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A GUIDELINE FOR POLICY ADVOCACY
- FOR TRADE ASSOCIATIONS

Organizing Association Efforts for Policy and Regulatory Reform
Prepared by Mr. Nicholas Kulibabs, Dr. Thomas Herleky & Dr. Mohamed Goms
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¢ Why Advocate for Reform?
< What is Advocacy?
< Identifying Policy Problems and Establishing Priorities
< Identifying Policy Alternatives
< identifying and Evaluating Stakehoklers
& Using Alliances and Coalitions
< Strategy Development

< Communications: The Message and Target Audience

< Communications Methods

< Developing Resources for Advocacy Activities

Why Advocate for Reform?

The political and economic environment in Egypt is evolving. Policy efforts to stimulale
economic growth, to create new cities where businesses can thrive and 1o improve the
quality of goods available to the consumer at home and in export markeis are emerging
regularly. At the same time, liberafization of the political enviconment is creating new
opportunities for individual businesses and business associations to make their voices
heard on issues that directly affect their ability to grow and operate profitably.

This manual will focus on how business associations can organize their efforts 10 change
the policies, positions or programs of governmental institutions and agencies. Alhough
the focus of this manual is on changing govemment policies and regulstions, the skills
that it will help you develop may be applied to persuading other groups and institutions to
change their programs or regulations as well. Indeed, policy advocacy can also be done
at the local or international level, such as the recent World Trade Organization (WTQO)
meetings (November 1999) in Seattie, Washington (USA) where trade associations were
asking for more favorable intemational agreements to benefit their members.

Wherever change is necessary, advocacy has a role to piay. Whether you are seeking
official support for your industry, changes in rules and regulations that will create a more
favorable or fair and competitive environment for your business, or cooperation from
govemnment fo assist your company to comply with existing ruiles and regulations,

advocacy can help you accomplish your goais.



What is Advocacy?

In this manual we define advocacy as a cooperative effort to promote change that
resolves a problem that you have identified together as a group. Advocacy always
involves a series of actions that can be summarized in the following way:

¢ Identifying a problem that is of concem to members of the association;

¢ Identifying one or more solutions to that problem;

Analyzing the factors that will affect your efforts to achieved the desired solution;
¢ Developing a strategy to achiave the proposed solution; and

» Implementing the strategy.

Advocacy can involve many kinds of approaches and can succeed through a variety of
means. These may include: _

Educating policy-makers, political leaders and those who implement policies,
rules and regulations about how those policies can be improved;

Educating your customers and the general public about the merits of the change;
» Mobilizing public pressure or using influence on decision-makers; and

Creating greater opportunities for consultation and dialogue with decision-makers
as policies are being developed.

Because of the complexity of institutions involved in policy-making and policy
implementation, successful edvocacy requires a group effort that joins individual
stakehoiders who share the common goel of reform.

ldentifying Policy Problems and Establishing Priorities

Most advocacy issues are complex. They typically involve multiple institutions or
agencies and require that advocacy efforts reach political decision-makers who are not
easily accessible. In order for advocacy efforts to succeed they must focus on a goal
that is clearly defined and clearly communicated. Successful advocacy requires a group
effort that joins individusl stakeholders who share and understand the common goal of

reform.

The process of issue identification begins when members of your association identify
probiems that they share and that they believe are of great importance to the success of
their businesses. This often grows from casual discussion, as business peopile compare
their experiences. However, at the association ievel, this generally grows out of issues
raised at plenary meetings or from the work of special committees (“Policy Advocacy
Committees”) that are responsible for monitoring the business environment.

At any given time, many issues may be of concem to association members, However,
most associations cannot carry out advocacy activities in a focused, organized way for
all of the issues that bedevil their members simultanecusly. As a result, there should be
an internal process within your association so that the members and Board can
determine the imporance and urgency of any particular probiem. One arrangement
used successfully by many trade associations is to try to reach consensus among the
members on the issues that affect members, and to reach consensus on which ones
rank first, second, third and so forth, in importance and so deserve to be addressed first.

Many successful trade associations have established special committees or designated



association staff to monitor business trends in their countries, reporling first 1o their
members and, occasionally, o the general public. Similarly, special efforis may be
organized to analyze the impact of pariicular policies, regulations, and procedures on
member businesses. This may be done using ad hoc or standing policy research
commitiees, consultants, or staff who have designated responsibility for analyzing issues
that affect the performance of member companies.

What kinds of issues benefit from advocacy efforts by business associations?

The range of issues that are the tarpet of advocacy efforts by business associations is very
broad in scope and they exist at the local, nationsl and even intemational level.

Some of these are Hlustrated below.
Policy Area Examples Policy Area Examples
Economics Pricing Health Packaging & Labeling
Subsidies Sanitary Rules
Foreign Exchange Rates Chemicals & Additives
interest Rates Sanitary Inspections
Trade Tariffs Tax Poiicy Tax rates
Non-tariff barriers Enforcement of taxes
Labor Minimum Wage Rate Environment Solid waste disposal
Hiring & Temmination Rules Emissions & Efffluents
Occupational Safety Brown & Green |
Services Electric/Water rates Judicial Transparent Process
Equsl Enforcement

Public vs. private services
Road, rafl, air and sea port rates

Other issues that may be focused on at both the national and local level may include: 0
promote faimess and uniformity in the application of rules and regulstions; to change the way
in which rules and regulations are enforced; and efforts to simpiify compliance with existing

rules and regulations.

ideally, prioritization of advocacy issues, when done by members of associations, should
take info account the following questions:

Has the problem appeared suddenly as the result of an unanticipeted policy
decision?

An unanticipeted new policy or regulation can throw business planning and
operations into confusion very quickly, resulting in penaltics, fines or even plant
closures. This can create problems that require an urgent and immediste

Is the problem/issue o be resolved shared by the majorily of the members of the

association?

This is important not only as a reflection of the impact of the problem, but aiso as
a measure of prospective member support that your association can generate in
support of eventua! advocacy efforts.

« /s the issue local or national in s scope?



The answer to this question is vital to organizing your strategy for advocacy
efforts. Because of the greater accessibility of decision-makers at a iocal leve!,
such local advocacy efforis usually require a less-complex strategy.

e Are there other associations or groups that share your concerns?

Many problems or issues are cross-cutting in nature and will directly or indirectly
affect even those who are not members of your association and are perhaps

even outside your industry sector.

Can you quantify the impact of the problem you are trying to resolve?

The ability of you and your association to measure and quantify the impact of a
problem is an important step in understanding not only the importance of that
problem, but also the value of any solutions that you might propose. It will also

be a vital part of your advocacy strategy.

Such efiorts may require some research on your part and on the part of your association.
It is extremely important to keep in mind the needs of policy-makers and decision-
makers when carrying out research on a particular probiem. Through this research, you
and your colleagues in the association will need to have concrete and real numbers that
document the problem’s impact on you and your business. This could be, for example,
higher costs to export because of taxes, higher costs to ship because of shipping
monopolies, high production costs because of onerous environmental regulations, and
so forth. The results of your research will ultimately be used to educate the policy
makers and then, to influence them, to change their minds. Therefore, the data you
collect and analyze must be presented as objectively and accurately as possible, if it is to

be credible.

The research and analysis should include an analysis with projections of the impact of
the proposed policy change on your business or the industry as a whole. A professional
and fully qualified expert should do the research and analysis. The analysis should
include scenarios of the various impacts on the businesses advocating the reform as well
as on their service providers, business allies, consumers and government revenues, if
affected at all. Such analysis is indispensable in convincing the government decision
makers of the importance of the reform and the need to make reform. Evaluations of
alternative reforms and their impact on various interest groups should, where possible,
also be included. Such scenarios must be included because a successful reform effort
should inform the government not only of the problem - as is done now in Egypt — but
aiso propose the solution. Analysis and solutions should be included in the report. The
Government needs to have sound analysis and evidence that the proposed reforms will
be generzally beneficial to the sector and — where possible ~ to the economy as a whole,

and not just help a few select companies in one industry.

Identifying Policy Alternatives

Once you have identified and prioritized those problems that are imporant to your
association it is necessary to identify solutions to those problems, because those

solutions will become your advocacy objectives.

Specifically, a policy alternative is what will change the policies or programs of
government of the way in which governmental institutions operate. Your advocacy

objective must be specific and should incorporate consideration of:

o what policies you want to change;



who will make the changes;

how your solution should be implemented;

a timetable for implementation; and

quantifiable targets and the kinds of indicators that will be used to monitor
successful implementation.

Identiying and Evaluating Stakeholders

in order to develop a siralegy for achieving your policy advocacy objective,
association should also identify the many people who may have a role to

promoting change or maintaining the sfafus guo. This will include not only the
makers or political leaders who may be involved, but also your prospective allies

opponents. These people are also known as stakeholders.
A stekeholder is an individual or a group with an identifiable interest in the status quo or
the changes in any specific policy or reguistion. This will include those who benefit from

the curent policy, those who may oppose it and even influential parties who do not
cumrently have a discernable position on the issue, but who might likely be mobilized as

allies or opponents at a later time.
Some examples of stakeholders would include:

an individual (e.g. the President, the Ministers, the Head of a govermnment agency
or & particular businessperson, etc.);

a poiitical party;
&n agency or organization (e.g. Ministry, Export Quality Control Autharily, etc.)

a non-governmental business, civic or social association; and
consumers.
For any given issue, the number of stakeholders may be quite large. For that reeson,

advocacy strategy development will always require a mesns of evalusting which
stakeholders will play an important role in your efforts to bring about favorable chenge.

In order to evalusate stakehoiders, & is helpful to remember the following attributes thet
each will have with regard to any perticular policy or advocacy objective. For purposes
of illustration, we have assigned a numerical value 10 the positions of the stakeholders so
that we may introduce a formula for evaluating stakeholders' commitment 10 an issue.

¢ A stakeholder may be in favor of (+), opposed fto (-} or neutral (N) regarding any
specific policy or regulation. |

¢ You may be certain (5 points) or uncertain (1 point) about a stakeholder’s position

on a perticular policy issue.

Every stakeholder has power relative to other stakeholders, to a greater or lesser

degree; strong (5 points) or weak (1 point) ability vis-a-vis others.

Each policy issue is irnportant 1o a stakehoider, to a greater (5 points) or lesser (1

point) degree.

In order to simpiify efforts to evaluate stakeholders, # is possible to employ a formula that
has been used successfully by many business associations and multinational
companies. Although the formula uses a system of numerical ratings, it is important to

8

1



remember that the goal of stakeholder evaluation is simply to obtain a relative
assessment of the role that each stakeholder is likely 1o play in your advocacy efforts.
The formula is not scientific but, instead, is a conceptual tool that you can apply in

structuring your own siakeholder evaluations.

A Formula for Stakeholder Evaluation

Stakeholder Position x Certainty x Power x Importance = Rating
+H-orN X (1-5) X (1-5) X (1-5)

Stakeholder #1 - - —_—

Stakeholder #2 - - —_—

Each stakeholder will receive his or her own rating. A positive or relatively high score
would tend to indicate a supportive stakeholder. A negative or relatively low score would
tend to indicate a potential opponent to the proposed reform agenda. A neutral or
medium score would tend fo indicate that the potential stakeholder is neither strongly for
nor against the proposed policy reform agenda. An iliustrative exampie follows on the

table below.

Working with the Formula for Stakeholder Evaluation: An Example
The example below is given for an illustrative issue. For the purpose of this exercise,
it is not important what the particular issue would be. The position and importance of
each stakehoider was calculated using the formula above.

Using the ratings provided below, discuss the following questions:

Who are likely to be your principal allies on the issue?

: Who is likely to be your most powerful opponent?

¢ Which opponent would be most likely to switch positions to support you?

e Which of your allies is the weakest?
TITLE Position on issue Certainty Power Iimportance Rating
Minister #1: - X 3 X 4 x 2 = - 24
Governor: - X 5 X 4 x 5 = -100
Association #1: - X 5 x 2 x 5 = -50
Farmers: - b ¢ 5 X 2 x 3 = - 30
Minister #2: + x 5 X 3 x 5 = +75
Trucking Firms: + x 4 X 3 x 5 = +60




Processing Fim: <+ x 5 x 4 x 5 = +100

Association #2; + X 4 x 2 x

Using Alliances and Coaslitions

A business association is an alliance of many individuals who are joined for @ common
purpose. While the interests of each member company maey differ somewhat from those
of other members, the integrity of the association is based on shared interest and a
common vision of the policy, regulatory, legal and institutional conditions that member

companies require if they are to be successful and grow.
Advocacy efforts frequently require business associations to work in aliances or
coalitions with other stakeholders who share their interests. There is kttle doubt that a
coalition of business associations that share a common advocacy objective will represent
a powerful force for change. However, working in such coalitions entaills costs and
responsibllities for which associations must pian carefully.

A number of advaniages can be cited for coalition buiiding efforts, including:

+ Coalitions pool resources beyond those resources available to any single

o A coelition lowers the risk of advocacy eflorts, making R more difficult for
opponents to single-out any one organization, association or activist,

« Coglitions acquire credibility and influence through the sheer force of their
breadth and the representation of a cross-section of the whole economy and/or
society.

There ara, however, a number of drawbacks 10 working in coalitions that associations
need to recognize before forging such alliances. Among these are the following:

+ Working in a coalition may require your association to compromise 10 a degree
on some of ite positions on the issues at stake in order to secure full support of
allies.

e Working in a coalition will take some control over decision-making and the final

decision outcome out of your own hands.

Working in a coalition means that all leaders will have to share credit for what is

ultimately accomplished.

i the coalition should faN apart, whether because of inlernal disputes or outside

pressures, this could set your advocacy efforts back and damage the credibililty of

your advocacy position.

_ Strategy Development
Successful advocacy requires a strategyl The initial steps in developing a stralegy

depend on efforts to build consensus within your association and, then, io work together
to make certain that your advocacy objectives are clearly and objeclively defined and



serve the tangible interests of your members.

It is also important to conduct objective policy research and to have clear advocacy
objectives. This wili help ensure that advocacy efforts are credible, informed and

effective.

Stakeholder evaluation has helped to identify the individuals who must formally approve
and implement your advocacy objeclive, i.e. the targets of your advocacy campaign. It
has also provided insight into the allies that you may recruit and work with to support
your position as well as the forces that may be opposed to your efforts. Additionally, it
has allowed you to assess their strengths and weaknesses. If you are thorough in your
evaluation efforis, you may even have identified secondary stakeholders, i.e. those
individuals and group who can influence decision-makers on your behalf.

The result of this effort provides a kind of road map for the efforts you must now
undertake to implement your advocacy program. You now know whom you must seek to
influence and so you can begin structuring your advocacy program to do so.

The next steps required in strategy development are to identify specific actions, to
designate responsibility for carrying them out, and to establish and enforce deadlines for
completing each activity. The majority of work to be done will involve communications

and coordination.

It is at this point in lime that the level of commitment by the association members as well
as the leadership becomes the crucial resource that will ead to success.

Communications: The Message & The Target Audience

We noted earlier that it is helpful to envision advocacy as a communications and
education process whereby you seek to influence decision-makers. A pivotal element in
your advocacy efforts will be your communications strategy.

There are two important aspects to the development of a communications strategy and
these are to develop your message and then to target those whom you wish to persuade

to agree with your position on the issue at hand.

The first step in this process is that of selecting your principal message. This means the
message that will be communicated to target audiences over what may well be an
extended period of time, such as six to twelve months of time. While this message will
ultimately be communicated in different ways, such as through print or broadcast
medium or small group meetings, the message shouid be consistent in its content and
presentation. In other words, the principal message shouid not change much from one

target audience to the other.

An effective principal message will have the following characteristics:

it will be positive, concise and direct.

it will state what you hope to achieve in concrete, measurable terms, such as
economic growth, increased exports, new investment, improved food quality, etc..
it will state why your advocacy objective is important by noting the positive results
of action or the negative consequences of in-action (maintaining the status quo).
It will specify what action you want political leaders or policy-makers to take, that
is, to pass a specific law or changing operating procedures of a government
agency or abolish certain procedures or *red tape.”

i0
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e Consumer or customer education materials

Oral communications

¢ Formal and informal meetings with decision-makers and persons of influence
e Speeches and presentations to target audiences
e Press conferences and interviews

Two particular elements of written communications strategy that are often overlooked
merit pardicular atiention here. The first is education of association members on
advocacy technigues that are to be incorporated in an association’s campaign. Many
members will be uncomfortable with the idea of wiiting letters to political leaders and
policy-makers because they do not feel that they know enough about the issue at hand.
Similarly, others may never have written to a public official before and will feel
uncomfortable doing so. For this reason it is important that an adequate effort be made
to prepare members to participate in the advocacy strategy.

A second important element of strategy to be considered is education of your customers
and clients. Indeed, customers and client firms or service companies are the foundation
upon which successful alliances or coalitions can be built. Efforts to educate consumers
and business allies about why an issue is imporiant to you will help them to understand
and support your position on that same issue. They will be interested in and motivated
by their knowiedge of how a policy change might yield benefits to them in the form of
lower prices, improved quality, greater convenience or even an expanded range of

products and services in local markets.

Developing Resources for Advocacy Activities

Lack of financia! resources is most often cited as the main impediment to successful
advocacy by business associations in Egypt. While it is true that an association with a
budget deficit would be limited in some of its strategic options, it is often the case that
association leaders underestimate or fail to develop all of the resources available to

them.

Every advocacy program should begin with an inventory of the resources that are
accessible - if not yet available — for the effort. Such an inventory should first take into

account the following human resources:

Members of the association and their extended families

other business associations that share your interests

Social, civic and religious organizations with overlapping interests
Public figures with ties to your association, your town or your industry
Customers, clients and suppliers of member businesses

At every stage of an advocacy campaign, it is essential to remember that your efforts are
focused on persuading a decision-maker to accept and to act on to your point of view.
That decision-maker has many social, economic and culitural ties that can exert a
powerful influence on his or her thinking. It is in your interest to identify all ethical means
that you can mobilize to influence that decision-maker.

A second element in assessing available resources for advocacy is to include an
inventory of the kinds of resources that are or that might be available to the association.
Such an inventory should include the following items:

12



Volunteer or donated labor

inkind donations (equipment, office space, supplies, fransportation, eic.)
Technical experlise

Administrative support

Space for meetings and special events

It is, however, also true that advocacy can require substantial financial resources,
particularly when your association is pursuing major changes in policy.

It is crucial that annual association budgets designate some portion of their financial
resources 1o advocacy as a key operating function so that the most persistent problems
may be dealt with on & sysiematic basis. The designation of such a fine item in the
association’s operating annual budget will ensure that priority advocacy functions can be
camied out. This can be either in the form of one staff person (or two or three stalf
people) whose main responsibilty would be to work on and coordinate the policy
advocacy campaign, or in the form of funds that would be used to hire a professional fim
to conduct most of the professional marketing and lobbying efforts through the media, for
example. The effectiveness of designating operating funds for advocacy aclivities is, of
course, entirely dependent upon generating enough revenue from other sources in the
association or other association activities and the managing thoee funds soundly. For

example, one basic premise of sound financial management is to enswe that all
members pay their dues and that they are paid on time in advance.

Associations around the worid have found many innovative methods to finance policy
advocacy campaigns. These can include the following examples:

Special advocacy funds can be raised to deal with an issve at hand through a
special fund-raising program.

o Coalitions often pool resources {0 finance campaigns that address issues of
common interest These funds involve cost shering, bult require close

coordination in the planning and implementation of advocacy campeigns. For
reasons noted earlier, by pooling resources, your association will lose some of iis

control over how the funds are used.

Subscription campaigns are often mounted by business associations o fund
advocacy activities that serve the interest of only some of their members or in
response to urgent need. Such funds call upon member businesses o volunieer
contributions in proportion to thelr perceived interest with regard to the issue at
hand.
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If you and your association would like more advice or guidance on how to develop, plan
and implement a sound *Policy Advocacy Campaign,” then please contact us at the
ALEB project. We can help you serve your members better through supporting your
efforts to change a policy or regulation that is adversely affecting the business of
members of your trade or investors association. Thank you.

gé{/ .

Dr. Mohamed Zaki Gomaa

e

Dr. Tom Herlehy

ALEB Project Trade Association Services Team
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POLICY ADVOCACY STEPS

Policy Identification
Identifying a government policy or problem that adversely influences
business creation, ongoing operation and/or success.

1

Member Research and Impact Assessment

Defining the problem background, causes and impact it has on member
businesses as well as other related businesses and sectors.

l

Strategy Development
Developing a draft strategy or plan that fully describes the group’s
reason for a policy change.

l

Identify Alhes and Influential Persons
Identifying and encouraging others outside the association who have
common interest 1o join the policy change effort

l

Review and Finalize the Strategy
Having appropriate association members, the Board, siaff, allies
comment on the draft. Make necessary changes and finalize

l

Strategy Implementation and Monitoring
Presenting and promoting the strategy {0 appropriate government,
media and other parties to bring about the desired change.
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