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USI DESCHISE

Publicatie lunara pentru dialog intre Mediul de Afaceri si Autoritati

Vin Zile de Lobby in Bucuresti!

JZile de Lobby reprezintd urmdtorul pas
important in seria de initiative a Campaniei Usilor
Deschise” a declarat Mark McCord, Directorul
Centrului International pentru Intreprindere
Privata (CIPE). Printre aceste initiative pe primul
loc s-a situat desfasurarea Turului National de
Advocacy. Pe parcursul anului trecut, acest tur a
generat in cele 10 orase o multime de articole in
presd in legatura cu nevoia asociatiilor de afaceri
de a se implica in procesul de advocacy si de a
sustine obiectivele campaniei. Publicitatea
acutd turului a servit simultan celor trei coalitii
de afaceri care au reusit sa-si prezinte
propunerile legislative in fata reprezentantilor
media, a membrilor Guvernului si ai
Parlamentului. De asemenea, au fost evidentiate
problemele critice din domeniul turismului, al
ehnologiei informatiei sial productiei.

in acea perioadd, Campania a oferit instruire
ehnica in cadrul seminariilor, forumurilor i al
meselor rotunde organizate, celor peste 1.000 de
oameni de afaceri participanti, in legdturd cu conceptele si
practicarea competentd a activitatii moderne de advocacy.

afaceri de a pune in practica lectiile invétate in timpul sesiunilor de
instruire din cadrul Turului National de Advocacy.

Actiunea Zile de Lobby este o ocazie excelenta pentru oamenii de continuarea in pagina a 2-a

ProGlobe in ascensiune rapida

N ACEST NUMAR:

Coalitia ProGlobe a asociatiilor de productie
industriala din Romania se pregateste pentru
intalnirea cu membrii Guvernului roman si cu
cei ai celor doud camere ale Parlamentului, la
inceputul lui aprilie, pentru a discuta
propunerile lor specifice n legaturd cu
initiativele legislative Tn scopul cresterii

piata globald.

Tn aceasta era dominata de concurenta, este
foarte important sa valorifici avantajele
competitive, inovatoare si creative si sa
abordezi afacerile intr-un mod diferit, in loc s
ncerci din greu sd exploatezi avantajele
comparative cum ar fi forta de munca ieftina

si disponibilitatea materiilor prime. Totul se
reduce la a gasi noi aborddri, procese
eficiente si inovative In urma cérora sd se
obtind produse competitive. Acest lucru
poate functiona in economia unei natiuni
doar atunci cand sectoarele public si privat
stabilesc un dialog real si actioneazd ca
parteneri pentru obtinerea unor cregteri
economice specifice si reale. Din acest motiv,
toamna trecutd, s-a format coalitia ProGlobe
- Procese si Produse pentru Economia
Globala. Coalitia insumeaza peste 20 de
organizatii de afaceri din Romania, active in
diferite industrii si reprezentative in sectorul
productiei industriale la anumite nivele.
continuarea in pagina a 3-a

® AVIR, noua membra ProGlobe
Industria vopselelor din Romania
se afla pe drumul cel bun
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DISCLAIMER

The report made possible by the support of the American People through the United States Agency for International Development (USAID).  The contents of this report are the sole responsibility of BearingPoint and do not necessarily reflect the views of USAID or the United States Government.

Like all USAID funded programs in Cyprus, EDGE is committed to strengthening conditions that foster a durable settlement.  EDGE’s activities work to enhance the Turkish Cypriot community’s competitiveness in preparation for future settlement.  This document is intended to facilitate EDGE’s work.  All references within it to the Turkish Cypriot authorities or governing entities and/or place names are for reference purposes only and are meant to convey meaning.  They should not be interpreted as implying or indicating any political recognition or change in longstanding USAID policy.
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Prologue

The Role of Business Associations in Public Policy Advocacy

Global experience highlights that economic reform is only truly effective when business associations make their voice known through advocacy. Business groups represent an important segment of society -- one that stimulates economic growth through the creation of goods and services and the jobs that accompany them. Hence, their voice needs to be heard in the policymaking process. Many think of business associations as providers of education and entrepreneurial training. These efforts will be in vain if the overall business environment is not conducive to entrepreneurship. Effective business associations combine educational goals with an advocacy program for policy reform in areas that affect their members. In today’s world of global competition where business men and women are looking for associations that will help their bottom line, no association can afford to overlook advocacy. In fact, in the long run, advocacy is the key to an association’s success and survival. 

What is Advocacy?
In simple terms, advocacy is the act of transparently influencing or supporting a person or ideal.  Public policy advocacy refers to the influencing of laws and/or regulations.  In the case of business associations, this usually means those policies that affect their members.
In other words, public policy advocacy involves speaking out in favor of and garnering support for particular positions concerning political platforms, laws, regulations and other public actions. The position might be to approve, repeal, reject or amend a policy. Advocacy, especially public policy advocacy, can be challenging because it may involve opposing a government’s stand on specific issues.  Because of this, even the most effective public policy advocacy organizations are not always successful.  As a matter of fact, advocacy professionals agree that success in this arena involves risk, patience and “the willingness to lose…a lot…and keep on trying”.  One advocacy professional put it this way, “Losing is a bi-product of advocacy, but organizations that learn from their losses will gain an ever increasing number of policy wins”.
Because many public policies directly affect business activity, the private sector needs to make its voice heard so that it can improve certain public policies. In many cases, these include tax policies, laws/regulations governing transportation, and tax issues to name a few.

Because the development of a business-friendly legal framework is crucial to private sector growth, many businesspersons, through their business associations, regularly make their positions on specific issues known by engaging in public policy advocacy at all levels of government. For business associations, this entails educating their members about government policies and gathering their often-disparate views into one voice that articulates the costs and benefits of particular policies. Organizing in this way increases the likelihood that the government will adopt specific reform measures. Overall, these efforts focus on the establishment and maintenance of a favorable business environment. The type of advocacy in which an association can be involved depends on whether the organization is defined under public law and has mandatory membership requirements, or whether it is a completely voluntary association. 

What Public Policy Advocacy is Not

Just as important as understanding what public policy advocacy is, is realizing what it is not. From the perspective of business associations, public policy advocacy is geared towards creating a hospitable business climate for all its members. It is not designed to:

· Obtain preferential treatment for one business or sector
· Solve problems concerning members’ day-to-day business activities. (If, however, daily obstacles are indicative of a larger problem plaguing the business community at large, then public policy advocacy is warranted. In such cases, special attention needs to be given to attack the real cause as opposed to the symptom.) 
· Provide members with daily problem-solving services related to conducting routine business transactions or settling disputes between members and the government. To resolve such matters, members should obtain the services of lawyers, collection agencies, consultants and so forth.

Business associations with mandatory membership, that are government-funded, may have restrictions on their scope of activities or may jeopardize their funding if they engage in certain types of advocacy.  However, most still conduct some aspects of public policy advocacy.  This guidebook is designed to assist business associations in fully participating in the public policy advocacy process regardless of their structure.

Why is Public Policy Advocacy by Business Associations Important?

To make the voice of business heard

Effective advocacy makes crucial, policy-relevant information widely available to several key audiences that influence public policy. These audiences include:

· The media who benefit greatly from business association and think tank commentary and criticism. Journalists gather a great deal of their information from official government sources, but they are better able to analyze this information once they have listened to the alternative voice of business associations and think tanks. 

· Lawmakers who need sound information because they make policy decisions that affect their citizens’ lives. These citizens, in many cases, will decide on whether or not to re-elect these same legislators. Sound policies foster a favorable business environment, advance market-oriented reforms and benefit society as a whole. A hospitable business climate attracts investment and stimulates entrepreneurship which, in turn, generates economic growth and well-paid quality jobs. All citizens can take advantage of these new opportunities.

· Regulators, bureaucrats and administrators who, when provided with solid information about the underlying objectives of specific policies and regulations, are able to do a better job implementing and enforcing them. 

· The general public including business association members who influence policymaking decisions. Having access to key information about policies under consideration educates business association members and the public on policies that affect them and helps them know what elected officials are doing -- or failing to do -- on its behalf. Citizens and business associations can then hold these representatives accountable. 

To strength business associations

Advocacy is also vital to a business association’s survival and growth. Business associations aim to serve members. To this end, they offer many services such as business education and training. Yet these efforts may be in vain if laws and regulations make it very difficult to be a successful entrepreneur. In these circumstances, advocacy is needed in order to eliminate these barriers so that association members’ businesses can survive and prosper. 


Business associations that advocate effectively are known to: 

· Articulate members’ concerns as a unified voice thereby quickly attracting policymakers’ attention

· Meet regularly with decision-makers to discuss key policy issues and to provide well researched publications 

· Establish regular channels of communication and close working relationships with government officials:  Set up regular times to meet with government officials. 
· Use these channels to promote members’ interests by influencing the pace and direction of specific laws and policy proposals. Moreover, through these activities, policymakers may begin to consider business associations as key participants in the policymaking process and as providers of sound policy-relevant information. In some countries policymakers automatically turned to business associations for policy advice. 

· Engage in both pro-active and reactive advocacy to their members’ benefit. By communicating regularly with policymakers, business association representatives can help to set the policy agenda by voicing concerns and proposing specific policies they endorse as opposed to only reacting to others’ proposals. Moreover, frequent contact also helps business associations to keep abreast of imminent and current policy proposals so that they can thoroughly examine the issue and prepare a sound policy response 

· Help prevent frequent changes to the business-related legal and regulatory framework that frighten investors and hinder entrepreneurship.

· Monitor the administration of policies to ensure that enacted provisions of interest to their members are administered fairly, consistently and swiftly thereby strengthening the rule of law.

By actively engaging in advocacy, a business association becomes a serious actor in the policymaking arena and strengthens itself. Successful advocacy raises an organization’s profile amid policymakers and enhances its reputation within the business community as a useful membership service provider. This increases contributions from existing members and attracts new members. With more funding, business associations can devote more resources to advocacy and thereby enhance advocacy strategies and tactics. A larger membership means more voting constituents and thus more clout amid elected policymakers. In short, advocacy equips business association members with the necessary information, motivation and tools with which to protect and improve the private sector. 

Chapter One

Developing Advocacy Coalitions

Overview and Importance of Advocacy Coalitions


At the outset of any discussion of advocacy coalitions, there must be an understanding of the importance of these organizations to the development of effective public policy.  Among the multitude of reasons why advocacy coalitions must be part of a process-oriented approach to policy development, four emerge as the most significant.


First and foremost, public policy advocacy coalitions raise the level of debate on issues that affect private sector development.  Because coalitions of business associations bring significant resources to bear on important issues, the profile of these issues typically rises.  While the concerns of one association may be a low priority for the media and public officials, those of a coalition of business associations may increase the importance of issues because of the unified approach.  This phenomenon, commonly called the “one voice” principle, reinforces a common sense approach to advocacy, which is that the media and public officials respond better to issues that are made significant through promotion and discussion.  According to Edward Priola, and expert in field of public policy advocacy, “an issue has to become visible”.  Because of the constant barrage of messages through the media, along with the sophistication of direct advocacy efforts by individuals and organizations, there is no shortage of issues for consideration by public officials.  By using the “one voice” principle, advocacy coalitions can increase the priority of their issues and ensure full debate and consideration of their proposals.


Secondly, advocacy coalitions provide opportunities to build relationships between organizations, public officials, and the media.  The importance of relationships to success in advocacy cannot be understated, and its synergetic relationship to the overall goal of legislative efforts is outlined in the following formula:

Figure 1.1  The Advocacy Formula

Relationships + Information= Access

Access + Process= Results

Results + Follow Up + Promotion= Credibility

Credibility x Time= Power


If the end result of coalition advocacy efforts is power, the beginning of these efforts must be the ability to develop relationships that create unity and access.  Unity is essential within the framework of the coalition itself, but the trust relationship built between coalition members, the media and public officials is integral in ensuring success.  Because coalitions involve a number of different individuals that represent various organizations, the pool of potential contacts within the media and government is widened.  Members of the coalition can thus take responsibility for building relationships in a strategic and process-oriented manner rather than working in the microscopic realm in which most singular associations operate.  


A third aspect in the importance of advocacy coalitions is the unified voice that is developed through the collaboration of organizations and private sector institutions.  The “one voice” principle aside, coalitions afford the opportunity for organizations to expand their vision and expertise through cooperation with similar associations.  Some coalitions manage to achieve a unified approach to a group of issues, which are typically published in the form of a legislative agenda, but in other cases associations may agree on only one issue.  An example of this is the creation of a coalition between business and labor in Oklahoma in the early 1990’s.  The Oklahoma State Chamber of Commerce and a variety of local labor organizations cooperated to address the state’s abysmal workers compensation system.  The initial meeting between the unlikely coalition partners laid the foundation for the entire effort by acknowledging that the groups would agree on nothing else except on a strategy for the workers compensation issue.  A strategy was developed and success achieved, after which the organizations went back to their own “corners” and focused on separate issues.  The unified voice created through this coalition not only had a favorable impact on the issue, but also developed a level of trust between individuals and organizations that had not been present in the past.  Each of the participating organizations learned from the process, and the expertise gained through the exercise created additional collaborative opportunities in the future.


A final measure of the importance of advocacy coalitions is the ability of these entities to amass grassroots support behind an issue or group of issues.  It is reasonable that the media and public officials would respond better to recommendations promulgated by a group of organizations representing thousands of members than to a singular organization representing hundreds.  If an effective grassroots effort is initiated, the combined membership of the coalition organizations can be used to raise the level of debate on an issue or issues.  As the advocacy formula indicates, power is the “holy grail” of advocacy.  Organizations that achieve power will enjoy great success in public policy development.  An effective grassroots program, using the combined membership resources of coalition members, can create power, or at least the illusion of power.  

Types of Coalitions


The type of advocacy coalition depends on the issues to be addressed, the number of organizations interested in the issues, and the mission of the participating organizations.  The following are the most common types of coalitions:

Sector-Specific:  These coalitions consist of organizations that support a specific industry or sector.  They may include employers associations, non-governmental organizations (NGOs), and even employee or labor organizations. Multi-sector organizations, such as Chambers of Commerce, may also be involved in these coalitions if they have members within the particular sector.  Sector-specific coalitions typically deal with fewer issues than other coalitions, but thoroughly cover each issue and make recommendations based on the combined experience of industry professionals.

Multi-Sector:  These coalitions are comprised of a variety of business associations that come together in support of an overall business environment.  It is typically this type of coalition that produces a business agenda, and other macro-strategies to promote business development.  A multi-sector coalition may consider a large number of issues on a variety of topics, which makes prioritization a key element of success.  These coalitions are sometimes anchored by a Chamber or other associations but may include organizations from a variety of industries.

Structure of Coalitions


One of the most important decisions that must be made by business associations that wish to form a coalition is the structure the coalition will take.  Advocacy coalitions typically have one of the following structures:

Figure 1.2  Types of Advocacy Coalitions

Formal:  The coalition is a structured body with elected leadership and specific rules as to 


   its operation and procedures.

Informal:  The coalition has a flexible structure where leadership is shared and/or 

    
      assigned depending on the issue and where the operating rules and procedures

                  are structured according to a specific advocacy scenario.

Federation:  The coalition’s formal structure is codified into a legal federation that 

                     continues into perpetuity.


Each advocacy coalition structure has strengths and weaknesses that must be addressed from the outset.  Participating organizations should reach agreement on the structure early in the process in order to alleviate debates in the future.  The following table outlines the strengths and weaknesses of each organizational structure:

Figure 1.3 Analyses of Advocacy Coalition Structures

	Structure
	Strengths
	Weaknesses

	Formal
	Structured approach
	Relatively inflexible approach to issues

	
	Team roles defined in advance
	Potential for the development of hierarch and bureaucracy

	
	Leadership defined in advance
	Potential for conflict over leadership

	
	Specific rules and procedural guidelines
	Potential for one or a small group of organizations to take control of the process

	Informal
	Flexible approach to issues and emerging situations
	Lack of structure, which may lead to confusion over roles and responsibilities

	
	Team roles based on issues and expertise
	Communication lapses could result in mixed messages of conflict within the coalition

	
	Leadership shared depending on issues, access and other f actors 
	

	Federation
	Codified structure ensures longevity of the coalition
	Organizations give up some autonomy

	
	Leadership is elected and provide consistency in terms of vision and mission
	Larger organizations may have more influence

	
	
	Funding is an issue as the federation may need permanent staff and overhead costs


The Public Policy Advocacy System


As stated earlier, the strength of coalitions is directly proportional to their integration into a systems based model.  Using the expertise of direct advocacy professionals, as well as research conducted by experts in the field, the following thirteen-step coalition advocacy process was developed to build organizational capacity to influence public policy:


      Figure 1.4  The Public Policy Advocacy System
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Step One:  Creation of the Advocacy Team:  The team should consist of at least one representative of each of the participating organizations.  The representative should be a senior member of the staff or board of directors who can make decisions on behalf of the organization.  He or she should bring specific expertise to the coalition in terms of legislative experience, contacts, access to public officials, media expertise, or the knowledge of issues.  Once developed, the coalition should make decisions based on majority vote, with the agreement that once a decision is made all the participating organizations will publicly support it.


Step Two:  Training of the Advocacy Team:  Even when the team consists of senior organizational representatives, training should be conducted in order to ensure a complete understanding of the systems-based process and the issues that will be discussed.  Outside resources should be harnessed to ensure that the training is conducted in a complete and unbiased manner.  A training manual should be provided to each team member in order to initiate continuity.


Step Three:  Identification of Issues:  Issue identification is one of the earliest and most important tasks of a coalition team.  Identification can be conducted in a variety of ways, but it must include input from a variety of stakeholders including members of each of the organizations, technical experts, and data.  Once input is gathered and analyzed, the coalition team has the ability to make informed decisions on the pallet of issues to be considered.  Armed with the data necessary to ensure adequate issue identification, many coalitions use the simple strengths, weaknesses, opportunities, and threats (SWOT) analysis to facilitate the activity.  Another popular approach is the “nomination” of issues by each member of the coalition team, and the discussion and prioritization of each issue.  Issue identification is less complicated in a sector-specific coalition because of a higher definition of the policy needed to support the industry.  Multi-sector coalitions create a bigger challenge in issue identification, as the field of issues is broader and less focused. 


Step Four:  Prioritization of Issues:  After identifying the salient issues to be included in the coalition’s agenda, the team must prioritize them in order to develop an effective advocacy approach.  Prioritization is most easily achieved by having each member of the team rank the issues from most to least important then to develop a priority structure based on how many votes the issue receives.  During prioritization, the team should consider the importance of the issue, the timing, and the political reality of addressing it.  Some coalitions assign the highest priority to the most important issues without considering how long it will take to achieve success or the political realities that are in play.  This can be both frustrating and confusing for the team, and can retard the development of the coalition.


Step Five:  Development of Policy Recommendations:  Once issues are identified and prioritized, the coalition team must develop recommendations for each.  In order to do this, team members must have a thorough knowledge of the issue as well as access to information on the opinions of key stakeholders.  Recommendations should incorporate specific and practical ideas that support the coalition’s point of view.  The recommendations should be technically sound, but also compliant with available resources and political realities.  


Step Six:  Development of a Timeline:  Based on the approved recommendations, the available resources and the current political climate, the team should develop a timeline to address each issue.  The timeline should coincide with the legislative session (Parliamentary schedule, committee meeting or hearing docket, etc.) and should clearly define the length of time it will take to address the issue.  Some coalition teams structure develop a strategy to ensure some quick victories, even if these come on lower priority issues, in order to build credibility to address the higher priority, longer term initiatives.


Step Seven:  Compilation of the Business Agenda:  A business agenda is simply a collection of an organization’s or coalition’s policy statements.  It should include all approved issues and the recommendations on each.  These are referred to as policy statements because they inform the public official as to the coalition’s opinion on the issue as well as its recommendations.  Information in the business agenda may include the following:

· Cover Letter:  A letter either on coalition stationary signed by the elected leader (in the case of a formal coalition) or a series of support letters from the participating organizations (in the case of an informal association).

· Issue Statements:  Usually one per page.  The statements should include a brief overview of the issue, the supporting view (coalition’s opinion), the opposing view, and the policy recommendation.

· Organizational Overviews:  These overviews provide the media and public officials with information on the size, structure and influence of the coalition members.

The business agenda should be produced both in printed and electronic forms, and should be designed in an aesthetically appealing manner.  The expense of producing the publication is less important than the quality of information, how professional it looks and how the message will be retained by the readers.  Coalitions typically choose to distribute the agendas at a media launch event, as well as through personal visits to public officials.

Step Eight:  Public Launch of Business Agenda:  The business agenda will not achieve the desired results unless it is promoted strategically and publicly.  Many coalitions choose to distribute the agenda to public officials in person and follow this action with a public event for the media and other stakeholders.  This strategy works well when the coalition has a cadre of public officials that will talk to the press.  If this is not the case, the process may be inverted, with the launch event being held first.  

The launch event should include members of the coalition, member companies from each of the participating organizations, public officials, and the media.  Typically, a coalition spokesperson(s) will provide a brief presentation on the group’s history and structure before focusing on the agenda itself.  Experience indicates that the launch event should be more of a networking event than a conference format.  With this in mind, it may include an opening or closing reception.  Copies of the agenda should be available to each person in attendance.  Media representatives should also receive press kits that include a press release and coalition overview.

Step Nine:  Development of Issue Papers:  An issue paper should reinforce each item in the business agenda.  An issue paper is simply a document that reinforces the coalition’s recommendation on how to address an issue.  It may include data, technical information, and research reports.  In some cases, the issue paper may include an actual draft of proposed legislation.  Each issue paper will be different depending on the technical aspects of the issue addressed.  Coalition team members should be assigned the task of writing, or overseeing the drafting, of issue papers. 

Step Ten:  Coordination of Grassroots Support:  Once the business agenda and issue papers are prepared, the coalition should coordinate its grassroots network in support of its policy positions.  A grassroots network is quite simply a database containing the names and contact information of individuals that support the coalition’s efforts on one or more issues.  A strategy should be developed that provides a mechanism to inform the grassroots network of action that is required on each issue.  The identified action should be specific and timely.  Usually, this includes making a telephone call, sending a fax or e-mail, or attending an event.  It is important that the information supplied to the members of the grassroots network be concise, complete, and correct.  Complete contact information for any targeted officials should be provided.  A member or members of the coalition team should be assigned to initiate and follow up on contacts generated by the grassroots network.

Step Eleven:  Direct Advocacy:  Direct advocacy (formerly referred to as lobbying) is probably the most recognized step in the systems-based processed, but it is also the most misunderstood.  Many coalitions and individual organizations mistakenly believe that direct advocacy is a process, when it is actually only a component of a process.  Direct advocacy, of course, is the direct contact made by a coalition representative or representatives with an elected official or bureaucrat.  This essential advocacy function can be conducted either by volunteers or by paid professionals (legislative consultants).  

Step Twelve:  Evaluation of Advocacy Efforts:  At the end of the legislative session or the timeline of issues covered in the business agenda, the advocacy organization should evaluate its effort based on the number of its recommendations that were adopted.  Also, the members of the coalition should take into account the increased visibility it received and whether or not it improved its image as an advocacy organization.  An overall evaluation should be conducted, as well as one on an issue-by-issue basis.  The two critical elements that should be evaluated are “wins” on the issues as well as in credibility.  The goal of the coalition should be not only to win on the issue (meaning its position is supported by the government) but also to increase its credibility.

Figure 1.5  Advocacy Outcome Scenarios

	Issue
	Credibility
	Result
	Coalition / Associations Effectiveness

	Win
	Win
	Best possible scenario that the coalition not only is successful in convincing the government of its position, but also does this in such a way that it gains credibility for the future.
	Increases

	Win
	Lose
	In this scenario, the coalition wins on the issue, but loses credibility due to a mistaken belief that members want to win at all cost.
	Decreases


Advocacy coalitions are essential elements in the successful creation and implementation of a business agenda.  The institutionalization of the advocacy process and the creation of sector-specific coalitions will ensure that the business community’s voice is heard on policy issues.

Chapter Two

Developing a Business Agenda

What is a Business Agenda?


As stated in Chapter One, a business agenda is a publication that highlights issues that are important to an organization’s membership and provides recommendations as to how to address them.  Development of a business agenda is a crucial step in the establishment of a successful public policy advocacy effort.  Even though important, it is challenging for many organizations as it involves the establishment of a specific process through which an association(s) can identify, prioritize, and develop policy positions on issues related to business.  This requires the gathering of input from key stakeholders including members, collaborating organizations, international organizations, and research organizations.  


A business agenda provides a way for an organization or advocacy coalition to encapsulate its recommendations into one document that is easily distributed to key stakeholders such as government officials, representatives of international organizations, and members of the press.  The agenda frames issues in an easy-to-follow format that makes it easy to focus on individual issues within the document.  In many cases, organizations or advocacy coalitions augment the business agenda with policy papers that provide specific data to support its recommendations.


The development process for a business agenda is encapsulated in steps 3 through 8 of the systems-based advocacy model that is discussed in Chapter One.  In order to implement these steps, an organization must be committed to the implementation of the following approach, which consists of five developmental phases:

Figure 2.1  Phases in the Development of a Business Agenda

Phase 1:

Gathering Input

Phase 2:

Compiling and Analyzing Data

Phase 3:

Conducting Independent Research

Phase 4:

Developing Specific Policy Positions

Phase 5:

Developing a Utilization Plan for the Agenda

Phases in the Development of a Business Agenda

Gathering Input

As in the development of an overall organizational strategy, the creation of a business agenda requires input from stakeholders.  A variety of techniques may be used to solicit this input, but the most common are focus groups (usually consisting of members, international stakeholders, and public officials), surveys, and public meetings.  The following is an explanation of each technique:

Focus Groups

Purpose:  The purpose of focus groups is to gain information from members, representatives from coalition partner organizations, international stakeholders and government officials that can be used to identify key policy issues.  Focus groups are widely considered to be an excellent source of information because they provide instant input within a structured setting.  

Design of Focus Groups:  Focus groups typically contain 8-12 participants and are professionally facilitated in order to achieve maximum results.  In the case of gaining input for a business agenda, it is best to empanel a number of mixed groups of members (including representatives from coalition partners if applicable), international stakeholders and public officials.  Groups should include both men and women of various ages and backgrounds.  It is important to have an adequate demographic representation in the group.  The facilitator should be an experienced but neutral party that has no ties to the organization.   To form the focus groups, the President or Executive Director of the organization should send letters to stakeholders that have been identified by the staff.  The letter should stress that the session’s purpose is to identify policy issues that affect business in general or, depending on the mission of the sponsoring organization(s), an industry as a whole.  The organization, at its discretion, may offer incentives to those individuals that participate.  This may vary from providing a lunch to giving away prizes.  Often, the sessions are held over a two or three-day period, with the facilitator holding both morning and afternoon sessions.  While the sessions may be held at the offices of the organization, most likely they will be held off-site at a conference facility, restaurant or hotel.

Focus Group Process:  Typically, focus group sessions are between 1 hour and 1 ½ hours in length.  Each session is scripted with an agenda and specific questions that are asked by the facilitator.  Responses to the questions are noted on a flip chart either by the facilitator or a designated recorder.  The facilitator must attempt to elicit input from all the participants, while at the same time ensuring accurate and honest responses.  After all questions have been asked and responses recorded, the facilitator thanks the group and distributes any incentives that are offered.  Because the session’s purpose is to elicit specific input on policy issues, the questions should be designed to focus on challenges faced by the business community as a whole or an industry in specific.  Some facilitators utilize an analysis of strengths, weaknesses, opportunities and threats (SWOT) to frame the discussion rather than a pre-planned set of questions.  Regardless of the technique used, the focus group’s goal should be the identification and prioritization of specific policy issues to be addressed within the business agenda.

Report:  Within ten days after the focus groups, the facilitator prepares a report that identifies the issues that were identified as well as the group’s suggested prioritization. Prioritization is important because it provides a mechanism to cross-reference responses from each focus group to determine which issues are considered important by all the groups.  This provides the organization or advocacy coalition with a practical way to assess which issues should be included in the business agenda and which should be left out.  It also provides a way to determine which of the prioritized issues should be addressed in the near-term versus taking a longer-term approach.  Typically, the facilitator will meet with the organization’s senior staff and volunteers to present the report.

Public Policy Advocacy Surveys

Purpose:  Conducting surveys is a traditional way of generating input from stakeholders. For purposes of gaining input from a business agenda, it is not as important as focus groups and public meetings.  Surveys, especially those dealing with policy issues, have become passé in many areas, thus reducing the number of responses, eroding the accuracy of the responses provided, and generally limiting their effectiveness as an input-gathering tool.  Advocacy experts contend that surveys are most effective when they a) focus on one particular issue, b) are done in conjunction with or as part of a public meeting, and/or c) are constructed scientifically to ensure participation by the appropriate stakeholders.  In an advocacy context, surveys are most usually linked to polls, which are a scientific amalgamation of stakeholder opinions on a candidate or issue. 

Survey Design:  A survey’s design is critical in its ability to generate useful information.  Surveys that are designed to achieve pre-determined results are not useful inputs to a business agenda, nor are unscientific samplings that do not include a broad sampling pool.  It is recommended that for purposes of developing a membership development strategy organizations survey a wide-variety of stakeholders in order to gauge overall support for its activities across diverse groups.  The survey should contain both quantitative and qualitative questions that allow for both structured and un-structured input.  Quantifiable questions allow the organization access to specific data that can be used to analyze the importance stakeholders place on a specific issue or issues, while subjective responses may provide insight into situations and/or attitudes of importance to individual stakeholders.  

Survey Process:  The process used to conduct the survey impacts its results.  First and foremost, a scientific sampling pool must be developed that includes all of the targeted stakeholders.  It is assumed that no more than 15% of respondents will complete a mailed survey, so in order to achieve an accurate sampling; the survey pool must be large enough to ensure the proper return. The distribution pool may be smaller for survey projects that include personal visits and/or follow up.  Many organizations outsource survey projects in order to ensure a scientific sampling as well as impartiality in the question-development, survey implementation and results analysis processes.  In the case of outsourcing, an organization typically works closely with a professional polling/research company to develop a sample list, survey methodology, survey instrument, and analysis process.  Once the data is evaluated, it becomes part of the input stream along with focus group results and the responses from public forums.

Report:  Organizations typically report survey findings at a public stakeholders meeting, but many also publish an executive summary for distribution.  

Public Forums

Purpose:  The purpose of a public forum is to generate input from a large respondent pool at one time.  While not as effective as structure focus group discussions, public forums are useful in that they provide a wide variety of feedback from a broad base of stakeholders.  

Public Forum Design:  Public forums are usually designed with audience-participation in mind, meaning that the venue should provide a setting that allows participants the opportunity to speak.  The sound system should either include cordless microphones that can be passed throughout the audience or a podium and microphone from which participants can speak.  The latter technique is not encouraged since it relinquishes control of the microphone, rendering the forum’s organizers powerless to control the time or quantity of remarks.  If general comments are accepted from the audience and cordless microphones are used, it may be necessary to position staff members or volunteers throughout the room to facilitate the passing or microphones to and from participants.

Public Forum Process: Typically, public forums are divided into three segments.  During the first segment, organizational or advocacy coalition representatives frame the debate, meaning that they clearly establish the reason for the forum, why it is being conducted, what results they hope to achieve and what will be done with the results.  The second segment is often used to provide background information on an issue, issues or sector in order to further narrow the discussion to a finite number of targeted topics.  The third segment usually focuses on gaining input, either through the division of the forum participants into discussion groups or by allowing input from the floor.  The latter technique is often perceived as ineffective due to an organization’s inherent inability to control the comments made by individual participants.  Still, for those organizations patient enough to allow them these interventions can provide useful feedback for the creation of a business agenda.

Report:  If a series of public forums are conducted, a joint report should be prepared that outlines the common responses from all the events, as well as outlining the outcomes from each individual forum. 

Gathering input is a critical step in the development of a business agenda, but evaluation and follow up should not be overlooked.  Associations sometimes waste their resources by failing to utilize input correctly, or through being negligent in follow up.  Each individual that participated in the input-gathering process should receive a copy of the results and be invited to provide additional feedback on an ongoing basis.  If used properly, the results will provide the association or advocacy coalition with an indication of key issues and their priority to stakeholders.  While some association leaders feel that input should only be obtained from members, experience indicates that this needlessly narrows the sample pool, while at the same time creating an information gap.

Compiling and Analyzing Data


Member input gained through focus groups, surveys and public forums is important in gauging the attitudes of a variety of stakeholders relative to policy issues. This input is subjective, however, and if used in a vacuum can lead to recommendations that are self-serving, impractical or ineffective.  For this reason, organizations desiring to create realistic policy recommendations also compile and analyze data.  This is most usually done parallel to the stakeholder input-gathering process, though many organizations use the compilation and analysis of data as a way to frame the discussion during stakeholder events.  There are four primary types of data to be analyzed:

Statistics

Statistics are data that is compiled over time using specific methodology.  If updated properly utilizing the same methodological norms, statistics can provide an analysis of trends that is useful the thorough understanding of an economy, sector or issue(s).  Unfortunately, statistics are often incomplete, outdated or compiled using different methodology so that accurate comparisons and trend analysis cannot take place.  Organizations using statistics to support policy recommendations should understand that a) one set of statistics often contradict another, creating a “war of numbers” that can create confusion about an issue(s), b) statistics that are more than a year old have marginal value, especially countries where the economic system is fluid, and c) statistics must be interpreted in a way that is both transparent and accurate.

Existing Research Reports


Many organizations utilize existing research reports to assess the impact of a policy issue(s) or as proof that its policy recommendations are accurate.  Reports conducted by organizations such as the World Bank and the United Nations are typically accepted as substantive, which make them useful inputs into the creation of policy recommendations.  Reports published by think tanks, individual researchers and lesser-known non-governmental organizations may contain accurate information, but will traditionally have less influence in support of or opposition to an issue(s).


Research reports should not be confused with opinion-based articles unless they contain empirical research in support of a position.  The Internet, for instance, is filled with articles that appear to be research-based when in actuality they are little more than opinion-editorial pieces.  These articles have little value in the development of policy recommendations.

Technical Articles


Technical articles are those written by an expert in a particular field or on a specific issue.  In order to have maximum value as an input into the creation of policy recommendations, a technical article should contain information that explains a process, methodology, or issue in such a way as increase the stakeholders’ understanding.  For instance, a technical article on economic policy written by a person of authority might be a useful input into the policy recommendation process as it would likely provide insight into specific fiscal issues or policies in play.

On-Line Sources


Over the past few years, on-line resources have been widely used as inputs into the policy development process.  While the Internet contains some useful information, organizations and advocacy coalitions should use great care in assessing its value.  Resources such as Wikipedia have marginal value in policy analysis, since they can be changed by any authorized user.  On-line statistics, research and reports should be used expeditiously as they often contain inaccuracies that can render policy recommendations ineffective.


The outputs generated through data compilation will only be as good as the inputs, so it is essential that organizations understand the difference between “substantive” and “un-substantive” data.  Substantive data comes from sources that are acknowledged as experts in data collection.  In a development context, organizations such as the World Bank, United Nations, and high-visibility international non-governmental organizations (such as Amnesty International or Transparency International) are sources of substantive data.  Regardless of the source, substantive data is based on proven methodology that was designed to elicit unbiased results.  Un-substantive data is that which cannot be verified through methodology or is offered by an organization that has a reputation for producing biased results.  Data from these sources is often undermined by substantive data and thus may produce a credibility problem for organization or advocacy coalition that is developing a business agenda.

Conducting Independent Research

In many countries, statistical and technical data is lacking, leaving an information void that must be filled before an organization or advocacy coalition can ensure the development of realistic policy recommendations.  Because of this, organizations are often required to conduct independent research either on their own or by using outside expertise.  In a growing number of cases, organizations and advocacy coalitions are utilizing either individual experts or think tanks as sources of independent research.  The method utilized depends largely on the results to be achieved.  Technical experts are typically used to provide data on trends within a specific sector, overall economic trends or issue-based analysis.  Think tanks tend to take a more academic than technical approach to research, but are useful sources of data an analysis.  In fact, think tanks are among the only sources of substantive data in many developing countries.

Because of the cost of conducting independent research, many organizations and advocacy coalitions are reluctant to include it in their issue analysis.  Instead, they rely on readily available sources of data that may be outdated, inapplicable or un-substantive.  This shortcut, while conserving financial resources, has undermined the effectiveness of many business agendas.  After all, recommendations based on ten-year old research or on analysis for sources lacking credibility is easily contradicted.  Policy recommendations based on anything but substantive data and strategic stakeholder input may not be valid based on actual conditions within an industry, sector, or geographic region.

Developing Specific Policy Positions


Once stakeholder input and data have been thoroughly analyzed, an organization or advocacy coalition can develop policy positions to address issues contained within the business agenda.  When developing these positions, organizations should consider the following:

Policy positions  should be specific


Specificity is important when developing policy positions.  Vague arguments that lead to no particular conclusion or in some cases create additional questions, has no value in affecting change.  Policy positions should therefore contain specific actions to be taken on an issue during a defined period of time.

Policy positions  should be realistic


In public policy advocacy there is traditionally a chasm between what an organization wants and what it can realistically achieve.  Rather than focusing on actions that are not realistic given the current political or economic circumstances, policy positions should contain realistic recommendations that are supported by substantive data.  Unrealistic policy positions erode an organization’s credibility by creating false expectations among its stakeholders.

Policy positions  should be supported by data


Policy positions that are not supported by data are merely a collection of opinions.  While it is important for an organization or advocacy coalition to express its opinion on an issue(s), it must be supported by data that is perceived to be substantive, meaning that it was compiled using an accepted methodology by an organization that has some credibility.  

Policy positions should be agreed upon by key stakeholders


Prior to its finalization, the business agenda should be reviewed by stakeholders to ensure broad-based support for the policy positions it contains.  This is usually done either through a meeting with members and other stakeholders or through agreement of stakeholder representatives.  In the case of an advocacy coalition, agreement is achieved through a meeting of representatives from each of the business associations involved in the coalition.  Many business agendas have been rendered ineffective because of lack of agreement on its policy positions.  Disagreements must be worked out in advance instead of after the agenda is published and distributed so as not to erode the organization’s or coalition’s credibility.

Policy positions, where possible, should focus on the financial or social benefits of a particular action or actions


Advocacy experts agree that the most effective argument of policy change is that of financial impact.  Organizations that can prove the financial impact of a supported or opposed action have an effective argument for change.  Numbers translate easily to the press as well as in public forums.  Policy positions are also strengthened through recommendations that have social impacts, which will generate broad-based public support.

Policy positions should be brief and easy to understand


Policy positions should be brief and easy to understand.  The business agenda should not the specific data and details that were used to formulate a position, as this information is best contained in a separate policy paper.  Rather, the policy position should include clearly stated recommendations for action that are based on research and stakeholder input.

Developing a Utilization Plan for the Business Agenda


A business agenda can only be effective if utilized in a strategic way.  Simple distribution will not achieve the desired results, as most of the publications are lengthy and thus easily dismissed by government officials and other target audiences.  With this in mind, an organization or advocacy coalition should consider the following utilization techniques to ensure the business agenda’s impact:

Business Agenda Launch Event


A launch event is a useful way to promote the business agenda by highlighting its policy positions in front of government officials, representatives of international organizations, association members, and the media.  During its “Open Doors Campaign” in Romania, the Tourism for Today and Tomorrow (T-3) Coalition (consisting of 11 major business associations serving the tourism sector) held a launch event to highlight six policy positions contained in its business agenda.  During the two-hour meeting, T-3 Coalition officials presented the positions and took questions from government officials and other participants.  After the event ended, the Coalition’s leadership held a press conference that included supportive remarks by the Minister of Tourism.  A networking event was held after the press conference so that the Coalition’s members could interact informally with participating stakeholders.  This event created intense media coverage that brought the six policy positions into the forefront of discussion.  It created a platform on which the follow up action was conducted. 


Another event, “Advocacy Days”, was sponsored by all three coalitions involved in the Open Doors Campaign as a way to raise the visibility of its advocacy campaign by generating massive grassroots support.  
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The event drew over 400 participants from thirteen Romanian counties.  Three government ministers and fourteen members of parliament also attended at the Coalitions’ invitation.  After a half-day session promoting the Coalitions’ business agenda, participants were divided into sector-specific advocacy teams (tourism, manufacturing and information technology) for meetings with elected officials in each of these areas.  The event spawned significant results including 26 press articles, 11 television news reports and 1 magazine article.  It served as a high profile launch for the Open Doors Campaign, creating momentum that propelled the effort toward the achievement of its goals.  The Coalitions continue to operate, launching public policy campaigns and heightening awareness of three vital economic sectors.  Since 2002, the Coalitions have facilitated the passage of 38 laws in support of these sectors and the successes continue with a new group of leaders.

Creation of Issue Papers


Issue papers are different from policy positions.  As stated earlier, policy positions are brief statements that include an organization’s or advocacy coalition’s recommendations on how to address specific issues within the business agenda.  Issue papers are separate, more detailed documents that include statistics and other documentation in support of a policy position.  Issue papers are typically used during press briefings or meetings with public officials in order to provide background information on a particular issue(s).  Some organizations sponsor round table discussion meetings at which issue papers are presented and discussed.  The effective use of issue papers keeps policy positions within the business agenda in front of the media, government officials and other stakeholders.

Creation of Advocacy Committee Structure


Many business associations have created business agendas only to realize too late that the development of the agenda itself was not enough to affect public policy.  Even follow up actions such as a launch event and the creation of issue papers cannot maintain the momentum necessary to initiate policy change.  This comes through a strategic and sustained organizational structure that is linked with the business agenda.  Typically, this structure is in the form of advocacy committees that focus on the issues contained within the agenda.  For example, if the business agenda contains the issues of taxation, customs regime reform and banking reform, an aggressive organization or coalition will form committees to oversee the advocacy effort in each of these areas.  These committees will host events to highlight policy positions, analyze and comment on pending government legislation in its area of focus, and conduct hold one-on-one meetings with government officials to promote the organization’s or coalition’s point of view.  


Advocacy committees typically include technical experts within the area of their focus (for instance a banking reform committee might include bankers, economists, representatives from the World Bank and International Monetary Fund, etc) and meet on an “as needed” basis.  In many organizations, staff members provide support for the committees by scheduling meetings, sending reminders to committee members, and taking minutes.  The committees are usually appointed by and serve at the pleasure of an organization’s board of directors or in the case of an advocacy coalition, its steering committee.

Press Events


Press events are effective in promoting policy positions, but should be used judiciously.  Organizational or coalition leaders should know when to prepare and send a press release, conduct a press conference or meeting one-on-one with media representatives.  Typically, press conferences are reserved for major issues or policy announcements, while press releases are utilized to create ongoing visibility or to “wet a journalist’s appetite” to cover a specific issue(s).  Media outreach will be discussed at length in Chapter Four.

Direct Advocacy


Direct advocacy is another word for “lobbying”, meaning that a person or group of people attempt to transparently influence a public official by outlining specific policy position.  Direct advocacy is perhaps one of the most common ways to follow up on the creation of a business agenda, but it is often overused or used in a way that does not produce desired results.  It must be stated that direct advocacy has nothing to do with having an “inside track” with a politician or resorting to non-transparent practices in order to achieve success.  In most countries, direct advocacy is heavily regulated, with specific oversight mechanisms in place to ensure compliance with ethics rules.  In its purest form, direct advocacy is the root of democracy, as individuals and groups take their case directly to officials that have direct influence on the issue(s) they feel are important.  Direct advocacy will be discussed at length in Chapter Six.

Chapter Three

Developing Advocacy Campaigns

What is a Public Policy Advocacy Campaign?


A public policy advocacy campaign is a sustained event that focuses on the implementation of one or more policy positions outlined in the business agenda.  Campaigns are designed to initiate intense focus on one or more issues in order to achieve a desired outcome, which is usually the passage or defeat of a specific piece of legislation.  Campaigns usually take one of two forms.  Issue-based campaigns are those that focus on one issue that may constitute a policy position as a whole or one recommendation within a policy position.  For instance, the Advocacy Academy Association in Timisoara, Romania developed a policy position in support of open and transparent government.  This position contained three specific recommendations, one of which was the passage of a “Freedom of Information Act” what would require the government to provide information on laws, draft laws, ordinances or financial practices to organizations or individuals that requested the information in writing.  The association waged an 18-month advocacy campaign in support of this law that included public hearings, direct advocacy, media outreach, demonstrations and special events.  The law was finally passed, after which the association focused on the next recommendation under its open and transparent government policy position.  

Campaigns can also be sector-based, meaning that they focus on a finite number of issues that are important to a particular sector.  The Tourism for Today and Tomorrow (T-3) Coalition mentioned above initiated such a campaign beginning in 2002.  After identifying six key policy issues, it developed positions on each and initiated a campaign called “Open Doors” to advocate these positions to the appropriate government ministries.  Over the next two years, the Romanian Government adopted four of the six policy positions.  Rather than wage a campaign focusing on each position, the Coalition conducted a campaign based on a series of positions that support the tourism sector’s development.

Elements of a Successful Campaign


Regardless of the type of advocacy campaign, there are common elements that must be considered if the desired results are to be achieved.  Organizations and advocacy coalitions approach campaigns in different ways, but elements for the following are typically incorporated into the overall initiatives:

Issue Briefs


Issue briefs differ from policy positions and issue papers.  Issue briefs provide a condensed synopsis of a policy position (usually no more than one page) for use at public meetings, press conferences and private meetings with government officials.  Issue briefs provide stakeholders with a clear but concise view of the issue, its background and the organization’s or coalition’s policy position.  The following is an issue brief that focused on support of policies to benefit the light-manufacturing sector:

Figure 3.1  Pro Globe Coalition Issue Brief

ISSUE BRIEF

CORPORATE PROFIT TAX 

PREPARED BY

The Pro-Globe Coalition of Business Associations Representing the Light Industry Sector

For approximately two years, exporters have been subject to exceptional treatment as to profit tax.  In order to stimulate exports, an indirect form of subsidy  - a tax of only 6%  – has been applied to profits generated from exports, compared to 25% tax on profit from other types of operations.  Over the past six months, discussions about the upcoming end of this special treatment period have been increasingly frequent.  A proposed new profit tax law was drafted by the government of and forwarded to parliament on April 24.  The new law brings several changes to the profit taxation algorithm, to get it closer to the EU standards and accession requirements, including gradual cancellation of the exceptional treatment for exporters.  There is speculation that the law was drafted in close collaboration with IMF representatives.  Discussions over the law in the commissions of the Chamber of Deputies are expected to start on Tuesday, May 7.

According to the new law, exporters are likely to pay 12.5% tax on respective profit starting Jan. 1, 2003 and begin paying 25%, from January 1, 2004.  The law also alleviates some previously awarded exceptions, such as operations in the distressed economic zones, in free trade zones, investments over $1 million and incentives to SMEs.  Regional development policies and foreign investment policies will also be affected by the new law, in ways that are hardly quantifiable at this point.

The first reaction from the Ministry of Finance to the discussions in the Chamber took the form of a promise to make some new subsidies available to compensate for the doubling and then doubling again of the profit tax for exporters, as well as another promise to keep stimulating SMEs by providing access to financing sources, state guarantees for loans and incentives for human resource development.

Although highly predictable, fully in line with gradual EU accession requirements, lowering protective obstacles to increased competitiveness, the issue of the new law rapidly got “hot” and also acquired a political component, the National Liberal Party (PNL) being the first to protest against the law, to come up with a set of proposed amendments, and to attack the Humanist Party (PUR) for supporting the ruling party (PSD) in this initiative.  PNL asked for the resignation of Silvia Ciornei (PUR) as Minister of SMEs.

Members of the Pro Globe Coalition have been active in providing input on this issue, although it was a foregone conclusion from the time this incentive was initiated that it would gradually be alleviated.  Their strategy has been to achieve a phased approach to the implementation of the tax, and to ensure that the final tax is competitive with that of surrounding countries.  The following is a comparison of the profit tax rate (as proposed by the Ministry of Finance) with those of selected countries:

Country




Profit Tax Rate

Romania




25% (cut from 38% four years ago)

Bulgaria




20% (15% for small enterprises)

Greece





35% for listed companies and 37.5% for unlisted 

Italy





36%

Hungary




18% 

Poland





28% (scheduled to fall to 22% by 2004)

France





33.3%

Russia





24%

While the Coalition will support the phased in initiation of this tax, it will not support its immediate application at the 25% rate.  In addition, the Pro Globe Coalition members want a lower tax rate for small companies and more communication between the Ministries and the private sector in making revenue-related decisions.  The end result of this situation is that the alleviation of the profit tax incentive and phased in increase to 25% will be a short-term hardship, but in the long term businesses will not be as severely affected, as many politicians would lead us to believe.  Most see this as a natural progression toward EU accession.


The Pro-Globe Coalition achieved its goal of obtaining a phased in tax over five years, as well as incentives for small companies.  This issue brief, only one page in length, provided background on this issue as well as clearly stated the Coalition’s policy position.  It was widely distributed on the Coalition’s letterhead and when the law was passed, the Minister of Small and Medium Sized Enterprises gave it full credit for having waged an advocacy campaign in support of private sector development.

Advocacy Tour


Advocacy tours are widely used by organizations and advocacy coalitions that want to develop grassroots support throughout a large geographic area.  This approach is especially effective for issues that have a national scope.  In 2006, the Afghanistan International Chamber of Commerce conducted the first national advocacy tour in the country’s history, taking its business agenda to more than 2,000 members and other stakeholders in six cities.  In each location, AICC held a press conference to discuss the positions within its business agenda, a workshop to inform business leaders about issues that could affect private sector development and a networking reception to its members with access to key government officials.  Its advocacy tour was called “The Building Bridges Initiative”, meaning that it was designed to bridge the gap between the private sector and government.  As a result of this tour, AICC’s business agenda received significant press coverage, enjoyed heightened public support, and gained the attention of key government leaders.  In fact, President Hamid Karzai commended AICC for its effort saying that the tour was, “A positive step toward empowerment of the private sector”.  


Advocacy tours, while effective, require a significant amount of coordination, are expensive, and demand a great deal of follow up.  Because of this, they are usually conducted by larger or regional associations and advocacy coalitions that have the capacity to implement them.  The media traditionally supports such events as they provide significant opportunities for news coverage. Tours also provide opportunities for organizational and advocacy campaign branding.  

Networking Events


Organizations and advocacy coalitions use informal networking events to build relationships between the private sector and public officials.  These events are useful elements of advocacy campaigns because they provide low-key ways to advocate an organization’s or coalition’s policy positions.  Public officials tend to embrace these events because they are informal and non-confrontational, while the private sector participates because it has direct access to senior-level political officials.  Networking events are not singularly successful, but as part of an overall advocacy campaign strategy they can be quite effective.  


Many associations fund such events either through corporate sponsorships, as corporations want to be visible to both the private sector and public officials, as well as through registration fees.  In the latter case, the association charges each participant a small fee to cover the costs of the reception.  Some organizations include a short amount of time for presentations, for instance a presentation by its President on an issue contained in the business agenda, while others focus only on networking.  Typically, the association pre-assigns staff and committee members to talk with targeted government officials that attend in order to promote the organization’s point of view.  In other words, the networking event appears to be a random, informal gathering of business and government leaders when in actuality it is well-planned to achieve specific results.  

Collaborative Stakeholder Event


Business associations and advocacy coalitions routinely partner with outside stakeholders to promote policy positions within their business agendas.  Stakeholders such as the International Monetary Fund (IMF), United Nations (UN) and the World Bank (WB) can provide and policy position with instant credibility.  Collaboration between national and international non-governmental organizations (NGOs) is also common.  The Advocacy Academy Association of Romania, for instance, partnered with the Romanian Open Society Foundation to sponsor a series of public hearings on issues such as the Freedom of Information Act and the anti-corruption law.  This collaboration cemented an ongoing partnership between the two organizations while at the same time providing more visibility to the advocacy campaign.

Media Outreach


Ongoing media outreach is important in the implementation of a successful public policy advocacy campaign.  Organizations that take a process-oriented approach to advocacy understand that development of a strong relationship with media outlets is key to the dissemination of its message.  Many conduct monthly press briefings or networking events where members of the press are provided information about policy positions.  Other organizations assign staff and/or volunteer leaders as liaisons between the organization and the press.  The key to a successful advocacy campaign is staying ahead of the news instead of behind it.  In other words an association or advocacy coalition must manage its message instead of being forced to respond to inaccurate information caused by erroneous reporting or lack of clarity.  Edward Priola, an expert in advocacy communications, says it this way, “An organization cannot be on the offensive if it is on the defensive.  Building strong relationships with the media is vital.  Without them failure is virtually 100% assured”.  The role of media management in public policy advocacy will be discussed at length in Chapter Four.

Grassroots Support

Grassroots support for policy issues within a business agenda is an advocacy campaigns lynchpin of success.  It has been said that politicians in democratic societies value one thing above all others….votes.  This being the case, organizations and/or advocacy coalitions that generate grassroots support and thus control votes, also enjoy a good deal of power.  As stated in an earlier chapter, power is the “holy grail” of advocacy.  Organizations that possess it exponentially increase their chances of success.


Advocacy tours and focused media management are two ways to develop grassroots support, but there are many others that are also being effectively used by business associations around the world.  Newsletters, action-oriented e-mail messages, television programs, radio announcements and targeted mailings are all used to develop and sustain grassroots support.  While none of them are particularly effective on their own, when used in combination with other techniques, they are valuable tools in generating enthusiasm for issues and campaigns. 


In designing a plan to generate and sustain grassroots support, business associations and/or advocacy coalitions must first decide who they need to reach.  Will the campaign target members only or will it focus on the public at large.  Also, a decision must be made as to how the message will be delivered.  What media sources will be used?  Will these sources reach the target audience(s)?  Finally, there must be agreement on what message will be delivered within what period of time.  In order to sustain grassroots support, an organization must keep the issue in front of its stakeholders.  The American Association of Retired Persons (AARP) is one of the largest grassroots organizations in the United States.  Its advocacy effort is extremely sophisticated and successful, largely because it sustains grassroots support of its members by keeping significant policy issues in the forefront.  It does this through varied communications techniques that are designed specifically for its members.  An organization that generates grassroots support but fails to sustain it will lose momentum the longer its advocacy campaign is conducted.  As a noted military expert once said, “It doesn’t matter how large your army is at the beginning of a battle, it matters how many are there at the end”.  The same is true of grassroots support, which is explored in Chapter Five.

Chapter Four

Communications in Support of Advocacy Campaigns

“Literature is the art of writing something that will be read twice or more; journalism what will be read once”.    Cyril Connolloy, Consultant and Author

Media professionals understand that the right to be heard does not automatically include the right to be taken seriously.  In other words, there is a difference between being loud and being effective.  Infant public policy advocacy efforts tend to focus on the former, as they find their voice and bombard the government with complaints about real and perceived injustices.  Mature organizations focus on effectiveness by learning when, how, where and to whom to speak.  Successful advocacy campaigns are built not as much on the message as how it is delivered.  Being right, therefore, does not guarantee results.  Shrewd use of the media also does not guarantee positive results, but it dramatically increases the chance of success.


The first step in successfully managing a message is to focus on a) who is the audience, b) what is the message to be delivered, c) how is the message to be delivered, and d) when is the message to be delivered.  

Who is the Audience?  Is the target audience for the advocacy message only members of an association or advocacy coalition or the public at large?  Is the message for government officials, international donors or national organizations?  In reality, an organization may need to focus on many different audiences for a single issue.  For instance, if the issue is to reduce corporate taxes, an organization may want to communicate the issues background and importance to its members, recommendations to government leaders, and the need for support to the international community.  Reaching all these audiences means that the organization must “wrap the same messages in different packages”. 

What is the Message?  Business associations and advocacy coalitions sometimes inadvertently send unintended messages or make them so convoluted that their target audiences cannot understand them.  Advocacy media experts agree that it is best use the following guidelines when crafting an advocacy message.  

· Send clear, concise messages.  The more words used to describe an issue or a policy position, the greater the chance that the real message will get lost in translation.  It is also important to develop concise messages for use by the media.  For instance, an organization has only 30-35 seconds to broadcast a message over the radio and 60-90 seconds on television.  This forces ruthless selection of facts to “pare down” the message.

· Repeat the message frequently during short periods.  This is especially important for radio and television as studies show that listeners/viewers cannot retain information unless it is repeated frequently.  

· Be aware of vulnerability to opponents.  In creating an advocacy message, organizations should be aware that the minute it is released, opponents will begin a process aimed at destroying its credibility.  With this in mind, organizations must ensure that the message is clear, accurate, transparent and fair. Otherwise, it will inadvertently give the opposition ammunition with which to erode its effect.

· Create wedge and magnate issues.  In the context of an advocacy campaign, wedge issues are those that separate your message from your opponent’s, while magnate issues are those that bond your message to your supporters.  In other words, an advocacy message should separate an organization from its opponents’ argument while solidifying its position with supporters (grassroots network).

· Overcome clutter.  Today’s society is cluttered with information.  A message must be crafted in such a way as to break through this clutter.  This requires the development of clear, concise messages that are targeted directly to their appropriate audiences.

· Call to action.  An advocacy message should contain a clear call to action.  What does the organization want the reader/listener/participant to do?  Should they write a letter to a policy maker?  Should they participate in a protest?  If the message is focused on a public official, what action should he/she take?  Unless there is a clear call to action, the message serves little more than an informational purpose.

Business associations and advocacy coalitions should operate on the principle that it is easier to motivate someone around something they already know that to convince them to believe something new.  This being the case, the message should be crafted to remind a target audience of what it already knows and it should evoke feelings that already exist. For instance, when the American Association of Retired Persons (AARP) communicates with its members about Social Security reform, it reminds them a) that each of them paid into the system, b) it is their money that must be protected, c) if mismanaged, the money could be gone, and d) if it is gone they could be left without financial support in their twilight years.  This message is effective because it reinforces what the organization’s members already know and it evokes strong emotions that precipitate a reaction.

How is the Message to be Delivered?  Once the target audiences are identified, an organization must determine how best to reach them.  For instance, to reach the business community at large to elicit its support for a plan to reduce corporate taxes, an organization may need to use a combination of communications techniques including articles/advertisements in widely-read business publications, e-mail alerts to CEOs, and/or fact sheets distributed through corporate communications departments.  To reach government with its message, it may need to run opinion-editorial articles in leading newspapers that are widely read by government officials, schedule personal meetings with appropriate politicians and/or generate mass letters from the business community in support of the policy position.  The standard rule for advocacy media management is that it does not good to identify the audience if one does not know how to reach it.  Some organizations, especially in developing countries, utilize protests as a way to communicate advocacy messages.  Experience indicates that interventions of this type should be used scarcely and only as a last resort, as they are both contentious and often produce convoluted messages that do little to influence decision-makers.

When is the message to be delivered?  A business association or advocacy coalition must determine the most effective time to deliver its message.  This may mean a particular day, a particular time of day, or a specific period of time (e.g. weeks or months).  For instance, if an organization wants to reach the 18-24 age groups with its message, it may want to consider running advertisements on a popular rock and roll station during early evening hours when young people are off work and in their cars.  A message not heard elicits no response, so timing is critical.

Methods of Communication

Publications


Publications are widely used in advocacy campaigns to brand the organization or advocacy coalition that is conducting the campaign as well as to create an image of professionalism and credibility.  In other words, a message’s “wrapping” is an important indicator of its sponsoring organization’s professionalism.  For this reason, successful advocacy organizations spend significant time and resources on a campaign’s aesthetic appeal as well as its message.  The following are examples of effective advocacy publications:
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This newsletter, published by the Open Doors Campaign advocacy coalitions in Romania, conveys messages in a clean, concise format.  It is in four colors, printed on high-quality paper, contains the campaign logo and is filled with photos.  A common mistake on newsletters is to pack them with information and forget about their aesthetic appeal.  Readers want to see photos and will read headlines first to see what interests them.  Experience indicates that if the headlines do not appeal to them, they will not read the article and the message will be lost.  Another common mistake is making newsletters too long.  This newsletter was done in a four-page format.  It also contained statistics, a “countdown calendar” for the campaign and other useful information.  It was published monthly during the campaign’s duration.
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The Open Doors Campaign in Romania produced this holiday card, which was sent to more than 2,000 stakeholders including government officials, the boards of directors of the associations involved in the coalition, international organizations, NGOs and other business leaders.  Its purpose was not to promote particular issues, but rather to keep the campaign in front of its stakeholders.  The modified use of the campaign logo with the wreath was appealing both aesthetically and from a branding standpoint.
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This logo was developed to provide visual reinforcement of the campaign’s concept.  The tag on the doorknob reads “Open Doors” in Romanian.  Since the campaign focused on opening up discussions between government and the private sector, “Open Doors” represented a useful slogan to reinforce this message.  The logo was designed to provide a visual frame of reference. It was included on newsletters, folders, newspaper advertisements, billboards and letterhead.  Over three years, it became the most visible symbol of business association advocacy in the country.
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This publication, which in Romanian says, “The State of Transparency” was published by the Advocacy Academy Association (“AAA”) of Romania, founded by six business associations in north Romania as a mechanism to increase public participation in government.  The AAA is not a lobbying organization, but rather one that promotes interaction between the public and private sectors.  Its publications, such as this one, focus on unbiased research.  This publication is in four colors on heavy stock paper.  It is neatly bound and has a professional look.  It was distributed to more than 400 stakeholders including senior government officials and was used extensively by business associations to support their calls for transparency.

Press Releases


Press releases are common tools used to promote advocacy positions. Depending on the circumstances, organizations may want to distribute press releases individually or include them as part of a press packet at a media event or press conference.  When drafting a press release, an organization should consider the following:


Figure 4.1  Tips for Writing Successful Press Releases

1. It should include the most important facts early in the release.  The press release’ first paragraph should contain the most important information so that a reporter will know immediately the salient issues.

2. It should be in plain language.  A press release is not literature.  Reporters may know little about the issue contained in the press release, so use of conversational language is important in creating understanding as well as readability.

3. It should be interesting.  Stakeholder quotes generate interest, as does focus on the issues impact.  For instance, rather than saying “the business community is unhappy with this law” the press release should include a quote from a business owner and spell out the issue’s effect on his/her business.  This creates interest as well as putting a “face” on the issue.

4. It should contain a sense of urgency.  The release should include language that lets the reporter know why the issue is important right now.  It should address the reasons why the organization feels the time is right to address the issue, rather than postponing action to a future date.

5. It should be action oriented.  A press release should call for a specific action, such as the initiation of a rally in support of an issue, the coordination of a letter-writing campaign, or a launch event for an advocacy campaign.

6. It should be relevant.  So much news is available today that the public only wants to read what is relevant and thus reporters only want to report news their readers will find interesting.  Sending a mass-mailed press release to every media outlet regardless of its size, scope or readership is not an effective way to obtain coverage.  Rather, press releases should target specific publications or media outlets that focus on readers/viewers that will find the information contained within the release relevant to their lives or businesses.

7. It should demonstrate value.  This can be done by placing a value on the issue or the solution.  For instance, rather than saying “Value Added Taxes on manufacturing inputs increases the costs of production, which are passed on to the consumer” a press release should say “Value Added Taxes on imported rubber increased tire manufacturing costs by 28%, raising the cost of a standard steel-belted radial tire from $100 to $135 per tire”.  This assigns a value to the issue, making it more interesting for the public and consequently for reporters.

Part of writing an effective press release is structuring it in the appropriate way.  The 

the following represents an internationally accepted structural model:


Figure 4.2  Press Release Structure

1. Release time:  This states whether it is for immediate release or if it should be released on a specific date.

2. Contact information:  This provides information on the person within the organization that should be contacted about the press release.  Typically, it includes the name, title and contact information.

3. Headline:  The headline should be interesting but not “sensational”.  Because of the volume of press releases that media professionals receive, a reporter may read the headline first and if it is not interesting, disregard the press release.

4. Dateline:  The dateline is usually corresponds with the date the release is sent, which may be different from the release date, or the date an event took place.

5. Lead paragraph:  The lead paragraph should contain the most important information, answering the questions “who, what, where, when and how”?

6. Text:  This usually comprises two or three paragraphs that may include quotes from stakeholders, background information, or further explanation of an organization’s policy position.  It is important that the text is concise and clear.  Press releases that are more than 1-1 ½ pages are usually disregarded, so it is better to use the fewest amount of words possible.

7. Organization summary:  The release should include a brief summary of the business association or advocacy coalition that is sending it in order for the press to understand how the issue affects the business community.

In addition to being structurally sound, a press release should look professional, contain no misspellings, and be grammatically correct.  This is especially important for releases that are sent in English by foreign business associations in countries where English is not the national language.  In this case, the press release should be reviewed by a native English speaker in order to ensure that it is grammatically and structurally correct.  The following press release includes all the elements discussed above and represents an effective media communications tool:

Figure 4.3  Sample Press Release

Press Release

Contact Person: Lidia Stoichici, Public Relations Coordinator,  phone: 0722.250.365

Release:  Immediately

BRAND CREATION AND PROMOTION – KEY TO INTERNATIONAL SUCCESS IN TOURISM 

- CAMPAIGN TO HOST CONFERENCE ON BUILDING AND MARKETING A BRAND FOR ROMANIAN TOURISM-

Bucharest, September 19, 2002 – In order to promote the marketing of Romania’s tourism potential around the world, a conference entitled, “BRAND CREATION AND PROMOTION – KEY TO INTERNATIONAL SUCCESS IN TOURISM”, will be held on September 19 at the Marriott Grand Hotel, Timisoara Hall, starting 9.30 am.  The conference is organized by the Tourism for Today and Tomorrow (T-3) Coalition, a collaborative alliance of eleven Romanian tourism associations, in partnership with the Ministry of Tourism.

The conference’ purpose is to merge the strengths of the tourism branding initiatives in the private sector with those of the government and to explain the need for a synergetic approach in tourism promotion. “We hope this conference will culminate in a partnership, which will lead to the creation of a successful brand for Romanian tourism,” says Mihai Rasnita, a T-3 Coalition spokesman and Executive Director of the Romanian Hotelier’s Association.   During the conference, a consortium of business associations representing the tourism industry will unveil the Re-Discover Romania Tourism Portal, which is designed as a one-stop point of access for tourism information, bookings, tours, photographs, and even crafts. Dan Matei Agathon, the Minister of Tourism, says:  “I believe that Romania has already started designing a successful brand promoting Romania as a tourism destination.  However, because of increased competition for tourists, Romania needs full involvement of all players and especially the private sector, the heart of all competitive environments…”

The conference will feature Secretary of State Alin Burcea from the Ministry of Tourism as well as representatives from both government and the private sector. “We want to create together a successful brand supported by quality services and products that meet the needs of foreign and domestic tourists alike and that offer a quality holiday for a reasonable price”, said Cristina Grecu, a T-3 Coalition representative.

Simion Alb, Director of the Romanian Tourism Promoting Office in New York, and Aneta Bogdan, founding partner of “Brandient”, the first brand consultancy agency in Romania, will provide insight into image of Romania as a tourism destination, as well as information on the development of a brand for the country’s tourism products. The Bucovina Regional Tourism Bureau will also present a model for branding regional tourism.

The T-3 Coalition is a joint effort of eleven major business associations that serve the tourism sector.  The Coalition cooperates to promote a common brand image and legislative structure for the tourism industry.  Its partner associations represent more than 6,400 tourism companies in the areas of lodging, restaurants, eco-tourism, rural tourism, convention promotion, travel agencies, tour guides and chambers of commerce.

Press Conferences


While press conferences can be effective ways to disseminate information on public policy issues, they are often overused.  An organization or advocacy coalition must determine which issues are important enough to hold a press conference, when the event should be held, which media should be invited, who should speak on behalf of an issue, what he/she should say, and finally, what message should be conveyed.  The press should be notified of the event at least a week in advance and follow up contacts should occur.  Follow up is important since media professionals have a number of different stories to cover.  Without proper follow up, they may forget to attend a press conference or simply not attend because they feel it is low priority.


As an organization or advocacy coalition plans a press conference, it should develop an agenda that allows for the dissemination of its message in the clearest and most concise way possible.  The following is a sample agenda:

Figure 4.4  Sample Press Conference Agenda

PRESS CONFERENCEON “VALUE ADDED TAX REFORM”

11:00-11:30 A.M.

JANUARY 10, 2008

MARRIOTT HOTEL

Opening Remarks




John Richards








President








The Advocacy Coalition

Overview of the Issue and Organizational

   Recommendations




Dr. Stephen Davison,








Executive Director








The Advocacy Coalition

Question Period





Mr. Richards and Mr. Davison will








Take Questions from the Press

Closing Remarks





Mr. John Richards


In most cases, press conferences will include refreshments.  After adjournment, the principle presenters should make time for private interviews with the press or for follow up questions.  Press conferences that focus on a person or persons releasing a statement to the press and either allowing no questions or a few unimportant ones are not effective ways to build media rapport.  Failing to provide clear and concise answers to questions, becoming angry or attacking the media can turn a press conference into an event that damages an organization or issue rather than promoting them.   Press conferences should start and end on time.  Media professionals are busy and they are not impressed with organizations and/or events that are not conscious of their time.  


In summary, press conferences should be used expeditiously as if they become routine, the media may not respond with the needed urgency.  When conducted, they should be planned with care and structured to ensure that the desired message is delivered clearly and completely.

Other Media-Oriented Events/Interventions


Media-oriented events other than press conferences can also be effective advocacy tools.  Examples of these events are the writing of opinion-editorial articles that appear on the opinion page of targeted newspapers, the creation of news stories through events and/or rallies, and appearance on business-oriented talk shows.  These are usually done as part of an overall media plan that centers around an issue or event.

Techniques in Working with the Media

Be Knowledgeable


There is no substitute for knowledge.  It is essential to understand all aspects of an issue before talking with the media.  From an issue standpoint, an organizational or advocacy coalition representative should know the opposition’s position as well as his/her own.  Advocacy experts agree that organizations or advocacy coalitions that are knowledgeable about an issue(s) are more likely to receive press coverage over the long term because they are viewed as a resource for information.

Be Brief


As a general rule in dealing with the press, the more you say, the less impact you will have.  In other words, be concise but clear.  This is especially important for the electronic press as a message must be delivered to their viewers/listeners in no more than 60 seconds.  Overwhelming media professionals with information is not effective.  Brief but targeted information/responses are much more effective.

Be Truthful


A top U.S. lobbyist once said: “Anything can be overcome with the media except a lie.  The truth will come out eventually, and it needs to come from you”.  Being untruthful to a media professional will likely destroy and organization’s or advocacy coalition’s credibility, rending its message ineffective.

Be Credible


Issues gain credibility because the organizations promoting them have a history of being knowledgeable, truthful and professional.  Credibility usually ensures adequate press coverage, as organizations and coalitions are viewed as media resources.  It is important to understand, however, that it may take years to build credibility but it only takes on interview to destroy it.  Organizations must value credibility and protect it at all costs.

Be Respectful


Media professionals have the right to respect from advocacy organization representatives.  Respect includes being conscious of a reporter’s time, providing truthful and complete information, and professional behavior.

Be Calm


Remain composed at all times.  Losing one’s composure may lead to misstatements, mistakes and ultimately to erosion of credibility.  A loss of credibility can have drastic consequences for a business association that will limit its ability to serve as an advocate for its members.

Chapter Five

Generating Grassroots Support

What is Grassroots Support?


Support that is developed from a broad base of stakeholders, usually business association members, is called grassroots support.  The term is corollary to grass, which develops roots in order to grow.  These roots must be watered and nurtured in order to provide a solid support mechanism for the grass.  While the roots are seldom seen, they are the most important factors in the establishment of healthy grass.  The same is true with public policy advocacy campaigns.  


Members and other stakeholders are like roots that must be “watered” with information and “nurtured” with technical support in order to grow.  Organizations that provide information and support will establish a strong basis of support for their policy positions.  Since political officials in democratic countries desire votes above all else, grassroots support is an effective way to gain their support for issues within a business agenda.  

Managing the Masses

Create a database of supporters


Development of an effective grassroots network requires creation of a comprehensive database of supporters.  Like with any database, the accuracy of the output depends on the accuracy of the input.  In other words, care must be taken to input complete and accurate contact information, as well as other information that a database user may need to access.  


As mentioned earlier, the Afghanistan International Chamber of Commerce developed a database of more than 2,000 individuals that attended its public policy advocacy events.  However, because many of these individuals lacked access to technology, the most important information collected was their mobile phone numbers.  Sending information by mail was impossible, hand delivery was possible but required significant logistical coordination, e-mail access was sporadic, but virtually every person in the advocacy database had a mobile phone.  


Sophisticated grassroots databases contain more than just contact information.  They also contain birth dates, company information, and issue interest.  This information allows database users to “segment” groups by age, business and/or interest.  This helps to focus the message by directing advocacy communications directly to the most interested parties in the most appropriate ways.

Focus the message


As stated above, successful development of a grassroots network requires the “packaging” of messages to individuals that have the most interest.  For instance, in a database containing 1,000 names of potential supporters, only 200 may be interested in a particular issue.  This being the case, a message should be developed that provide clear, concise information, guidance and recommended action to those with interest in this issue.   The following grassroots alert is a good example of a focused advocacy message:

Figure 5.1  Sample Legislative (Grassroots) Alert

LEGISLATIVE ALERT

ACTION NEEDED ON PROPOSED CORPORATE TAX

Issue:   The Ministry of Finance is considering passage of a 20% corporate tax in order to comply with International Monetary Fund and World Bank recommendations.  According to the proposed law, the profit tax would be levied annually on all corporations employing more than 20 persons.  The 20% tax would by paid regardless of the corporation’s financial position (e.g. whether or not it made a profit).  

Our View:  We believe that while the 20% profit tax is comparable to that in surrounding countries, it should be phased in over a four-year period beginning with a rate of 5% for the first year.  Since this is a new tax, the arbitrary establishment of a 20% rate will no doubt negatively impact the movement of companies from the informal to formal sectors.  We believe this tax rate, if initiated all at once, will have the net effect of forcing companies out of business by providing yet another economic burden during a time of market fluidity.  The Minister of Finance stated recently: “We are instituting this tax first because corporations have the most ability to pay”.  While this may be true, corporations also provide jobs…..jobs that will be lost if the government pursues immediate collection of a 20% corporate tax.  According to a study we commissioned, the results of which are available on-line or at our office, a phased in corporate tax will actually generate more revenue over the next five years than the arbitrary establishment of a 20% rate in the first year.  This is because the tax will grow as businesses grow instead of serving as an impediment to business.

Opponent’s View:  The Ministry of Finance argues that the establishment of a 20% corporate tax is absolutely necessary in order to a) generate much needed government revenue to offset lower donor support, b) develop a “tax paying” culture within the private sector, and c) put in place a tax the ministry has the capacity to collect at this time.  We have no argument against that establishment of the tax, but rather at its establishment at a 20% rate from its initiation.  We call for a four year phase in.

Action:  Please attend our conference on Thursday, November 4 at 2:00 p.m. during which we will make our recommendations to the Minister of Finance.  Your show of support will be critical.  Also, we will have a petition available at the event for you to sign.  If you cannot attend, please come to our office and sign the petition, which is available at the reception desk. 

Note that the alert is written in a concise, conversational style and that it requests specific action on the part of the reader.  It also includes an overview of the opponent’s point of view, which is important in promoting full understanding of the issue.

Communicate using a variety of mediums and tools


Another element in creating a strong grassroots development program is the development of a multi-faceted communications program.  Supporters should receive timely information in a way that will best promote their involvement. This requires a customized approach that may include communication through mass media sources such as print, radio and television, as well as legislative alerts (like the above example), telephone calls, e-mails and/or direct mail.  A variety of tools will most likely be necessary to reach a broad base of supporters, so focus on only one element, such as an e-mail alert, will not achieve the desired results.

Create a sense of urgency


Supporters need to understand how an issue affects them today and how their actions can have immediate results.  If supporters feel that action on the issue can wait, they will likely put it off.  Urgency is best created through the articulation of clear action steps that will elicit an immediate response.  Typically, an individual will consider action on an issue immediately after receiving an alert. If action is postponed, he/she will probably never take action.  

Keep supporters involved


Supporters should be apprised of the outcome of their actions.  In case of the above example, the Ministry of Finance rejected the Chamber’s recommendation.  This was communicated to grassroots supporters and the Chamber recommended continued action as the proposed law transitioned from the Ministry of Finance to Parliament.  This kept the supporters involved in the issue until its culmination.

Chapter Six

Direct Advocacy “Lobbying” Techniques

What is Direct Advocacy?

Direct advocacy, sometimes called “lobbying”, is a technique used by organizations and advocacy coalitions to take their message(s) directly to government officials.  Transparency is the cornerstone of effective direct advocacy.  With this in mind, the term must be differentiated from “influence peddling”.  Influence peddling is a practice whereby an organization or individual uses their influence in a non-transparent manner to affect public policy.  This could include bribes, gifts to government officials, favors or other illegal or unethical practices.  True direct advocacy assumes that rules, either through law or organizational ethics, apply to the influencing of public policy and all actions taken on an organization’s behalf are conducted within these rules.  Influence peddling may produce results in the short term, but it can severely damage an organization’s credibility, rendering its advocacy efforts ineffective in the long term.

The Relationship Between Direct Advocacy and Power


Effective direct advocacy requires business associations and advocacy coalitions to understand its relationship to power.  The following points provide insight into this relationship:


Figure 6.1  Direct Advocacy’s Relationship to Power

1. As stated in the advocacy formula outlined in Chapter One, power is the “holy grail” of public policy advocacy.  Organizations that have power also have influence.  Direct advocacy is a way to gain power through the development of transparent relationships with key decision-makers.

2. Projecting power enhances advocacy, so direct advocacy is an integral component in building consensus behind policy recommendations proposed by business associations and advocacy coalitions.

3. Decision-makers respect power.  Since direct advocacy “projects” power to outside stakeholders, it is useful in influencing decision-makers to take the actions recommended by organizations and coalitions that have power through grassroots support and a strong advocacy system.

4. Power is not given, but built.  Direct advocacy is one way to build power and influence with key decision-makers.

Power is to direct advocacy what a rivet is to an airplane.  An airplane may be able to fly without one rivet, but structurally it will not be as strong and over time it may cause the entire structure to fail.  If organizations do not project power, they will ultimately fail, as influence peddling will produce short-term results that do not last.

Direct Advocacy Success Tips

Examination of organizations that successfully conduct direct advocacy indicates that the following elements are important in developing a “lobbying” plan:

Figure 6.2  Tips for Advocacy Professionals (“Lobbyists”)

1. Know the decision-maker:  Make and maintain quality, transparent relationships with decision-makers.  Serve as an informational resource to that they realize the value of the relationship.  Relationships are built on trust, which comes through the development of rapport.  Advocacy professionals learn about the likes and dislikes of decision-makers, as well as their hobbies, interests, and any other information that can help them build rapport.

2.  Build rapport with the gate-keeper:  The “gatekeeper”, who is usually a decision-makers executive assistant or scheduler, is important in that he or she provides access.  Building rapport with the gatekeeper can ensure that an advocacy professional gains access to a decision-maker.  Again, this rapport should be built in a way that is transparent and within ethical and legal guidelines.

3. Know the Institution.  Advocacy professionals spend many hours studying the institution of government.  By doing so, they learn the process of passing laws and the key decision-makers at each step of the process.  Armed with this information, they can determine who and when to “lobby”.

4. Conduct a self-assessment.  Organizations and/or advocacy coalitions should conduct a self-assessment to determine their strengths and weaknesses from the standpoint of the advocacy issue as well as organizationally.  In addition, they should assess the outcome of their advocacy campaign to determine ways that it can be improved.

5. Assess the political climate.  Advocacy professionals know that even if a decision-maker wants to support a point of view, he or she may not be able to do so if it is politically sensitive.  Political sensitivity sometimes has to do with party affiliation, but it can also be caused by timing (e.g. an issue comes up too close to an election cycle) or relationships.  It is best not to ask a decision-maker to support an issue that will put him or her in a politically vulnerable position unless there is no other choice.

6. Effectively identify and utilize resources.  Resources could be financial, manpower, equipment, or collaboration with other stakeholders.  Regardless of the type, harnessing resources is vital in the success of advocacy efforts.

7. Remain on the offensive.  It has been said:” the best defense is a good offense”.  This is certainly true in the area of public policy advocacy.  Advocacy professionals understand that they must keep an issue in front of decision-makers over a long period of time, so they cannot become complacent or fail to follow up.  They also try never to become defensive, but rather to anticipate potential issues and/or problems and address them in advance.

8. Be informed. The most effective lobbyist is one who is well informed about the issues to be discussed and the decision-maker, his/her voting record, background, and constituent concerns.

9. Be prepared. Have data - preferably three kinds of data: a) general business data, b) data on how the issue will affect your members, and c) a personal story - what is happening to the business community. Know the organization’s position and the rationale for that position. 

10. Be friendly. Don't let persuasion turn into a threat. 

11. Be open. Be prepared to listen and to speak. But be sure to structure the meeting so that there are opportunities to do both.

12. Be calm. The better prepared one is in terms of having background information and rationale for a position, the better he/she will be able to maintain a professional demeanor. 

13. Give examples. Most government officials are not businessmen or women by profession, so the more examples given about the impact of legislation on the business community, the more persuasive the argument will be. 

14. Don't argue. Do not argue with a government official. An advocacy professional’s responsibility is to present your case, not necessarily to win the case.

15. Don't apologize. Never apologize or undercut your position. Remember you are speaking on behalf of your members. 

16. Don't get sidetracked. Don't let listening to the decision-maker’s point of view turn into getting sidetracked on to other issues. Do not get on the defensive and do not agree with negative statements about your organization or issue.

17. Don't be afraid to admit that you don't know. Some government officials may intentionally attempt to deal with issues that you do not have a solid grounding in. Some may ask specific questions for which you have no answers. If you're not sure of an answer, say, "I'll check and get back to you." Then, follow up - get in touch with experts within your association and find out the answer and let your legislator know what the answer was. 

18. Find common ground. Even if a government official does not support the position you are presenting, he/she probably believes in the value of private sector growth. But if he/she doesn't even believe in that, every official still has the responsibility of attending to the concerns of all his/her constituents. 

19. Don't give up. Continue to keep the decision-maker informed about the impact of an issue, even after it has passed. If they voted to support a program that works, let them know how it works. If they opposed a program that was successful, let them know it works. If they opposed a program that wasn't enacted, let them know the need still exists. 

The Direct Advocacy Axiom


Direct advocacy professionals share a set of “axioms” around which their approach to creating influence in built.  The following are the axiom’s major components:

Figure 6.3  The Direct Advocacy Axiom


1. Honesty is the ONLY policy.  A well-known U.S. lobbyist said, “You can lie and win a few times.  Enjoy them because eventually your sins will find you out and you won’t ever win again”.  Dishonesty will catch up with an organization, eroding its credibility and rending it ineffective in the policy debate.  Examples of this abound, but none are so graphic as than of Enron, the U.S.-based energy company that built its advocacy program on deception.  After years of success, the deceit was exposed and Enron immediately became a pariah within government circles.

2. Today’s opponent may be tomorrow’s ally.  Professional advocates understand that long-term success depends on “keeping bridges intact”. Meaning they try never to “burn a bridge” between themselves and an opponent because they may need that person or organization in the future.  Personalizing disagreements not only damages credibility, but it also creates long-term conflicts between individuals and groups that can severely erode effectiveness.  

3. Be civil, no matter how rude opponents may be.  Part of maintaining relationships is the ability to respond to any situation with professionalism.  Repaying rude behavior with more rude behavior may feel good, but it will damage the organization’s or advocacy coalition’s credibility.  An advocacy professional understands that his/her actions reflect on the organization or coalition that he/she represents.  With this in mind, professional behavior is of paramount importance.

4. Never minimize or bypass a decision-maker’s staff.  In many countries, representatives of advocacy organizations feel “minimized” if they do not have direct access to government officials.  Often, this means they bypass staff members as they feel they are “unimportant” to the advocacy process.  This usually creates long-term animosity that will manifest itself in inappropriate ways.   Advocacy professionals realize that “gatekeepers” (individuals that provide access to senior government officials) and key staff members are critical in the direct advocacy process and thus should be cultivated.  

5. Immediately correct information mistakes.  In the event an organization or advocacy coalition inadvertently provides a decision-maker with misinformation, it should immediately correct the problem by apologizing and correcting the error.  Mistakes happen, but organization’s that are proactive in addressing them will minimize damage and in some cases even gain in credibility because of their honest approach to direct advocacy.

6. More information is not necessarily better.  The general rule for advocacy professionals is to “provide enough information but not too much”.  Too much information can be confusing or overwhelming to the point that it is set aside.  Realizing that decision-makers are busy, advocacy professionals learn to condense information to only that which is of paramount importance.  

7. Repeatedly thank supporters.  “Thank you” is a powerful word.  Advocacy professionals thank not only their grassroots supporters, but also the decision-makers that support their point of view by “casting a vote” in their favor.

Direct Advocacy Success Story


The following success story was written by John Engler, a former Governor of the U.S. State of Michigan and currently the President of the National Association of Manufacturers (NAM).  It highlights the commitment of one organization and its members in conducting direct advocacy under difficult circumstances:

Figure 6.4  Direct Advocacy Success Story:  National Association of Manufacturers

	When hundreds of manufacturers from across the country traveled to Washington last month to make personal visits to Capitol Hill, a winter storm greeted them. Sleet, snow and ice shut down the city just as members of the National Association of Manufacturers (NAM) arrived for our biennial outreach program to government officials called, “72 Hours to Educate and Celebrate.” What to do? Cancel or reschedule the more than 100 Hill meetings? Watch television until the streets cleared? Drink coffee and make phone calls instead? Hardly. Manufacturers are skilled adapters, and winter’s wrath only invigorated NAM’s members. After all, we now had a captive audience: Congress was stuck in town, too. America’s manufacturers therefore continued on with their schedules, hearing from national leaders such as Vice President Dick Cheney and House Majority Whip James Clyburn (D-S.C.), who gave important addresses on the manufacturing economy. Over the next 72 hours, the several hundred registrants for the NAM program completed 110 visits to government offices, the vast majority with their respective member of Congress. Like most Washington-headquartered national trade associations, the NAM’s staff can be counted on to lobby on issues with professionalism, skill and intelligence. But for passion and real-world experience, our power comes from beyond our members throughout the country.

With dedication and energy, the businessmen and women who belong to the NAM made their personal contacts with members and their staffs, successfully communicating manufacturing’s message about four priority issues:

1.  The critical importance of a comprehensive national energy strategy.

2.  The need for a permanent and strengthened research and development tax credit;

3.  The benefit of the Extending Permanent Trade Promotion Authority to encourage new trade agreements that lower foreign barriers to U.S. manufacturing exports; 

4.  The opposition to House Resolution 800, the “card-check” legislation that would eliminate secret-ballot union elections.

As for card check, given the number of cosponsors signed onto H.R. 800, we had no illusions about preventing passage of the astoundingly misnamed Employee Free Choice Act. Nevertheless, manufacturers still wanted members of Congress to understand the depth of their opposition to legislation that abrogates a basic democratic principle, that of the secret ballot.
Our dedicated activism did have an impact. 

Cheney, in a breakfast address to NAM members, for the first time expressed the Bush administration’s firm intention to veto the card-check bill. That statement and the NAM’s lobbying shaped subsequent House debate and have helped energize Senate opposition to the measure.

On energy, an NAM audience welcomed Majority Whip Clyburn’s discussion of cellulosic ethanol, nuclear power and clean-coal technology — the kind of diverse energy profile this country requires to keep its manufacturing sector competitive.

Manufacturers heard from a number of other lawmakers throughout the 72 hours of events, including Sen. Susan Collins (R-Maine) and Reps. Melissa Bean (D-Ill.) and Stephanie Tubbs Jones (D-Ohio), who spoke at a Women in Manufacturing Breakfast. These appearances provided much-appreciated opportunities to exchange ideas.

till, the most valuable part of 72 Hours to Educate and Celebrate occurred in the one-on-one and small-group sessions with the members of Congress.

“Truly exceptional” is how one NAM member described his congressional visits. Steve Lethert, controller of Wood’s Power-Grip Co., traveled from Laurel, Mont., to talk about the research tax credit, competition from Asia and the coming energy crunch — all critical concerns for this small manufacturer of vacuum-lifting equipment.

His experience demonstrates the real benefit of being there in person. The NAM outreach was the first time Lethert had the opportunity to meet with Congressman Denny Rehberg (R-Mont.), who spent a generous half-hour talking issues. Despite being a small-sized manufacturer, Power-Grip makes profitable use of the research and development tax credit, Lethert said, a point he was able to elaborate upon in person.

Following a good meeting with the staff of Sen. Max Baucus (D-Mont.), the senator made a point of stopping by, as well. The Panamanian ambassador was in the office, introductions were made, and now Power-Grip is on a list of companies for which the senator hopes to arrange a Central American trade mission.

Sen. Jon Tester’s (D-Mont.) staffers were also helpful, making the time on the Hill “beneficial and worthwhile,” Lethert reported.



Lethert’s activities also capture how 72 Hours to Educate and Celebrate carried a strong bipartisan emphasis. Energy, trade and research and development are all issues that cross party lines, and Democrats and Republicans alike expressed real interest in working with the NAM. We’ll take them up on it, you can be sure.


Epilogue

Public Policy Advocacy Case Studies

In the context of transitional economies, four case studies provide excellent examples of the advocacy coalition process in action.  These examples outline diverse approaches and issues, but reinforce the importance of the systems-based process.

The Open Doors Campaign

Romania

http://www.opendoorscampaign.org

Contact: Radu Nicosevici (Advocacy Academy Association)


   radu@advocacy.ro

The Open Doors Campaign was launched in 2001 by a consortium of business associations in the tourism, information technology, and manufacturing sectors, along with non-governmental organizations and other private sector organizations.  The campaign’s goals were threefold.  First, the business associations wanted to convince the Government of Romania to establish transparent processes for citizen participation in the advocacy process.  Realizing the importance of this participation to economic growth, the associations hoped to increase the understanding of the governmental process in order to create a partnership between the public and private sectors.  Secondly, the associations wanted to mobilize the business community behind a series of private sector reforms.  These reforms ranged from changes in the fiscal code to the creation of incentives that would increase foreign direct investment.  The Open Doors Campaign’s third goal was to develop grassroots support for private sector initiatives.  This support was needed in order to establish the private sector as a key dialogue partner with government.  As all of these goals centered on the development of sustainable dialogue with government officials, it was designed to “open doors” within the government, which would create access for both citizens and public officials to communicate their desires in an open and transparent way.  


The Open Doors Campaign consisted of three business association coalitions, each of which developed its own legislative agenda.  The Tourism for Today and Tomorrow (T-3) Coalition was launched in early 2001 and was comprised of eighteen tourism associations.  The Tech 21 Coalition was comprised of the eight national information technology and communications associations.  It was officially launched in spring of 2001.  In early 2002, thirteen business associations created the Pro Globe Coalition in the manufacturing sector.  With guidance from international experts, the coalitions used the systems-based advocacy process to gain input from stakeholders, to identify important issues, to develop a legislative agenda, and to initiate grassroots support for their policy positions.  In order to promote their activities, each of the associations held a launch event that was attended by the press, business owners, international organizations and public officials.  In addition, the coalitions designed a National Advocacy Tour, which took the Open Doors Campaign message to ten major cities in Romania. Because of this tour, the Open Doors Campaign gained massive media attention, and the coalitions added hundreds of grassroots supporters to their databases.


After developing their legislative agendas, the coalitions created policy position papers on each issue and began to promote these initiatives to applicable government officials.  In April 2002, the coalitions hosted Advocacy Days, which was the first grassroots advocacy event held in Romania.  During this event, hundreds of business association members converged on the offices of elected officials to support the coalitions’ initiatives.  The event further raised the Open Doors Campaign’s profile.


In early 2003, the Open Doors Campaign moved to its next stage of development with the creation of the Advocacy Academy Association.  Six business associations in the Banat Region of western Romania formed the Academy with support from the United States Agency for International Development (USAID).  The Academy’s purpose was the following:

· Train advocacy professionals to support the advocacy efforts of business associations.

· Conduct voter demographic studies and other research to compile information on voter attitudes and trends.

· Plan and conduct public events aimed at providing a form for constructive dialogue between the public and private sectors.

The Advocacy Academy Association’s success was both swift and dramatic.   Only 

three months after its formation, it conducted the first public hearing in the recent history of Romania.  The hearing provided private sector input into the proposed law to govern direct advocacy activities.  Forty-three private sector representatives testified at the hearing, which was attended by high-level politicians including the President of the Romanian Senate, Members of Parliament, and even the Crown Prince of Romania, His Excellency Radu Horhensolen.  The Academy held four other public hearings in 2003, all of which had a significant impact on public policy.  In addition, it graduated its first class of twelve advocacy professionals who worked with nearly a dozen business associations to initiate advocacy campaigns.


Because of the relationships built through initiation of the Open Doors Campaign, 23 pro-business initiatives were passed, the advocacy system became the foundation for private sector dialogue with government, and the business associations gained credibility and increased membership.  Many government officials, including former Minister of Small and Medium Sized Enterprises Silvia Ciornei, called the Open Doors Campaign “one of the best programs for initiating dialogue and achieving results”.  The Open Doors Campaign continues to be at the forefront of public policy in Romania, and with the support of the Advocacy Academy Association, it will remain relevant for years to come.

The Bulldozer Initiative

Bosnia-Herzegovina

http://www.obr.int/obr-dept/econ/bulldozer-initiative/index.asp
Contact:   Benjamin Herzberg

 
     benjamin.herzberg@ohr.int

With the support of the United Nations High Representative, Business associations in Bosnia-Herzegovina participated in the Bulldozer Initiative to break down administrative and bureaucratic barriers that plagued private sector development.  Because of its history of conflict, Bosnia-Herzegovina represented a formidable challenge to the growth of private sector institutions.  With over 40% of its economy in the gray sector, the country badly needed to embrace reforms.


The Bulldozer Initiatives goals were first to break down barriers to development and secondly to create private sector support. The organizers of the initiative consulted with hundreds of businesses to identify barriers to growth.  “Roadblock Submission Forms” were provided to businesses throughout the country, and dozens were returned to the organizing committee.  The campaign’s goals were achieved through the initiation of a strategic and focused advocacy initiative.  With support from a number of international NGOs and donor organizations, the Bulldozer Initiative succeeded in passing nearly 50 reform measures, while at the same time breaking down ethnic divisions.  While the Open Doors Campaign initiative in Romania was a grassroots or “bottom up” effort, the Bulldozer Initiative worked at both the governmental and grassroots levels.  

Advocacy Partnership Program

Tanzania

http://www.tccia.com 

Contact:   seahall@usaid.gov 


Because of Tanzania’s socialistic history, public policy advocacy was an unknown commodity.  Business associations felt powerless to affect change, and bureaucracy, non-transparency and corruption continually arrested the development of the private sector.  In 2002, USAID sought to facilitate the development of advocacy coalitions in several of Tanzania’s regions.


Through this initiative, regions such as Mbeya, Morogoro, Ruvuma, Rukwa, Tanga, and Iringa were able to harness grassroots support for local and regional legislative initiatives.  Business association-led advocacy coalitions were created in each region, and the systems-based advocacy process was used to build the foundation for the development of policy statements.  The goal of the coalitions was to raise the level of debate on policy issues, as well as to establish a “voice” for the business communities within the region.

The strategy in this initiative was to build the capacity of the participating organizations to serve as advocates for the business community.  With assistance from international experts, the business associations created dialogue forums is six regions and thirty-three districts.  One region even took the advocacy process to the ward level, in order to affect local public policy.  Public policy advocacy coalitions in all thirty-three districts developed advocacy agendas that were promoted through well-organized campaigns.  Through these campaigns, and the dialogue events that supported them, the coalitions gained both visibility and credibility.  The coalitions continue to work in pursuit of these goals, but already they have earned the respect of local and regional governmental officials, who see them as resources and not adversaries.

Montenegro Business Alliance

Montenegro

http://www.visit-mba.org
Contact:   Ralph Marlatt

                 rjmconsultants@aol.com 


     Petar Ivanovic

                 ivanovic@cg.yu

In order to build Montenegro’s private sector, the Center for Entrepreneurship and Enterprise Development (CEED) provided technical assistance to business associations in the creation of the Montenegro Business Alliance (MBA).  The purpose of the alliance is to identify and overcome barriers to private sector growth by adopting a strategic approach to advocacy.  In order to gain input from businesses relative to the issues facing private sector development, the MBA distributed hundreds of surveys, the results of which were compiled and used to create a National Business Agenda.  In addition, the MBA held a series of round table discussions between business and governmental leaders, which initiated open and honest dialogue.  In 2001 and 2002, the MBA focused on two primary pieces of legislation, the Enterprise Law and the Accounting Law.  As a direct result of the MBA’s participation, an Enterprise Law was passed that simplified the business registration process.  A company can now be registered in four days for just 1 Euro.  The Accounting Law initiated international accounting standards throughout Montenegro and created a public/private institute to develop regulations, provide training for auditors, and deal with daily accounting issues.  The MBA was the only private sector organization named to the Institute’s board of directors.


In 2003, the MBA’s success continued as it forged alliances between fierce competitors to address a variety of tax and regulatory issues.  In addition, it hosted six business-to-business forums that attracted over 1,000 participants from Slovenia, Croatia, Bosnia-Herzegovina, Serbia, Macedonia, Kosovo and Albania.  As a result of these forums, over 4 million Euros in contracts were initiated.
�
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