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UNIT 7

THE PoLicy ProJect

IIl. T HE ADVOCACY STRATEGY 7. IMPLEMENTATION

Implementation: Developing an Action Plan
Background Notes

This unit represents the action planning phase of the workshop. Up to this point,
the workshop has focused on building technical skills in the various stages of the
advocacy process—defining issues, setting goals and objectives, assessing support
and opposition and researching target audiences, developing and disseminating
messages, collecting data, and raising funds. In the process of honing their skills,
participants have made choices and taken action toward the development of the
network’s advocacy strategy. The work done along the way has a real—not just a
theoretical—application.

Now it is time for participants, first, to pull together all the pieces of work they
have completed thus far and, second, to compile the products into one
implementation plan to guide the network through the campaign. The
implementation plan is also the focus of the monitoring and evaluation plan to be
developed in Unit 8.

The implementation plan is presented in a simple format. Based on a selected
advocacy objective, participants design specific activities for implementation in
order to achieve the network’s objective. Members of the network provide details
describing needed resources, responsible person(s), and an appropriate timeframe
for each activity.

Developing the action plan provides an excellent opportunity for network members

to work as a team. The implementation plan should be developed with input from
and the consensus of the entire membership in order to create a sense of shared
ownership and commitment to the plan and the strategy. After all, participants are
nearing the end of the planning stage and will soon be called on to act together to
make the advocacy strategy a reality.
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OBJECTIVE By the end of this unit, participants will be able to develop an implementation plan
for the advocacy campaign.

TIME 2 hours and 15 minutes

MATERIAI_S * Newsprint, markers, and tape

The overhead transparency or flipchart from Unit 1 that shows Steps in
H AN DOUTS the Advocacy Process.
¢ Copies of handouts
Handout IIl.7.1  Background Notes
Handout Ill.7.2  Advocacy Implementation Plan

. vity 3. he Ad | .- ;
PREPARATION ::Il(?;é():ti)vr;tﬁgw(s:g%tt oergnvg\fgﬁlye;n&ﬁ;wsg‘;?gr?gy? an (Handout

ACTIVITY 1 | Introdudtion

1. Introduce Unit 7 by reviewing the objective and making a brief
presentation on implementation plans. Key points to include in your
overview follow.

* This unit represents the action-planning phase of the workshop.

* Up to this point, the workshop has focused on building technical
skills in the various steps of the advocacy process—defining
issues, setting goals and objectives, assessing support and
opposition and analyzing target audiences, developing and
disseminating messages, collecting data, and raising funds.

* In the process of honing their skills, participants have made
choices and taken action toward the development of the
network’s advocacy strategy. The work completed thus far has a
real—not just a theoretical—application.

* Now it is time to pull together all the pieces of work completed
to this point, and to compile the various products into one
implementation plan to guide the network through the campaign.

* The implementation plan or action plan is presented in a simple
format. In accordance with a selected advocacy objective,
participants design specific activities for implementation in order
to achieve the desired objective. The plan requires the network to
provide details describing needed resources, responsible
person(s), and an appropriate timeframe for each activity.

* Developing the action plan provides an excellent opportunity for
participants to work as a team. The plan should be developed
with input from and the consensus of the entire membership in
order to create a sense of shared ownership and commitment.
After all, participants are nearing the end of the planning stage
and soon will be called on to act together to make the advocacy
strategy a reality.
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Transition

Before the participants begin to develop the implementation plan, they should review
what has already been learned about the advocacy process, thereby reinforcing the
essential points about each step in the process.

ACTIVITY 2 | Fevievis e fdvocae Proces

1. Present the Steps in the Advocacy Process on a transparency or flipchart.
2. Discuss each step in turn by using the following questions:

What are the key points and considerations for this step?
What did you learn about this phase of the advocacy process that
you didn’t know before?

3. Record participants’ responses on the flipchart. Examples of possible
responses are listed below:

Advocacy Issue

— A problem widely felt by constituents/clients of the network

— Issue must have policy solution

— Forms foundation of advocacy strategy

Goal

— Long-term vision for change, over three to five years

Objective

— Short-term, realistic, measurable and time-bound

— Describes desired policy action and audience

Target Audience

— Primary audience consists of policymaker/institution with
authority to affect advocacy objective

— Secondary audience consists of individuals/institutions that
can influence those with authority

— ldentify supporting and opposing views; incorporate these
views into strategy

— Assess audience’s knowledge, beliefs, and power base

Building Support

— Increase base of support by forming or joining other networks
and coalitions

— Build support with stakeholders such as community members,
universities, religious leaders, research institutes, etc.

Message Development

— Effective messages are clear, concise, and tailored to the
target audience

— Deliver consistent message by using multiple channels over
time

Channels of Communication

— Numerous options for message delivery

— Consider audience, timing, cost, and other factors to select
best format
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* Fundraising
— Resources expand options for advocacy activities
— Network may want fundraising strategy to target possible
donors.
* Implementation Plan
— Details activities, resources, timeframe, and responsible
person(s)
* Data Collection
— Accurate and current data support all phases of the
advocacy process
— Include qualitative and quantitative data
* Monitoring/Evaluation
— Monitor activities and evaluate results

4. Ask participants if they would like to highlight any other key lessons
about advocacy before proceeding to the implementation plan.

ACTIVITY 3 | Teerme e mntee

Note to Facilitator: The implementation plan is organized around the advocacy
objectives developed by participants in Unit 2. Activity 3 will have as many working
74 groups as objectives. Give participants the choice of continuing to work in the

m‘ same groups as they did for developing the objectives. If possible, participants
may self-select the objective to address.

1. Remind participants that they have completed several steps in the
advocacy process. They have...

* identified one advocacy issue for action;

* set the advocacy goal—a long-term change that they hope to
contribute to;

* set specific advocacy objectives that will contribute to
achievement of the goal,

* assessed the support and opposition and identified primary and
secondary target audiences for each objective;

* developed and practiced delivering advocacy messages to key
members of their target audience;

* reviewed data collection and analysis techniques to support their
advocacy messages; and

* developed a preliminary fundraising strategy.

2. To proceed with developing an implementation plan, the network must
decide whether to approach its advocacy objectives consecutively or
simultaneously. If the former, participants must agree on the logical
order.
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3. Moderate a group discussion about which advocacy objective members
want to address first in the campaign. Use the following questions to
guide the discussion:

* |s there a logical and obvious sequence? What is it and why?

e Will any of the objectives make a greater contribution to the
broader advocacy goal than others?

* Does the network feel better prepared/qualified to undertake one
objective over the others?

4. Once the group has decided on the sequence of the advocacy objectives,
it is ready to develop an implementation plan.

5. Divide participants into working groups by objectives.

6. Distribute Handout 111.7.2 Advocacy Implementation Plan (the blank
worksheet and the partially completed worksheet) and explain the
following task:

* Write the relevant advocacy objective at the top of
the worksheet.

* Next, identify each of the activities necessary to achieve that
objective. Activities should be fairly detailed. For example,
include information about message development and methods.

* For each activity, identify the resources needed to support the
activity. Resources may be material, financial, human (i.e.,
technical expertise), or technological.

* Indicate who is responsible for undertaking the activity.

* Assign an appropriate time frame or due date for each activity.

7. Review the partially completed worksheet as an example.

8. Allow the groups 30 minutes to complete the worksheet and to transfer
their plan to newsprint or overhead transparencies.

9. After the working groups have completed the assignment, ask one
representative of each group to present the group’s plan.

10. Post all three plans on the wall and discuss each in turn.

* Are the activities complete? Realistic? Should any be added
or modified?

* Look at “responsible person.” Does the group agree with the task
distribution? Is the workload shared among different people?

* Are the required resources accurate? Is it practical to think the
network can secure the indicated resources?

* How about the timeframe? Is it achievable given the schedules
and responsibilities of network members?

11. Conclude by checking for final questions or comments about the
implementation plans. If participants are satisfied with the plan, they are
ready to move on to the next unit, Monitoring and Evaluation.
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SUMMARY The implementation plan makes the campaign come alive. By considering the
myriad activities needed to reach each of the advocacy objectives, the network
senses the amount of work and energy required to achieve a policy victory. The
plan details the activities of the campaign in a logical and timely order and maps

the network’s next stepBistribute handouts for Unit 7.

MOVING No major work effort is complete without guidance for monitoring the
implementation of activities and establishing benchmarks for recognizing if, when,
AHEAD and how well the desired results are achieved. Monitoring and evaluation are crucial

to the success of any major endeavor. In the next unit, the network develops a
monitoring and evaluation plan for its campaign.
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Handout [11.7.1
Implementation: Developing an
Action Plan

Background Notes

This unit represents the action planning phase of the workshop. Up to this point,
the workshop has focused on building technical skills in the various stages of the
advocacy process—defining issues, setting goals and objectives, assessing support
and opposition and researching target audiences, developing and disseminating
messages, collecting data, and raising funds. In the process of honing their skills,
participants have made choices and taken action toward the development of the
hetwork’s advocacy strategy. The work done along the way has a real—not just a
theoretical—application.

Now it is time for participants, first, to pull together all the pieces of work they
have completed thus far and, second, to compile the products into one
implementation plan to guide the network through the campaign. The
implementation plan is also the focus of the monitoring and evaluation plan to be
developed in Unit 8.

The implementation plan is presented in a simple format. Based on a selected
advocacy objective, participants design specific activities for implementation in
order to achieve the network’s objective. Members of the network provide details
describing needed resources, responsible person(s), and an appropriate timeframe
for each activity.

Developing the action plan provides an excellent opportunity for network members
to work as a team. The implementation plan should be developed with input from
and the consensus of the entire membership in order to create a sense of shared
ownership and commitment to the plan and the strategy. After all, participants
are nearing the end of the planning stage and will soon be called on to act together
to make the advocacy strategy a reality.
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Handout 111.7.2

Timeframe

Responsible Ferson(s)

Advocacy Implementation Plan
Needed Resources

Activity

Advocacy Objective:
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