Il. Evidence supporting the recommendation (quantitative and qualitative). Make sure this is all
documented
V. Position
V. Recommendations
VI. Description of supporters

See Annex D for an example of a position paper.

Fact Sheet

A fact sheet is a one or two-page document that can be used for communicating key goals and
accomplishments. It can be a condensed version of a position paper and is particularly useful for
correcting popular misconceptions.

It should contain the basic message and enough supporting information to be compelling. Graphics and
pictures can be helpful for saying a lot in a small amount of space and to make it easier to read. A short
paragraph on the authoring organization or individual can lend credibility and improve transparency.
Websites and phone numbers can be included for people seeking additional information.

See Annex E for an example of a fact sheet.

Mass Media
When pursuing coverage in mass media, it is important to select the method that will be most likely to
reach the target audience. Questions to ask include:

What is the circulation, how read, listened to or watched is it?
What is the reputation of the source?

Is it aligned with a certain political party?

Is it seen as a reliable source of information?

Some options for mass media are:

Television is a good medium for experts to deliver a message. News programming can be targeted if
there is a newsworthy milestone or activity to be announced. Integrating messages into popular TV
programs can be very effective, but requires access to writers.
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Local radio programming can be very effective for reaching target audiences and respected talk shows
can be credible messengers.

Print media is often the most trusted source so care should be taken to ensure coverage is accurate. It is
necessary to have appealing and newsworthy angles of the message so that it is picked up by journalists.

If the issue is complex and controversial, it may be better to work quietly behind the scenes and use only
media services that can be trusted. In some situations, criticizing (or appearing to criticize) leaders in
government and institutions may create ill will that is counterproductive to the campaign.

Paying for advertising is an easy way to access mass media, but unpaid (or “earned”) media coverage is
usually seen as more credible. Getting unpaid media coverage is not easy, but can be done with a little
research and work. The first step is to find out which reporters cover the relevant issues and then to
develop a relationship with them. It is important to send journalists information regularly, especially
when the campaign engages in a new activity, releases a new study or hosts an event.

Pros and Cons of Paid Advertising and Unpaid Media?

Paid Advertising Unpaid Media
Pros | e Provides complete control over e Achieves greater impact on
message awareness and knowledge of an issue
e Provides control over how and when || e Allows for deeper exploration of
messages are conveyed reform benefits
o Allows for creativity and tapping into
emotions
Cons | e High cost e Must cultivate relationships over time
e Good at conveying information but to achieve coverage
less effective at persuasion e Can distort or transmit messages
e May be confused with propaganda poorly
e Less credible than the press e Can raise visibility of opponents if
journalists explore costs and benefits

Cultivating a relationship with journalists also means understanding what kinds of restrictions they face
(when their deadlines are, how long their stories can be, censorship, etc), being respectful of their work
and competing priorities, and patiently educating them if necessary. It is critical to return their calls
promptly.

Making journalists’ jobs easier for them increases the likelihood of getting media coverage. They
appreciate summaries, concise analysis, catchy quotes, and stories that are counter-intuitive or
challenge conventional wisdom with credible evidence.

21 . . . . .
IFC. Strategic Communications for Business Environment Reforms.
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As always, it is important to never guess about answers to difficult questions and to give the most
important points first in case the interview is shorter than expected. It is a good idea to have personal
stories and anecdotes ready to increase the human interest of the story. When possible, providing
pictures with stories is helpful.

Timing is critical when seeking media attention. It can be hard to predict what headlines will be, but it is
best to avoid competing with major media events like sporting events. Providing a different perspective
or local angle on an international event like a summit can be a good way to get media exposure. Two
common ways of gaining attention from the media are presented below: press releases and press
conferences.

Press Release
Press releases are useful for announcing newsworthy events such as accomplishments, new information
or an insightful take on a local, national, or international event.

Press releases should be sent directly to relevant journalists and kept short, simple and non-technical.
They should start with a catchy headline and should be easy to read with short sentences.

The most important details answering the questions who, what, where, when and why should come
first, followed by background information and supporting details, like statistics. Including examples,
personal stories and quotes (especially from well-known people) are helpful.

There should always be a contact name and number on the press release. It is best to keep this
consistent so that person can develop a relationship with journalists and journalists know who to call. It
is usually a good idea to include a brief description of the organization as well.

If there is no restriction on when the information can be used, “FOR IMMEDIATE RELEASE” should be
written on the top. Press releases can also be sent out in advance of an event to give journalists more
preparation time. When this occurs, “EMBARGOED” should appear at the top with the date and time
when journalists are allowed to use the information.

See Annex F for an example of a press release.

Press conference

Press conferences are used for reaching many journalists at the same time. They allow for more
interaction than simply issuing press releases so they are better for educating journalists on complex
issues, clearing up confusing information, and dispelling rumors.

Press conferences are particularly useful when launching an advocacy campaign, but are expensive and
time-consuming to organize. They can backfire if the information is not delivered well. There are usually
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one to three speakers. Care should be given to ensure that speakers’ comments are not contradictory or
duplicative. A rehearsal is helpful to practice answering questions as briefly and concisely as possible.

The time for a press conference should be chosen so that .
Information to Include on Press

there are no major competing events scheduled and it is at Gt ke

the appropriate time of day for journalists to attend and meet
their deadlines. Invitations should be sent at least one week " The purpose of the press

in advance and personally followed-up on for the more conference

v’ Logistics: Date, time, location, and
simple directions

v' Short profiles of the speakers

important journalists. Having a sign-in sheet is useful for
knowing who attends. Journalists who are not able to attend
should be sent a press release with the main points from the
press conference.

A press conference should be easy and enjoyable for journalists. It should be held in a convenient
location with sufficient parking, low noise, good lighting, appropriate technology and refreshments. The
press conference should start and end on time. There should be handouts with key points, any data
cited, lists of contacts, sources for further information, pictures, graphics, and background information
on all the organizations represented. Journalists may request follow-up and one-on-one interviews after
the press conference.

s Bringing the Media Up to Speed in Egypt®?

= In November 2006, the International Finance Corporation’s PEP-MENA facility in
Alexandria, Egypt organized a national conference on business simplification. The facility
held a press briefing on the eve of the conference, inviting several regional and three
national TV channels together with the Arabic, English, and French-speaking press in
order to reach out to the international investment community. The IFC used the press
briefing to acknowledge the reform efforts of its core partners and to highlight their
success in simplifying business procedures. This served as a celebration of their
achievements and gave them public credit for their efforts. The press briefing also
enabled the IFC to stress publicly the extent of work that lay ahead and the positive
impact other institutions could provide by joining the reform process.

Scheduling the press briefing a day in advance of the national conference provided
background for the media about IFC’s project and about the benefits of business
simplification. This way, the press was able to better understand the context of the
conference and focus on its messages instead of technical content. In the days following
the conference, the project’s key messages were widely disseminated in Egypt. In
addition, in a move that showed the project’s transparency, IFC distributed the results
of the technical diagnostic on business start-up procedures to conference participants.

To illustrate the benefits of reform through concrete examples, IFC gave the floor to
international speakers from North America and New Zealand who presented their

22 . . . . .
IFC. Strategic Communications for Business Environment Reforms.



respective reform experiences with introducing automation and client-oriented building
permit procedures. The conference was also used to stage the signing of a new
Memorandum of Understanding with the Alexandria Business Association, marking the
beginning of a joint innovative policy advocacy initiative on business licensing reforms.

Other Methods
Effective communication requires creativity. Many other types of communications methods can be
used, such as the foIIowing:23

v' A brochure is another way of presenting information from a fact sheet, with opportunity to
provide more depth.

v" Newsletters are effective for continuous communication of campaign’s progress over an
extended period of time. They can be used for announcements, telling about events, soliciting
input and sharing stories through regular columns.

v Posters or Billboards may be appropriate when the message can be communicated very simply
and visually with few words.

v Advertising (print, TV, radio, outdoor) can be effective for making announcements, but paid
media is often less trusted by audiences.

v' Expert Panels and Briefings are useful for presenting academic reviews and international
experience. They can be newsworthy and covered by press.

v" Workshops and Conferences can be costly, but effective for in-depth discussion or education
about complex issues. They can also be useful for getting different stakeholders together who
might otherwise not have an opportunity to interact.

v' Community and Cultural Events are helpful for building trust and promoting pride of ownership
over the message of the campaign.

v Study Tours are expensive, but a very effective way for demonstrating best practices to key
stakeholders. The purpose of all trips must be explicit so they are not seen as incentive trips or
forms of inappropriate influence.

v" Telephone and Email can be effective outreach to targeted stakeholders for a specific purpose
like an invitation to attend a meeting or event. They can be used to keep stakeholders regularly
informed about the progress of the campaign and keeping the process transparent.

? Ada pted from IFC Strategic Communications for Business Environment Reforms.
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Mobile Phone Messaging
24

v' Websites are effective for communicating reform goals and priorities. Websites can be used to
house other communications materials like fact sheets, position papers and press releases. They
are also good for posting announcements and schedules of events.

v" Online Forums can be useful for soliciting comments in locations where the Internet is
accessible and its use is widespread.

v Social Media, such as Facebook and Twitter, provide opportunities to keep in frequent contact
with interested people and develop two-way relationships.

v" Mobile Phones are commonly used for voice, text and video communications in order to
disseminate information, improve governance, and solicit citizen input into national policies.

Tactics, Tools, Time

In the Philippines, the Pr— oo
Social
government launched the Nm;‘iing

tXtGMA  project, which
solicited citizen input into
national policies via text At
messages to the President. s | YoulUTH |
In Kenya, Bunge SMS has i B 1
designed a platform to allow
citizens to send a text
message to their Member of
Parliament with a message
about their pollcy Less Time Muore time
preferences. In recent
elections in Ghana and
Afghanistan, observers used
SMS messages to provide
live updates on the state of
disparately located polling
stations.

Messenger

Once it is decided who the audiences are, what messages are appropriate for them, and what channel to
use, the next decision is to determine who is going to deliver the message. It is important to find a
messenger that the audience will respond to and find credible.

Some potential messengers are:”

Y USAID. Building Alliances Series: Democracy.
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Figures of authority, knowledge or trustworthiness help establish a more believable message. They
could be community leaders, influential academics or religious leaders.

Peer influence can be important since people are often most easily influenced by members of their own
age, race, party, or cultural or socio-economic background because they can identify with them. This can
be used for tailoring messages to different groups.

Celebrities can be used to promote ideas based on the idea that target groups identify with certain
public personalities and thus will want to adopt the endorsed behavior. This can be most helpful for
skeptical segments of the general public.

Testimonials by beneficiaries can be useful based on the assumption that audiences will respond to
those who have changed behaviors and are benefiting from this change.

» Herzberg and Wright. The PPD Handbook.
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Planning the Advocacy Campaign: Administration

In order to be successful, an advocacy campaign requires strong behind-the-scenes management. In
order to take advantage of important windows of opportunity for certain activities, the timeline of
preparatory work needs to be well-managed. Similarly, the budget needs to be thought through in
advance and monitored closely to ensure that the campaign does not run out of money early. It is also
critical for the success of the campaign’s activities that people with the right skills and expertise are

involved.
Process for Planning the Advocacy Campaign

Human

Communication Plan Budget
Resources

This Section Will:
e Address the process of establishing a schedule for the advocacy campaign;
e Provide guidance on how to create and manage a budget;

e Describe the process of targeting and hiring critical staff for the campaign.

Schedule

In order to ensure that the objective is achieved within the desired timeframe, it is necessary to outline
all the tasks that need to be completed and the dates by which they need to be completed. Some
guestions to ask when developing a schedule are:

e What are all the tasks required to achieve the objective?
e How long will each task take?

e What date does each task need to be completed by?

e Are any tasks dependent on other tasks?

e Who is going to take responsibility for each task getting completed?
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What other resources are required?

A useful way of planning is to create a Gantt chart like the one below which graphically demonstrates

when tasks need to occur, how long each will take and the order in which tasks need to be done.

Desk research on issue
Primary research on issue =

. —
Problem analysis ]
Solution brainstorming :1
Articulate advocacy objective =
Define audience =

=

Identify stakeholders

Analyze stakeholder positions
Prioritize audiences

Determine audience-specific objectives
Craft message(s) E
Select communication methods
Prepare communications materials

The schedule should be as accurate as possible, and tasks should be assigned to staff in order to stay on

schedule. This can also be done using detailed calendars, and should be displayed and available to all

staff throughout project implementation.

Budget

In an ideal world, the budget would be derived from looking at all the activities required to achieve the

objective and what resources are necessary. In reality, it is usually the other way around with the

resources available dictating the scale of activities that can be done (also see the Fundraising section on

page 39). It is important to work with finance staff to make sure that the budget is realistic and the

proposed activities can be achieved with the funding allocated to them.

Examples of items that need to be budgeted for are:

=

=

=

Overhead (office space, equipment, supplies, paper, telephone, etc)
Salaries and benefits for staff, consulting fees if necessary

Events (conferences, briefings, lunches)

Program-related costs (research, reports, etc)

Fundraising

Other — plan for the unexpected
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The budget can also be thought of as the program, or campaign, in numbers. The budget should include
funds for every activity that the campaign plans to undertake and can be referenced throughout the
campaign. The realistic costs included in the budget can be used for fundraising, planning, and
management purposes throughout the campaign. Costs should be researched thoroughly, and should
reflect actual costs as much as possible — sometimes this means that quotes should be gathered for
some items, such as furniture or other large purchases.

Remember, the budget reflects the project’s goals and spending capabilities and should be taken very
seriously. Inability of the campaign to manage the budget and spend accordingly can lead to creating
budget deficits, difficulty in future fundraising, and having to close down the campaign earlier than
expected.

The budget should be managed by the campaign’s Executive Director, as well as by Finance staff who
are independent from campaign staff. The Finance staff should not be involved in the campaign other
than managing finances.

See Annex G for a Sample Budget.

Human Resources

Planning for staff is a collaborative process that goes hand-in-hand with the budgeting process. More
staff can do more work, but they also cost more money. Ultimately, staffing usually depends on the
budget.

Assigning people or positions to each task in the Gantt chart used for scheduling is a good way to
determine staff needs and responsibilities. Some people may be carrying a larger amount of the
workload while others may be responsible for less. Some tasks may require skills or knowledge that may
require consultants. Assigning “task owners” also makes sure that important tasks do not fall through
the cracks and that all staff (including volunteers) are clear on what is expected of them and what they
are accountable for.

At an organizational level, the functions that need to be covered are below. Each function does not need
a different person. Budget constraints may mean that some people take on multiple responsibilities.

Executive Director: This person will lead the coalition, manage the staff, and provide overall direction
for the campaign.

Outreach: This individual is responsible for identifying, contacting, and mobilizing people to support the
campaign’s efforts.

Technical/Programs: This person will take the lead on implementing programs and provide day-to-day
management and support for the campaign. Often, this person will work directly with the Executive
Director to move the campaign forward.
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Communication: This person is the primary contact with reporters, and is responsible for publicizing the
organization, deciding who should speak to the press, supervising the writing of press releases and other
written materials.

Finances: This person oversees the funds coming into and going out of the organization. There must be
controls and oversight over this function to ensure that the funds are spent appropriately.

Fundraising: The fundraisers are responsible for identifying potential contributors and writing funding
proposals.

Research: The researchers are responsible for gathering information to be used in internal analysis and
communications materials. They should verify the accuracy of the claims made and prepare supporting
materials to release to the press, if needed.

Office administration: This person makes sure that the organization has the administrative support it
needs to work successfully.

It is important to be clear on how the group makes decisions and how those decisions are
communicated to the group, the community and to others. Transparency in decision-making is critical so
that everyone understands the rules and how to operate within those rules. Transparency also
safeguards the campaign from claims that it only reflects the views of a few people.

Using Volunteers

Volunteers can be invaluable, particularly in grassroots advocacy campaigns. They may be students,
retired community members, those who are currently unemployed, or others who are looking for a way
to make a difference and don’t need to be paid for their work. They may be able to help out two hours
per day or full-time. No matter how much time they can donate, they make a difference.

A well-run volunteer program can enhance the organization’s work with dedicated individuals, help staff
focus on core functions, and allow the staff to provide services, or do projects and campaigns, that may
not otherwise be offered. There is also the indirect benefit of improved community relations. Volunteers
can be the best spokespersons for the project, program or campaign.

However, volunteers should be well-supervised at all times, giving them a sense of support and
protecting against possible problems. A supervisor should oversee the activities of every volunteer and
create a work plan with specific tasks for the volunteer. Keep in mind that an effective volunteer
program does have a cost, including staff time to train and supervise volunteers, computers and
resources (such as pens and paper) for volunteer use, and space for volunteers to accomplish their
tasks. It is also important to keep in mind that volunteers can also be a large burden on an organization
if they are not properly trained or supervised. Having too many people in an office with unclear roles will
add chaos and will not help to promote an effective campaign.
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Execute and Manage

Once the strategy and planning is completed, the plan will need to be funded and executed. Throughout
the process of launching the advocacy campaign, it is critical to continuously monitor progress and
ensure that necessary changes are being made based on the feedback provided through the monitoring
system.

Fundraising What Funders Look For
Operating an advocacy campaign on a day-to-day basis

requires financial resources, which means that a |0 A well-run and efficiently managed
significant amount of effort will be dedicated to organization

fundraising in order to sustain the operations.?®
0 Financial stability. Funders may want

A qualified person should be selected to lead the to see budget information from past
fundraising and be accountable for the results. This years as well as future projections.

person should have excellent grant writing skills and
possess an understanding of potential funders and their O Examples of successful activities.
priorities. These funders could be individuals, 0 A good strategy with feasible goals.
corporations, bilateral or multilateral donor organizations,
foundations or government-sponsored initiatives. 0 What distinguishes organizations

working in the same field.
As in advocacy generally, relationships are critical and it is

important to invest time and energy in getting to know |0 Reasons why the work is important
individuals at funding agencies. All funders, including aid and necessary.

agencies and foundations, have their own programmatic

and ideological agendas. Care should be given to only © Wl i e ol i predons

approach those organizations and foundations with contributions.

matching objectives. Otherwise, a donor may push the |5 |4formation on group members’ track

campaign in an undesired direction. records and previous successes.

In some organizations, it may be possible to ask members

or supporters for contributions. Membership fundraising not only reduces dependence on large donors,
it also gives members a sense of purpose and renewed enthusiasm when they see what their
contributions are achieving. Donations do not necessarily need to be cash. Goods, space for meetings
and events, and services like administrative support contribute to reducing operating costs.

The communications materials developed as part of the advocacy campaign can also be used for
fundraising purposes. These materials may need to be customized for the funding audience. The same
process for developing customized messages used in the communication plan applies to crafting a
message that will resonate with potential funders.

*® This section draws heavily on USAID’s Analysis and Advocacy Training Guide.
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Monitoring and Evaluation

Monitoring and evaluation is a time to step back, assess the progress and performance of the campaign,
and make any changes necessary. It is an opportunity to take a candid look at both success and failures,
try to understand what led to them and what changes need to be made.

Monitoring and evaluation rely on comparing situations across time. Therefore, the processes need to
be thought through while the schedule is established and activities are launched.

Monitoring and evaluation are interlinked, but distinctly different activities. Monitoring occurs on an on-
going basis. It tracks whether activities are likely to achieve the planned results and how effectively the
budget is being used. Evaluation looks at what was achieved as a result of the program. It occurs at
specific times and assesses progress and achievements over a longer period of time.

Impact assessment goes further and looks at the ultimate benefits of the program after the program or
campaign has been completed. Impact is very difficult to measure because it is hard to figure out what
would have happened in the absence of the program. Reliable impact assessment requires sophisticated
techniques starting with baseline data. Because impact is so difficult to measure, an organization needs
to carefully evaluate the resources that can be allocated to this process, and whether an impact
assessment is feesible. It is rare that an organization can undertake an impact assessment using its own
resources. An independent evaluation expert should lead this process to ensure that the results are
credible.

Don’t forget to report on successes or progress! Accurate reporting of successes and lessons learned
leads to increased trust, transparency and accountability.
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*Which stakeholder groups need to engaged and influenced for )
the advocacy effort to be a success? What action is desired as

a result of the campaign? )

*What behavior change is required of stakeholders for the )

campaign to succeed? What should be implemented to achieve

OlJ[EedES  desired changes? )

N
eFinancial and human resources for a specific activity or an entire
Nediiss A campaign.

Inputs J

eQuantity and quality of communications products, meetings, etc
conducted, produced and distributed. Number of target
Outputs audience exposed to message.

Focus of Monitoring

eThe number of target stakeholders who understand and accept

a given message
Outcomes g g

eBehavior changes that communications and stakeholder
engagement have enabled. The number of target stakeholders
Impacts that have adopted or changed relevant behaviors

c
k)
L
©
3
©
>
w
L
o
"
>
o
o
('8

The graphic above shows how the monitoring and evaluation process fits into the program planning and
implementation process and gives examples of each step.”’

Goals are what the campaign seeks to achieve overall, namely the change that the advocacy campaign
has set out to achieve.

Objectives are the specific steps that the campaign must achieve in order to realize the goal.

Activities are the work that is performed as part of the campaign. Activities utilize inputs through tasks
like conducting research, facilitating meetings, hosting events and providing training to produce specific
outputs.

Inputs are all the resources that will be used to implement the program, including money, people and
material resources. Monitoring inputs to see if they are being utilized as planned provides an
opportunity to make proactive adjustments to activities in the event of a divergence.

Outputs are the immediate results derived from the activities of the project. Some examples of outputs
are policy recommendations, studies or reports, information campaigns, and drafts of legislation.

Outcomes are the short-term and medium-term results of the outputs such as changes in knowledge
and/or behavior, improved practices, and improved legislation passed.

Impact is the long-term results and tie back to the overall goal of the advocacy campaign. Impact may be
increased employment, improved health or higher wages for women.

7 Adapted from Herzberg and Wright PPD Handbook and IFC Strategic Communications for Business Environment
Reform.



Examples of Evaluation Questions®®

Advocacy Objective

e |s your advocacy objective moving smoothly through the process or have you
encountered some obstacles? What are the obstacles and how can they be
overcome?

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

o |f your objective does not seem achievable, should you alter it? What would be
achievable? Could you achieve part of your objective by negotiating or compromising?

e Are the objectives still appropriate? Are some redundant? Are new objectives
needed?

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

e Can you/should you try to achieve the rest of your objective during the next decision-
making cycle? Or should you move on to an entirely new advocacy objective? What
are the pros and cons for each decision?

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

Activities

e Should the priority of activities be changed?

e Should some activities be stopped because they are ineffective or because they are
too costly in time or resources?

e Should new activities be added?

e Have the target audiences changed?

e Are resources sufficient to carry out all the activities? Is more fundraising needed?

Message Delivery/Communications

e Have audiences changed? Can policy maps be updated with new audiences or new
knowledge about audiences and their attitudes and beliefs?

¢ Did your message reach the key audiences? If not, how can you better reach these
audiences?

¢ Did your audiences respond positively to your message(s)? Which messages worked?
Why? Which did not work and why? How can you alter the messages which were not
effective?

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

e Did you receive any media/press coverage? Was it helpful to your effort? How could
your media relations be improved?

Use of Research and Data
e How did using data and research enhance your effort?
e Were data presented clearly and persuasively? How could your presentation be

% Ada pted from Sharma Introduction to Advocacy and the WHQO’s Advocacy Guide
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improved?

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

Decision-Making Process

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

o Will it be easier to reach and persuade the decision makers next time? Why or why
not?

e How many more people/organizations are involved in the decision-making process
than before you began?

e How has this helped or hindered your efforts?

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

Coalition Building

e Was your coalition successful in gaining attention to the issue and building support for
the advocacy objective?

e Was information distributed to coalition members in a timely fashion? How could
information dissemination be improved?

e Are there any unresolved conflicts in the coalition? How can these be addressed and
resolved?

o |s there a high level of cooperation and information exchange among coalition
members? How could internal coalition relations be enhanced?

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

e Can the current advocacy group carry out all the listed activities? Are new members
needed? Are new skills needed?

e How was your network been helpful to your advocacy effort? How can you expand
your network?

Overall Management/Organizational Issues

e |s your advocacy effort financially viable? How could you raise additional resources?

e |s the accounting system adequate? Can you provide to funders an accurate

accounting of how money was spent?

How could your financial resources have been used more efficiently?

Were all events produced successfully and meetings run smoothly? Which were not

and why not? How could logistics be improved?

e Are you or your organization overwhelmed or discouraged? How could you get more
assistance? Should you narrow your goal or extend your time frame to make your
effort more manageable?
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PART TWO: Using Public-Private Dialogue for Advocacy

Preparing for Public-Private Dialogue

Increasingly, civil society organizations are partnering with government and business to address public
policy issues that are important to all sectors. The process for forming an advocacy campaign outlined in
the previous section includes important advice on how to integrate and reach out to many diverse
stakeholders. These stakeholders should include members of the public sector (such as government
officials) and the private sector (such as business owners).

This Section Will:
e Explain the public-private dialogue (PPD) method
e Help identify participants for the PPD;

e Provide techniques for recruiting the private sector to participate in an advocacy campaign.

What is Public-Private Dialogue?

Public-private dialogue (or PPD) is interactive and involves both public and private sector earlier in the
process, often as early as the problem identification stage. PPD mechanisms can be structured or ad-
hoc, formal or informal, wide-ranging or focused on specific issues. They often originate with
governments seeking constituent input on reforms, but are increasingly being initiated by private sector
organizations such as business associations and chambers of commerce. Civil society organizations like
NGOs have an important role to play both in terms of contributing to the issue analysis and identifying
policy solutions as well as in managing the PPD process itself.

As facilitators, NGOs can raise the quality of the dialogue to ensure that all parties are engaging in a
constructive, transparent manner. The private sector can be a source of creative ideas for how to solve
problems, but they often think it is difficult to work with the government, and they may be used to only
approaching government with requests for special favors. The public sector sometimes does not
understand the private sector or distrusts them. By handling the considerable work of managing the
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dialogue process, NGOs can increase the likelihood that government and business parties will come to
the table and establish a productive working relationship.

The more people that are involved in the reform process, the more likely the most important issues will
be addressed and the best solutions will be found. Dialogue also improves the transparency of political
processes and fosters support for democracy by increasing participation of businesses. It increases the
accountability of government and makes them more responsive to democratic processes. The very
process of regularly bringing together people from different segments of society can build trust and
understanding and increase dynamism in the country.

Participants
The stakeholder analysis discussed in part one (see page 10) is important for determining who should
participate in the PPD. Below are some questions to think about when selecting participants:

e Who (individuals and agencies) is most willing and capable to engage?

e  Who is necessary for the PPD to succeed? What is their capacity and interest?
e Who could be brought in to add strength and enthusiasm?

e Who else would have an interest in the outcome? Who are the opponents?

There are four categories of stakeholders that are required for a successful PPD. Often, there will not be
strong representatives in all four categories, but strong facilitation can compensate for weaknesses in
some areas.”

1. Public sector: Represented by a governmental official, the public sector must display sufficient
capacity, political will and leadership to engage in the PPD. In order to have credibility,
government representation should be at the highest appropriate level. Continuity, however, is
more important than level. It is not enough to have a representative of the same department;
the same individual should commit to the process so that strong relationships are built and each
meeting can build on the one before.

PPDs linked to the President or Prime Minister’s office can benefit greatly from the high level
support, but they are often most effective when associated with the appropriate substructure
within the government. For example, a PPD working on health issues should be linked with the
Ministry of Health because they are the most knowledge people. They are also likely to be the
people responsible for implementing a change and are less likely to resist the change when they
are involved in the process. A decision map (see the section on Audience on page 8) can help in
determining the appropriate government counterpart.

» Herzberg and Wright. PPD Handbook.



2. Private sector: The private sector, often represented by businesspeople, needs to be organized,
have leadership and feel a basic sense of security in speaking out to government without fear of
being penalized. Focused outreach efforts may need to be taken to seek out women to
participate, since they are often not well represented in traditional business associations for a
variety of reasons. They may be purposely excluded or feel unwelcome, they may have less time
to participate given their greater domestic responsibilities, and or they may feel traditional
associations do not represent their interests.*

3. Champion: A champion needs credibility, expertise and the ability to get media attention. The
person needs to have the respect to encourage participation and keep the process moving, but
should not be so dominating that the process becomes dependent on them or they set too
narrow an agenda.

4. Facilitator: The facilitator is the backbone of the PPD and provides managerial, logistical, and
analytical support required to ensure the process is constructive and leads to results. Often, this
is the role that civil society will play in a PPD.

Profile of a Champion:

i Afnan Al Zayani, Bahrain hub leader from the MENA Businesswomen’s Network®!

= Afnan Al Zayani was named one of the 100 most influential Arabs in 2008 by
ArabianBusiness.com, recognizing her as “one of the most accomplished women in the region.”

Al Zayani is the president of Al Zayani Commercial Services W.L.L., specializing in the sale and
trade of technologies. Her activity in the world of business, has led to her earning several
achievement awards including the Ministry of Education Honors award in 1977, the National
Achievement Award in 1992, and the Best Business Professional in the Middle East Award in
2004.

Al Zayani joined a Steering Committee which became an integral part of the MENA
Businesswomen’s network in 2005. Al Zayani believes that women will “help other women at the
grassroots level, adopt women advocacy issues to lobby for legislation and implementation of
those legislations, to further empowering women. The businesswoman network will contribute
to developing the national economy in their country.”

Al Zayani recognizes that progress in her country depends on full participation from men and
women. If women were fully protected within the judicial system, the payoff would be
immediate—secure, stable families, and lasting contributions to the development of Bahraini
society.

Afnan engaged various sectors of the community, including civil society and government
agencies, to ensure the passing of the first written personal status law which protects the rights
of Sunni Muslim women in cases of divorce and child custody.

%0 Simavi, Manuel and Blackden. Gender Dimensions of Investment Climate Reform.
3 http://www.menabwn.org/content/take-active-role-society-and-nesver-give and
http://www.vitalvoices.org/vital-voices-women/featured-voices/afnan-al-zayani



http://www.menabwn.org/content/take-active-role-society-and-nesvernever-give
http://www.vitalvoices.org/vital-voices-women/featured-voices/afnan-al-zayani
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Recruiting the Private Sector

There is often a surprisingly large overlap between economic and social issues. Causes traditionally
promoted by civil society like health, education, and safety all have strong impact on business. And
traditional business issues like regulation have impact on employment, women’s rights and poverty
reduction. But if there is not a strong history of public-private dialogue in the country, the private sector
may need to be convinced of why they should participate.

In recent years, businesses have increasingly become interested in getting involved in social issues,
reflecting the interests of all of their stakeholders (investors, employees, the community and the
environment) in the company’s policies and procedures. Using facts and figures to make a compelling
case to businesses is often effective. For example, since women comprise 40% of the global workforce,*
greater effort needs to be made to try to meet the needs of women in the workplace.

As with advocacy in general, preparation, research and analytical thinking go a long way in improving
the effectiveness of the effort. It is important to understand each business and what skills and
knowledge businesspeople may have. It may be specifically related to what they produce (like medical
supplies or pharmaceuticals) or may relate to how they run their business (like logistics, distribution or
marketing). Their strengths may be utilized to solve the problem identified or in managing the dialogue
process itself. There are five general areas that should be examined for potential private sector
contribution.

32 http://www.imf.org/external/pubs/ft/fandd/2006/03/picture.htm
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Categories of Potential Private Sector Contributions®

Knowledge

May be useful for workforce development, skills training, health
needs, reaching certain populations, infrastructure needs that would
help business and benefit the community.

Planning and
Operational
Expertise

Much of advocacy shares skill sets with business functions like
marketing, strategic planning, project management, and
organizational development.

Relationships

Businesspeople often have extensive networks (and different ones

and Credibility | from civil society) that can be used to reach audiences, spread
information and recruit allies. Their participation often lends
credibility and can increase visibility and validate authority.

Access to Time of executives, employees, perhaps facilities. They may donate

Resources products, services or money.

Organizational
Culture

The fast pace of the business world and emphasis in action might help
if others get bogged down in analysis. Businesspeople tend to be
more focused on measurable indicators and outcomes rather than
process. They may be less risk adverse and more willing to
experiment with new ideas.

It is important to not view the private sector as a single entity, but rather approach them in way that
demonstrates each members contribution but also pointing out many common concerns. It may make

sense to approach businesses at an industry level or by a geographic grouping or both.

Because it may not be obvious to a businessperson why they should participate, when approaching
them, it is important to understand what their motivations are. The tools in section one for analyzing
the audience are helpful here for trying to determine the best message to reach those people most
critical to the success of the PPD (see page 8). It is useful to try to assess whether they are more
motivated by advancing their company’s success or their own personal goals. It is also helpful to
understand whether they might be willing to participate because they feel they have a moral imperative

or if they are more cynical and will only participate if they will see a direct benefit.

%3 Council on Competitiveness. Engage.
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Potential Recruitment Pitch Points>*

Motivation

Interest

Personal

Business

Philanthropic
Improve the overall regional
economy and quality of life
Increase educational
opportunities and the
availability of jobs in the region
Ensure that your children,
grandchildren have
opportunities to remain in the
country and region

Enhance your firm’s reputation
by demonstrating commitment
to the community

Increase employee recruitment
and retention by improving the
regional quality of life and
employee loyalty

Improve relationship with
other community members
Ensure that your firm has the
support of the region and a
supportive environment to
continue operating in the
region

Strategic

e Develop relevant career skills
such as public speaking,
negotiation, etc

e Network with potential
suppliers, customers and
others important to your
career

e Improve your professional
reputation by providing benefit
to your firm and the region

e Expand the number of
potential employees and
improve the quality of the
available workforce

e Increase employee and
customer loyalty

e Gain access to supplies,
customers and other regional
institutions

e Increase access to markets and
capital

e Ensure that your firm has the
support of the region and a
supportive environment to
continue operating in the
region

The order in which businesspeople are recruited may matter. It can enhance the credibility of the effort
to get the early involvement of highly-regarded individuals and may make it easier to recruit
entrepreneurs and small business owners.

It may seem to make more sense to most actively recruit just the largest and most influential domestic
companies and foreign investors since it is more difficult and time-consuming to recruit a large number
of small companies rather than a small number of large companies, but it is important to have
representatives from all segments of the economy. Small or medium size businesses are often a large
source of employment and therefore it is important that they participate.

3 Adapted from Council on Competitiveness. Engage.
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Managing Effective Public-Private Dialogue

Leading a large group of people from diverse backgrounds through a process of discovering, analyzing
and coming to consensus on solutions to social and economic problems requires substantial leadership
and organization.

This Section Will:
e Provide guidelines for how to structure a PPD advocacy campaign;
e Show how to manage the work of a PPD;
e Describe how to reach out to stakeholders, audiences, and other key players;

e Guide the campaign in how to effectively monitor the work done and evaluate the effectiveness
of that work.

Structure

Public-private dialogue can be done on an informal or ad hoc basis or by using a formal structure,
depending on the type and scale of the advocacy campaign. Formal structures are usually more effective
and provide a better framework for long-term, on-going participation by key stakeholders, while
informal structures would likely be appropriate for a local campaign. Examples of both structures are
given below. The key is to ensure that a strong facilitator manages the relationships and drives the
agenda forward.

Finding the appropriate number of participants requires balance. In order to get the best outcome, the
right people need to participate and the group needs to be representative. But a group that is too large
is difficult to manage and keep focused on the task. With too many people, it is easier for the dialogue
to get sidetracked by peripheral issues or get bogged down in logistical or personality conflicts.
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A way to keep the group large and representative enough to have legitimacy, but still be able to work
effectively is to have a large plenary, which all participants attend, with smaller working groups. Working
groups can be organized based on issue or industry in order to get the people with the most expertise
on an issue together. They can also be geographically-based in order to facilitate meetings and limit the
number of sessions requiring many people to travel. In the case of geographically-based working groups,
it is important to make sure that there is sufficient commonality of interest on issues. It may make sense
to combine several municipalities or groups in a way that does not correspond to political boundaries.
For example, it might not make sense to include both agricultural and industrial businesses, even if they
fall in the same geographic area.

Formal Structure

Formal structures have well-defined roles and responsibilities for all those participating in the PPD, and
divides the participants into working groups that report out to the rest of the participants during plenary
sessions. This structure also often has a coordinating body and formalized methods of communications
throughout the group.

Steering Committee
Plenary (Government, Private
Sector, Civil Society)

Secretariat
(Executive
Director/Facilitator +
Staff)

Working Group 1 Working Group 2 Working Group 3

The secretariat coordinates the work of the PPD, including supervising the working groups. Since this
group is responsible for facilitating constructive dialogue between the government and business
community, it is an important role for an NGO to play. The secretariat sets agendas, organizes meetings,
liaises between the different groups, and manages communications and outreach. The secretariat
usually answers to a steering committee of key senior stakeholders. The staff usually consists of an
executive director (who may also play the role of facilitator), technical experts and administrative
support staff. The secretariat is responsible for making sure the right people are participating and
recruiting additional people with specific expertise or who represent certain constituencies when that is
required.



The facilitator is responsible for managing all the relationships.
The advocacy tools in the first section are particularly important
for informing this work. The facilitator should consult with all
the stakeholders and try to foster broad participation and
compromise. In the event of conflicts or disputes, the facilitator

should mediate behind the scenes.

Useful Skills for a Facilitator

Negotiation
Interpersonal skills
Organization
Strategic thinking
Detail-orientation
Patience

Clear, concise writing
Creativity

Ability to take control
respectfully

O O0OO0OO0OO0OO0OO0OO0ODOo

In countries with PPD structures already in place, it may not be necessary or wise to create a brand-new

entity. Below are some factors to consider when examining whether the existing structures have the

potential to be sufficiently responsive to women’s issues.*

¢ How many members of the PPD forum have the specific mandate to represent the interests of

women?

e What linkages do members of the PPD forum have with women or with women’s

organizations?

¢ What activities has the PPD forum undertaken to identify and act on issues faced by women?

¢ What issues affecting women has the forum discussed in the past six months or year?

¢ Are there success stories of tackling issues that had an impact on women?

Managing the Work of a PPD

Unlike traditional advocacy where much of the
analysis and work is done in the preparatory phase,
the work of public-private dialogue is primarily
advanced in meetings. Therefore, it is essential that
PPD meetings are well-run and facilitated in order to
achieve successful outcomes.

Given the very busy schedules of the participants,
planning far in advance is critical. Sustained
participation is more likely when a detailed timetable
is agreed upon in advance so participants can plan
and put dates on their calendars. This timetable
should include dates for plenary meetings and other
events as well as deadlines for working group work.
Publishing the dates and communicating them
broadly also creates internal pressure on participants
to meet their own deadlines.

Details Make a Big Difference

0 Think about the time to schedule meetings.

Businesspeople may be more likely to
attend when meetings are at lunchtime or
in the evening with refreshments. Women
may be most likely to attend during the
daytime.

Send invitations (especially to plenary
meetings and events) as far in advance as
possible (more than a month). Reminders
can be sent so they are not forgotten.
Send preparatory materials or background
reading far in advance, especially if it is
anticipated that participants will want to get
feedback from stakeholders who may not
be participating.

* Ada pted from Simavi, Manuel and Blackden. Gender Dimensions of Investment Climate Reform.
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Like the number of participants, the frequency of meetings also requires a balance. With too frequent
meetings, participants can easily feel overburdened. And if there is not enough time in between
meetings to complete work, participants may become frustrated by the lack of progress. On the other
hand, meetings need to be frequent enough to keep momentum going. For larger, more formal groups,
a good rule of thumb is every three months for a plenary with working groups meeting more frequently
if necessary. But for smaller, more informal groups, more frequent meetings are likely necessary, but of
course this should be adapted to whatever is appropriate for the circumstances and the participants.

Clear meeting agendas that are communicated well in advance are helpful for keeping meetings
productive and as short as possible. Each meeting should have a clear purpose and objective. It should
not be too ambitious so participants do not feel rushed or get frustrated by not making it through the
whole agenda.

Meetings require a strong facilitator who is able to keep the discussion moving forward and politely
keeping people from digressing or speaking too long at the

expense of other opinions.
Taking Minutes

Secretariat staff takes minutes of all meetings and distributes

them. The minutes do not need to be a verbatim transcript of | Draft ~minutes —should  be

what was said, but should include at least a summary of the | distributed to the participants

discussion, what decisions were taken and why, and who agreed for comments. If the topics are

to do what tasks by what date. Often, many suggestions will be | Particularly controversial and

raised during a meeting and it is the responsibility of the
secretariat to capture these ideas, do additional research when
necessary, analyze the options and present them back to the

the secretariat wants to protect
itself, it can get signatures of
the participants. Otherwise it

working group for discussion and decision-making. Since people | can follow the rule that “silence

generally find it easier to react to something than to create it | IMPlies consent.

themselves, taking a leadership role can produce more and faster
results.

Using working groups to filter proposals can reduce the work of plenary sessions and keep discussions
focused. Even when decisions need to be made by the larger group, working groups can limit the
options and prepare issue papers that present various viewpoints, thereby reducing the deliberation
time of the larger group. The chairperson of working groups can be someone from the secretariat or
someone from the committee. Representatives from civil society can make excellent chairpersons
because they are not seen as private or public sector. The most important qualifications are expertise in
the subject area and respect by the working group members. This person should be able to ask specific
questions that move the work forward and conduct the analytical work described in part one of this
toolkit.

In between working group meetings, the secretariat may be required to conduct research or analysis on
behalf of the members. They also keep track of action items and make sure participants are following
through with their commitments.
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The final products delivered by working groups like decisions, issue papers or options for plenary-level
decisions should be clearly and concisely written with thoughtful analysis supported by thorough
research. They should include a timetable for action items and for implementation.

After working through the structure of the PPD, it is also helpful to create a document that outlines the
plan for the PPD and the goals that the PPD would like to reach over time. A group in Tunisia prepared a
business plan that clearly defines the goals, structure, timelines, and budget for the partnership. This
planis included in Annex H.

Summary of Role of Facilitator®®

e Define the timetable well in advance and e Pay close attention to logistical details

stick to it e Promptly provide full and transparent
e Do preparatory work between meetings documentation
e Privately resolve disputes between o Defuse potentially contentious issues
participants when mediation is needed e Use a combination of issue expertise and
e Ensure recommendations are clear and political savviness
compelling
Outreach

Active communications activities can sustain the energy level required to make progress on the issues.
Public declarations of commitments and deadlines are especially motivating for keeping a process
moving forward. In some countries, PPD organizations have published specific names and pictures of
ministers who have made commitments to take action.?” The methods of communication discussed in
part one are applicable to PPDs as well. Careful attention should be paid to audience analysis as there
may be more need to communicate with the general public. As with any advocacy effort, it is important
to keep language simple and focus on progress, achievements, and ultimate impact.

Logos, such as the ones below, and branding can be important for communicating and for conveying
meaning and setting image.
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% Herzberg and Wright. PPD Handbook.
7 Herzberg and Wright. Competitiveness Partnerships.
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ﬂ Issue Tracker
T

Budget

Budgets for public-private dialogue mechanisms should include the following:

Salaries: Staff size will vary with the scope of the PPD. It is possible to manage a PPD with few people
who handle both coordination and facilitation activities and supplement their work with consultants
who provide technical expertise for issue and proposal analysis, legal work and economic analysis. When
there are many working groups, it may be worthwhile to have a full-time logistics coordinator.

Operating Costs: Operating costs include space rental, communications expenses, computer equipment,
photocopiers, telecommunications and transport. The amount of space required depends on whether
the PPD secretariat must host working groups meetings or whether space in a government office,
business association, NGO or donor office can be used.

Activities Costs: Activities costs primarily relate to events and publications such as meals and
refreshments, space rental, editing and printing.

Income, in terms of monetary support as well as in-kind donated goods and services, should be closely
tracked.

The PPD budget is very similar to that of the advocacy campaign’s overall budget. For an example of a
PPD budget, see Annex G.

Monitoring and Evaluation
The monitoring and evaluation tools from Part One are also important for PPD (See page 40). Additional
tools are presented below.

Monitoring is important for the stakeholders to see progress in the process if they get frustrated in the
in the lack of concrete outcomes. An issue tracker like the one below is a simple way to show progress
and keep working groups informed about what is occurring throughout the initiative.*®

No. Issues Recommendations Progress Current Status Implementation

But it must be taken into consideration that a PPD process is often politically sensitive. Being too
prescriptive or focusing too early on desired outcomes (e.g. laws or regulation passed) may be seen as

3 Herzberg and Wright. PPD Handbook.



presumptuous or accusatory by the government.* The issue tracker should be maintained in a way that
will not damage important relationships.

The value of PPD goes beyond the policy outcomes to the benefits from the process itself, such as
increased trust, transparency, and accountability. To make sure the process is sufficiently responsive to
women and women'’s issues, the following indicators can be used:

Gender-focused PPD Indicators*

Indicator Gender Focus

Output Indicators

e Representation in PPD institutions: e Number and/or percentage of men and
0 Plenary women represented in these institutions
0 Working groups e Percentage of men and women
0 Secretariat managers and staff in the PPD

secretariat

e Number of meetings of PPD plenary and | ¢ Number and/or percentage of men and

working groups women at these meetings

e Substantive PPD and reform issues ¢ Qualitative indicator: extent of attention
discussed to gender issues in the substantive

agenda

e PPD institutions: operation and e Timing of meetings suitable for women

accessibility e Accessible and safe location
e Welcoming of women

o Number of operational manuals e Qualitative indicator: gender-inclusive
produced focus, gender issues articulated and

e Training and outreach addressed

e Core indicator: number and/or
percentage of men and women
participating or benefiting

o Number of media appearances and e Number and/or percentage of men and
other outreach and communications women at these appearances
e Attention to gender issues in media
appearances
Outcome indicators
e PPD reforms implemented e Gender-responsiveness of reforms

implemented

¢ Proactive engagement of women (and
women’s associations) in reform
programs

3 Herzberg and Wright. PPD Handbook.
“® Simavi, Manuel and Blackden. Gender Dimensions of Investment Climate Reform.
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Another tool to help measure and evaluate progress is an Evaluation Wheel. An evaluation wheel is a
management tool that provides a visual picture of the relative strengths and weaknesses of a PPD*.
Twelve elements of the PPD process are scored on a scale of 0-10. Combining ratings from various
sources such as focus groups, interviews, surveys and desk studies provides an overall picture of the
PPD. The data can also be separated out so that different stakeholder groups can be compared to each
other. Aspects that are rated high by one group, but low by another will require further investigation.
Elements that are universally rated low will need to be addressed and possibly redesigned. Comparing
wheels over time shows if efforts to improve the PPD process are effective.

PPD Evaluation Wheel
Mandate and
institutional alignment

Structure and
participation

Post- Champion(s) and
conflict/disaster/crisis *  leadership

Facilitation and
management

Outreach and
communication

Monitoring and
evaluation

This tool was developed for donor-supported PPDs focusing on investment climate reforms. The
components and indicators should be modified to reflect the campaign’s or PPD’s priorities for
monitoring. The score for each of the 12 elements is determined by taking the average of several
indicators (see Annex | for a list of the standard indicators with an adaption for gender issues). Some
elements that may not be relevant, such as Sub-national or Post-Conflict/Reconstruction can be given a
weighting of 0 so they do not appear at all. Others that are seen as priorities can be weighted higher
than others that are less important.

a Herzberg and Wright. PPD Handbook.. An MS Excel version of this tool can be downloaded at
http://publicprivatedialogue.org/tools/ANNEXES/evaluation tool/. This tool has built-in formulas for calculating
indicator-level and element-level averages and for weighting the elements.



http://publicprivatedialogue.org/tools/ANNEXES/evaluation_tool/
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12 Elements of the PPD Evaluation Wheel*

Mandate and
institutional
alignment

What are the objectives of the PPD, and what is its mandate
toward the government and the private sector? How does it fit
with current institutions?

Structure and
participation

How is the PPD structured; does it enable balanced and
effective participation?

Champions and
leadership

Has the PPD identified champions, and how has it tried to
leverage them over time to impact the effectiveness of the
dialogue process?

Facilitation and

Did the PPD engage suitable facilitators and/or managers? How

management has their role been defined? Have they managed to effectively
ensure cohesion and performance? What conflicts did they
manage and how did they resolve these?

Outputs What outputs does the PPD produce, and under what internal

processes? Have outputs from the PPD contributed to agreed-
upon development outcomes in the shape of structure and
process outputs, analytical outputs, or recommendations?

Communication and
outreach

Has PPD communication enabled a shared vision and
understanding through the development of a common
language and built trust among stakeholders?

Monitoring and

Is there regular reporting on the process, activities, outputs,

evaluation and outcomes of the PPD, and provision of follow-up actions to
problems identified in these reports?
Sub-national Has the dialogue been conducted at all levels of decision

making down to the most local level possible and involving
microentrepreneurs, SMEs, and local stakeholders?

Sector-specific

Have sector-specific or issue-specific public-private dialogues
been encouraged?

International Role

Does the PPD represent and promote national and regional
interests of both public and private actors in international
negotiations and international dialogue processes?

Post-conflict/disaster
and crisis mitigation/
management

Has the PPD contributed to consolidating peace and rebuilding
the economy through private sector development in post-
conflict and crisis environments, including post—natural
disaster?

Development

partners

How dependent is the PPD on the input and support of donors?
How has the donor agenda affected the decisions of the PPD?

2 Herzberg and Wright. PPD Handbook.
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