AFP SMART ADVOCACY STRATEGY WORKSHEET

BEFORE YOUR STRATEGY SESSION

STEP 1: DECIDE WHO TO INVOLVE*
Which organizations and individuals should be involved in developing and implementing the strategy?
Who will you invite to the strategy session? 

Who are the most important to your goal or objective and are willing and able to do the work?
Who is best placed to issue the invitation?

	Category
	Individual’s Name
	Organization and position
	Phone 
	Email

	Government—national or subnational
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Nongovernmental Organizations (NGOs) 
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Health Professionals

	
	
	
	

	
	
	
	
	

	Private sector

	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	Faith-based Organizations


	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	 Other (Specify)
	
	
	
	

	
	
	
	
	

	
	
	
	
	


*See the AFP SMART Facilitator’s Guide for more tips to prepare for your session.
DEVELOP THE STRATEGY
STEP 2: SET SMART OBJECTIVES

Begin by clarifying your goal. 

This is a long-term outcome to describe the overall mission or purpose of a project, usually supported by several objectives.
Goal:

Next prioritize one short-term objective that is SMART (Specific, Measurable, Attainable, Relevant and Time-bound.). 
If you identify multiple objectives, each should have its own advocacy strategy.

Example: Ministry of Health issues policy guidance permitting community-based distribution of contraceptive injectables by October 2017.

Objective 1:  
STEP 3: IDENTIFY THE DECISION-MAKER (S) 
What do you know about the policymaking process related to your objective? Who is in the best position to help you achieve your objective?  For example, is it a person in the Ministry of Health or Finance, a parliamentary committee chair, subnational health officer, or administrator? Do you need to focus on the highest level or are there other people in the process?  For example, who writes the draft budget? Who approves? Do you need more than one decision-maker to achieve your objective? Prioritize one decision-maker if possible.  If you identify multiple decision-makers, each should have their own message box (see Step 6.)

	Decision-Maker 1 (Name and designation)
	Decision-Maker  2 (Name and designation)

	
	


STEP 4: REVIEW THE CONTEXT
What is already happening outside your organization that may impact your strategy, presenting obstacles or opportunities? Which events (such as elections, conferences or budget cycles) or activities of other organizations or donors, government commitments on family planning, health or development may support or conflict with your objective? What constraints may your decision-maker have in taking action? Is there new evidence or research findings or WHO guidance related to your objective? Consider anything external that may influence the success of your strategy.  

You will assess your resources within your organization, coalition or strategy group in Step 7.

	External Challenges
	External  Opportunities

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 


STEP 5: KNOW THE DECISION-MAKER
Your group may not know all the answers to the questions below. Note the items that may require more research.

	
	Decision-maker 1 (Name and designation)
	Decision-maker  2 (Name and designation)

	A: What do we know about the decision-maker?


	· What is his/her background/ profession? 
	
	

	· What is his/her level of authority?
	
	

	· Has he/she made any statements for or against the objective or issue you are addressing?
	
	

	· Is he/she willing and able to act on issues they care about? 
	
	

	· Who is in their social/political circle? Whose opinion do they value most?
	
	

	B: What does the decision-maker value?


	· Maternal health or women’s rights?
	
	

	· Cost-effectiveness of public health programs?
	
	

	· Young people?
	
	

	· Socio-economic development?
	
	

	· Child/newborn survival?
	
	

	· Career advancement?
	
	

	C: How can we best gain a decision-maker’s support? 


	· Provide and share information?
	
	

	· Build /encourage the will to act?
	
	

	· Persuade the decision-maker to take action?
	
	

	· Recognize their leadership/reinforce the action?
	
	

	· How can we thank the decision-maker and celebrate his/her role in securing a win? (Publicly, in private or any other agreed method.)
	
	


STEP 6: DETERMINE THE ASK

A. Consider Ways to Argue Your Case
People decide to take action for a variety of reasons. Considering various types of arguments will provide you with the flexibility to support your objective according to a decision-maker’s interests.
	Rational arguments

Evidence is essential to informing and guiding policy change. Evidence-based advocacy helps neutralizes controversy and lead to agreement.
What evidence or facts support your objectives?


	Emotional arguments
Use evocative stories and photos to add the human dimension. Stories related to your objective underscore the commonality of experience and the potential for policy to alleviate suffering and improve lives. 
How can you humanize the need for the policy action you seek?


	Ethical arguments
Use a rights-based approach and incorporate an understanding of social and cultural norms. They center on justice, sympathy, and awareness of the implications of one’s action or inaction. 
Which religious, cultural or ethical arguments support your objective?


B. The Five-Point Message Box
Completing the Message Box for a decision-maker helps build consensus within your group.

It prepares everyone involved with the rationale for a policy change and the ability to request action of the decision-maker.

	1.
	Identify the decision-maker (Name and designation)
	

	2.
	Identify decision-maker’s core concerns
	

	3.
	Anticipate objections and prepare response
	Objections:



	
	
	Responses:



	4.
	Articulate SMART ask
(Specific, measurable, achievable, relevant, time-bound)
	

	5.
	Answer the question: ‘’To what end’’/What are the benefits that match the core concerns?
	


C. Determine the Messenger (for each decision-maker)
The messenger is a person who the decision-maker listens to and who understands and agrees with your objective.
While everyone in an advocacy coalition should be able to articulate the policy change needed, it is essential to identify the person(s) who is most likely to convince the decision-maker to act on your objective.

	Messenger
	Category (e.g. health professional, policymaker, NGO leader, academic)
	Phone/Email

	
	
	

	
	
	


STEP 7: DEVELOP A WORKPLAN AND BUDGET
A. Assess internal resources
What assets and needs do you have within your organization or coalition that may impact your advocacy strategy (funding, staff, skills, reputation, time, etc.)
	Internal Challenges
	Internal  Opportunities

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 

	· 
	· 


B. Specify advocacy activities and assign responsibilities
	SMART Objective
	Next steps/input activities
	Estimated budget
	Persons Responsible (include organization)
	Timeline

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


STEP 8: SET BENCHMARKS FOR SUCCESS

Consider how you will know when you have succeeded.

Review the information that is available to measure impact in the long-term and identify data that you are able to monitor during and subsequent to implementing your strategy.
	Anticipated Outputs
	Anticipated Outcome (Advocacy Win)

	
	

	
	

	
	

	
	

	
	

	
	


Data Sources for Monitoring Impact

STEP 9: IMPLEMENT AND ASSESS
Review assignments and next steps and set up the next phone or in-person check-in on progress. Evaluate your progress against benchmarks to ensure that you are on track. Be flexible enough to add new activities, develop new message boxes, and/or know when to re-strategize.

When you succeed, document your process, outcomes and expected impact.
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