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Building An Advocacy Strategy For The Water Dialogues
In summary, below are ten steps to building an effective Advocacy Strategy that may be relevant and helpful for The Water Dialogues: 

1. Define the issue. Advocacy begins with an issue or problem that requires a policy and practice change and/or capacity and space being created for civil society to participate in policy decisions that affect citizens (and consumers). The research surveys conducted by NWGs at the national level may assist with this analysis and could underpin the development of national advocacy action plans.
2. Set goal and objectives. A goal is a general statement of what advocates hope to achieve in the longer term (typically 3–5 years). The advocacy objectives should be based on research and evidence and describe short-term, specific, measurable achievements that contribute to the advocacy goal. Advocacy objectives should ideally include the following components: policy actor, policy solution, and timeframe/degree of change. Given the finite nature of TWD, it may be helpful to identify short-term objectives for 2009/10 and conceptually considering them as a way of contributing to a longer-term aim, for example, assessing the extent to which Multistakeholder Dialogues at national levels has contributed to progress on the MDGs by 2015? 
3. Identify target audience. The primary target audience includes the decision-makers who have the authority to bring about the desired policy change. The secondary target audience includes persons who have access to and are able to influence the primary audience. Advocates must identify individuals in the target audience, their positions, and relative power base and then determine whether the various individuals support, oppose, or are neutral to the advocacy issue (for example, this stakeholder analysis began to be developed in the meeting on 25th November 2008). 
4. Build support. Building a constituency to support the advocacy issue is critical for success. Advocates must reach out to create alliances with other NGOs, networks, donors, coalitions, civil groups, professional associations, women’s groups, activists, and individuals who support the issue and will work with you to achieve your advocacy goals. Multistakeholder Dialogues can be, by definition, a way of building support.
5. Develop the message. Advocacy messages are developed and tailored to specific target audiences in order to frame the issue and persuade the receiver to support the position. There are three important questions to answer when preparing advocacy messages: Who are you trying to reach with the message? What do you want to achieve with the message? What do you want the recipient of the message to do as a result of the message (the action you want taken)?

6. Select channels of communication. Selection of the most appropriate medium for advocacy messages depends on the target audience. The choice of medium varies for reaching the general public, influencing decision-makers, educating the media, generating support for the issue among like-minded organizations/ networks, and so forth. Some of the more common channels of communication for advocacy initiatives include meetings with parliamentarians and officials, meetings with private and public sector, press kits and press releases, press conferences, fact sheets, a public debate, a conference for policy-makers, and so forth.

7. Draft implementation plan. Advocates should draft an implementation plan to guide its advocacy work. The plan should identify activities and tasks, responsible persons/committees, the desired timeframe, and needed resources.

8. Collect data. Data collection supports many of the stages of the advocacy process. Advocates should collect and analyze data to identify and select their issue as well as develop advocacy objectives, craft messages, expand their base of support, and influence policy-makers. Data collection is an ongoing activity for the duration of the advocacy work.

9. Track, monitor and evaluate. As with data collection, tracking, monitoring and evaluation occur throughout the advocacy process. Before undertaking the advocacy work, advocates must determine how it will monitor its implementation plan against the objectives identifies in (2). In addition, the group should decide how it will evaluate or measure progress and results. In specific terms, what will be different following the completion of the advocacy? How will the group know that the situation has changed? 

10. Raise funds. Resources help support the development and dissemination of materials, cover travel to meet with decision-makers and generate support, underwrite meetings or seminars, absorb communication expenses, and so forth. Advocates should ideally develop a fundraising strategy at the outset of the advocacy work to identify potential contributors of financial and other resources (but also take the necessary steps to ensure that the resources required to deliver the fundraising strategy are not at the expense of the overall advocacy strategy!)  

In addition, at some point in your advocacy, you will need to write down these plans into a strategy document. This could be an organisational strategy for advocacy or campaigning, or the strategy for a single piece of advocacy.

This document will have many audiences and purposes:

· To solidify the plans, relating the activities to the aims

· To gain approval and the release of resources

· To communicate plans to other stakeholders and win their participation

· To be a reference point for future evaluation and to demonstrate a degree of accountability
To be effective in fulfilling all these functions, the strategy document needs to be clear, concise and easy to read. The following format is ideal:

1. Aim

2. Primary Objectives

3. Strategies (audiences, media, political, donors, other partners)

4. Actions & Timeline

5. Resources (human, financial, intellectual)

6. Risks & Assumptions

7. Monitoring & Evaluation Process

The starting point is the Aim – in other words, why you are doing this advocacy and what it hopes to achieve. It is usually expressed in the form of how your beneficiaries will be affected if the advocacy is successful.

From the aim, there will be identified one or more Objectives. These set out the specific changes you are trying to achieve that will have a direct impact on your aim. Objectives in advocacy are usually policy and practice changes of particular institutions (such as governments or government departments, companies, civil society bodies, etc). Sometimes the Objectives may be attitude and behaviour changes of particular individuals or groups of individuals. In all cases, Primary Objectives should be measurable and achievable. 

For each Objective, you will develop one or more Strategies for achieving that objective. Each Strategy specifies a target audience (an individual or group of similar individuals) whom you plan to engage in order to influence the achievement of your primary objectives. Linking the Strategies together, ensuring coherence and synergy, will be your key messages.

For each Strategy, you will devise a number of Actions that you will take in order to engage with the target audience. Each Action is designed to produce a specific Outcome from that target audience, and that Outcome should be expressed as an Activity Objective or as a Success Indicator. The Actions can also be set out in the form of a Timeline. 

Ideally, the Resources needed for each Activity should be specified and then added up to provide a figure for the total Resources required (mainly human resources, money and time, but also facilities and equipment). Often, however, you will only have a total budget figure allocated with no breakdown per activity.

In creating this strategy you need to have made a number of Assumptions. By spelling out these assumptions, their validity can be tested either before giving approval to the strategy or as the strategy is being implemented. 

In addition, you need to identify the Risks that are involved in implementing this strategy. These could include safety and security risks to your beneficiaries or staff, as well as risks affecting the reputation of your organisation, it funding and its ability to operate in a particular location. If necessary, you need to set out a Risk Management Plan.

Finally, you need to set out your Monitoring & Evaluation Process. This should set out the monitoring indicators for each of the aim, primary objectives, secondary objectives and actions how you will be collecting and recording data against these indicators (including IGO base-line data where possible), and how you will be evaluating your progress in the light of this monitoring data.

The full strategy might run to several pages, but should be kept to less than six or seven. It can also be summarised and communicated using a Strategy Map and a Strategy Summary Table as shown below.

You may also want to give some supporting and background information, such as your research, the national and regional political, social and economic context and trends for the advocacy work, a summary of previous related work, a description of the thematic research and consultation process you have used, and an explanation of your analysis and the recommendations arising. This can be included as appendices to your strategy paper, or written as a separate document with a short summary included as an introduction to your main strategy paper. It is important that this supporting information does not obscure the main points of your strategy – what you want to achieve and how you are going to do it.

Advocacy Strategy Framework 
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	Water Dialogues Advocacy Strategy Summary Table (draft)

	

	Aim

For IGO’s to initiate, facilitate and support more transparent accountable participatory MSH consultations for more efficient, effective, equitable, sustainable and responsive governance, before and during project/policy identification and service delivery

	Objective 1

For decision-makers among donors, governments, etc. to consider different delivery models appropriate at national / local levels
	Objective 2
For investors, transaction advisors, governments to realize the possibilities/ limitations of PSP

	Stakeholder Analysis: Support and Influence (taken from group work on 25/11)



	Strategies

· Strategy 1.1

· Strategy 1.2

· Strategy 1.3


	Strategies

· Strategy 2.1

· Strategy 2.2



	Messages/Proposition

e.g. for Istanbul, UNSGAB and based on research and stories

	Actions:
	Actions:

	· Actions for Strategy 1.1

· Action 1.1.1

· Action 1.1.2

· Action 1.1.3

· 
	· Actions for Strategy 2.1

· Action 2.1.1

· Action 2.1.2

	· Actions for Strategy 1.2

· Action 1.2.1

· Action 1.2.2
	· Actions for Strategy 2.2

· Action 2.2.1

· Action 2.2.2

	· Actions for Strategy 1.3

· Action 1.3.1


	

	Resources:
	Resources:

	· Total resources for strategy

· Resources per action (where possible)
	· Total resources for strategy

· Resources per action (where possible)

	Risks & Assumptions



	Monitoring & Evaluation Process

(related to the extent of progress against the stated aims and objectives)
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