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Considering an Advocacy Strategy? 
 
This toolkit has been collated with two main audiences and purposes in mind:  

a) As guidance for less experienced policy/campaign staff  
b) To provide a supportive toolkit for more experienced individuals/teams. 

 
When putting this toolkit together, I spoke to a number of WWF’s great advocates who have offered their thoughtful 
advice which I wanted to share before you read any further.  I hope that it will help in considering whether or not an 
advocacy strategy is the best option for your programme, office or issue.  The sum of those conversations came 
down to four major points: 
  

1. Do you have a clear ‘ask’ that is based in evidence? (the issue) 
2. Do you have the resources to take on a policy/advocacy strategy that could take a long time to achieve and 

will require continued resources even when the strategy achieves its objectives? (capacity, time and money) 
3. Do you know who is involved and what they stand for? (stakeholders) 
4. Do you and your management accept that you will probably share the victory with others - and equally can 

you accept the risk of failure? (contribution versus attribution of victory, and of failure) 
 

Whilst the tools in this document should help you to get into the detail of some of these points, at this early stage of 
planning it is worth considering these four points and questioning whether your policy/advocacy strategy is right for 
you now, or whether you may need to do some further research or look at alternative approaches. 

The Issue and the Ask 

The importance of a clear, well founded ask at the start cannot be underestimated and this is a space in which WWF 
can show its leadership.  Equally, you should not underestimate the power of public discourse especially if this is in 
opposition to your ask.  It may be that you need to determine how you will influence the public in order to open 
space for your ask to be considered politically. 
 
As a quick help to decide whether to continue to pursue a particular policy/advocacy strategy ask yourself these 
questions: 
 

a) Does your ask/issue have wide appeal/ awareness/ sympathy/ support? 
b) If not, how could it be created? 
c) Will it lead to tangible results in a relatively short period of time? (This may not necessarily be the whole 

solution, but are there wins along the way within the term of the government?).  
d) Does it have simple messaging that is emotive? 
e) Are there plenty of visual images that are engaging/emotive that could be used for publicity? 
f) Does it generate lots of engaging publicity that can continue over the whole term of the government? 
g) Does it appear ‘not-credible’ by over-promising or appearing to over-promise? 
h) Does it benefit communities/people/groups of importance to the government? 
i) Does it provide meaningful and clear opportunities for Ministerial/MP/politicians’ contributions? 
j) Does it conflict with other NGO campaigns (particularly environmental NGO campaigns)? 
k) Is any political party in a position where it cannot support the ask as a matter of fundamental principle? If so, 

how do you maintain the credibility of WWF and relationships with all sides of politics and bring our 
supporters with us so they are not alienated/ lost. 

Attribution, Capacity, Time and Money 

Policy change will take time and money, yet the results are largely out of the control of WWF (and its NGO allies). 
The team and its management should be aware of this and accept that they may not be able to attribute WWF’s 
success and that there is a very real risk of failure. 
 
Advocacy strategies need allies.  Strategies and wins must be shared for an alliance or partnership to be effective. It 
may be easier to show attribution in the earlier stages of a campaign, but as it progresses the differences between 
allies generally need to shrink if a result is to hold.  
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It is a general rule of policy change campaigns that, when you succeed in your policy ask, that is the point at which 
the other side increases their campaign to weaken the success. Every policy change campaign needs to provide for a 
continuing campaign to defend the victory; however, the amount of resources will likely not be as much as those 
applied to the original win. 

Stakeholders 

You need to know: 

 Who are your allies? And how do you make sure that they stay with you?  (i.e. what's in it for them to stay 
on your side, how do you keep them engaged?)  

 Who are your opponents or who has opposite views on the issue? What could they do to undermine your 
position and what will it take to undermine their position? 

 Who are the significant neutrals - and what will it take to ensure they either stay neutral or come over to 
your side?  

 
Hopefully, this section has been helpful in generating ideas for your strategy and has highlighted some of the 
difficulties that you will tackle as part of a policy advocacy strategy.  I hope that in sharing the experiences of very 
experienced WWF advocates you are in a better position to succeed in your ambitions. 
 

Good luck! 
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Introduction 
This document has been developed to be used as a companion guide to the WWF Standards of Conservation Project 

and Programme Management (PPMS) and its associated guidance on Monitoring Advocacy.   

An underlying philosophy of the PPMS is that its programme logic and tools can be adapted to suit all conservation 

work including policy and advocacy.  Whilst recognising this, it is the intention of this toolkit to highlight some of the 

unique aspects of advocacy and policy advocacy (from now on referred to only as advocacy) work that may need to 

be considered when planning, implementing and monitoring such a project, and it is hoped that this document may 

provide further guidance and example tools to support WWF UK policy and advocacy staff. 

It is therefore recommended that this guidance be used and read in conjunction with these two documents: 

1. WWF Standards of Conservation Project and Programme Management  Overview version June 2017  

2. Resources for Implementing the WWF Project and Programme Standards, Monitoring and Advocacy Work. 

June 2017 

Information Sources: 

In addition to these documents, this toolkit has been developed using the following tools and guidance: 

1. Monitoring and Evaluation Advocacy, Companion to Advocacy Toolkit, Julia Coffman, Director, Center for 

Evaluation Innovation for Unicef  

2. MEASURING UP, A guide for learners, HIV-related advocacy evaluation training for civil society 

organisations, International HIV/AIDS Alliance and the International Council of AIDS Service Organizations. 

July 2010 

3. A User’s Guide to Advocacy Evaluation Planning, Presidents and Fellows of Harvard College. Published by 

Harvard Family Research Project, 2009  

 

Policy Advocacy or just Advocacy? What’s the difference?  

The Oxford English Dictionary describes Advocacy as “... pleading in support, supporting or speaking in favour of 

(someone, a cause or policy).” 

Advocacy can therefore take many forms, including but not limited to: 

 Policy advocacy: refers to advocacy tactics, strategies and initiatives which target changes to policies and 

legislation. These advocacy initiatives seek to establish new policies, improve existing policies or challenge 

the development of new policies that could lead to less desirable results. 

 Public advocacy: Seeking to affect a change in public opinion or attitude, and through doing so prompt a 

change in behaviour that will bring benefits for a community, group and/or the environment. Public 

advocacy can also increase pressure on decision-makers to take action or make policy change. 

 Campaign: A campaign is an organised course of action aimed at achieving, within a determined time frame, 

the acceptance of an idea or the implementation of a certain measure. 

Why do we need a toolkit? 

Designing and planning for an advocacy effort, like all projects, needs to build in a process for monitoring and 

evaluation from the very early stages, ideally while the strategy is being developed or soon after.   

Advocacy implicitly and explicitly has adaptive management at its heart, as such M&E can be a key resource when 

integrated into advocacy efforts because it supports and informs the work as it evolves.  

http://www.panda.org/standards
http://www.panda.org/standards
https://www.unicef.org/evaluation/files/Advocacy_Toolkit_Companion.pdf
http://www.aidsalliance.org/assets/000/000/686/477-Measuring-Up-A-Guide-for-Learners_original.pdf?
http://www.hfrp.org/content/download/3460/99060/file/UserGuideAdvocacyEvaluationPlanning.pdf
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Some of the unique aspects of advocacy work that therefore require tailored monitoring and evaluation tools and 

principles include: 

 Timeframes that can be unpredictable. 

 Strategies and milestones shift. Advocacy strategy evolves over time, and activities and desired outcomes 

can shift quickly 

 Contribution and Attribution.  

 Assessing progress is important, not just impact. Advocacy efforts generally focus on the journey and only 

occasionally are advocacy efforts able to view the destination.  

Importantly, demonstrating progress by planning for proper monitoring and evaluation reduces the risk that an 

evaluation will conclude that the whole advocacy effort was a failure should advocacy goals not be achieved within a 

planned time frame.  You will have evidenced your part in the journey as well as how the context and tactics may 

have changed that were beyond your control. This will help in sharing progress, outcomes and challenges with 

donors and wider stakeholders.  

Terms 
The Standards Overview document has a Glossary that lists how WWF 

describes certain terms and words. 

The reality for many of us is that whilst we, within WWF, may have a 

common understanding of these terms; our stakeholders, media and 

other agencies may use them differently.  It is important that you 

understand WWF’s usage when creating a plan internal to WWF, and to 

be aware of the different meanings or usage that may be used by donors 

or common understanding within your stakeholders.   

Of particular note within Policy Advocacy work, the following terms may 

be described or used differently outside of WWF: Target, Impact, Goal and Objective. Below is an extracted list of 

these and other terms with their definition as defined within WWF.  

Term Definition 

Goal A formal statement detailing a desired impact of a project, such as the desired future status 
of a target.  A good goal meets the criteria of being linked to targets and ‘SMART’.  

Vision A description of the desired state or ultimate condition that a project is working to achieve. 
A complete vision can include a description of the biodiversity of the site and/or a map of 
the project area as well as a summary vision statement. 

Impact The change in state of your target; it can be both positive and negative 

Target What the project ultimately wants to affect in a positive manner. Sometimes used as 
shorthand for biodiversity/conservation target. Usually targets are related to biodiversity, 
but in some cases human welfare targets may be defined as well.  

Box 1: Example of additional terms 

used in Advocacy work. 

In addition some Advocacy work will 
often describe terms that are 
synonymous to terms used within the 
standards i.e: 

 Tactics – synonymous to 
strategy 

 Interim/Intermediate 
Outcomes – synonymous to 
intermediate result 
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Objective A formal statement detailing a desired outcome of a project such as reducing a critical 
threat.  A good objective meets the criteria of being outcome oriented and SMART. If the 
project is well conceptualised and designed, realisation of a project’s objectives should lead 
to the fulfilment of the project’s goals and ultimately its vision.  Compare to vision and goal. 

Result The desired future state of a target or factor.  Results include impacts which are linked to 
targets, outcomes which are linked to threats and opportunities, and outputs which are 
linked to activities.  See the Action Plan section for more explanation. 

Intermediate 
Result 

A benchmark or milestone that a project is working to achieve en route to accomplishing a 
final goal or objective. (In this case, “intermediate” typically refers to a temporal dimension, 
but it can also be used to refer to a causal dimension). 

Strategy A group of activities with a common focus that work together to reduce threats, capitalize 
on opportunities, or restore natural systems. Strategies include one or more activities and 
are designed to achieve specific objectives and goals. 

Activity A specific action or set of tasks undertaken by project staff and/or partners to reach one or 
more objectives.  A good activity meets the criteria of being: linked, focused, feasible, and 
appropriate.  Sometimes called an action, intervention, tactic, response, or strategic action. 

Table 1: An extracted list of terms and definition as defined within the WWF Standards 

 

For a worked example see Appendix 1 below. 

Define  
As described in the Standards Overview Step 1, the define step of programme planning is largely focussed on 

defining the following: 

 Initial team  

 Scope and Vision 

 Targets 

 Context and Stakeholders  

For the sections Initial team and Scope and Vision, the information in the Standards Overview and related guidance 

will help guide your team through this process. 

For the sections related to Targets and Context and Stakeholders, you may also wish to consider the following 

descriptions, guidance and tools alongside the information in the Standards. 

Targets 
The Standards have a clear description of how to choose your target. It could be said that there is one slight nuance 

to advocacy work which may be viewed as in conflict to the Standards terminology – the definition of a ‘Policy 

/Advocacy Goal’, which in general Standards terminology should be considered an Objective1.    

                                                           
1
 Note that some conservation practitioners may feel strongly about this ‘incorrect use’ of terminology. Whilst the preferred 

PPMS term would be ‘Objective’, others prefer the term ‘Desired Outcome’ or even ‘Desired Impact’. Generally it  not worth 
getting into a long discussion about terminology; consider your audience and use terms that speak to them, and try to align with 
Network Standards term if you can (especially with audiences for whom English is not a first language). 
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As described within the Standards, the term ‘Goal’ is linked to the desired state of your target that the project 

ultimately wants to affect e.g. tigers, GHG emission levels, poverty reduction, etc.  Within advocacy, the goal tends 

to describe a result at the outcome level not at the impact level i.e. the piece of legislation it wishes to affect, or the 

behaviour change in a certain audience or constituency it is trying to create.   

It is nevertheless vitally important for an advocacy project to describe how the ‘Policy/Advocacy Goal’, if achieved, 

will ultimately have an impact on the target.  This is because: 

1. It will ensure that the policy advocacy work, which is often dynamic and changes swiftly, always keeps 

connected and on-track to achieving the end goal and impact. 

2. It will help to describe your theory of change - enabling clearer messaging of the work; assisting the 

monitoring of progress and impact; assisting determination of contribution and, in rare cases, attribution; 

supporting accountability and management. 

 

Figure 1: Example of terms diagram including Policy/ Advocacy Goal 

 

This figure shows how a ‘policy/ advocacy goal’ may sit within this logic, i.e. it is an outcome that will lead to an 

impact, but given that it is the end point of the advocacy project it has been termed a goal. See Theory of Change 

Example template below for further information. 

For a more in-depth example see Figure 2 below. 

Context 
Context should always be considered. Context matters when choosing advocacy strategies, it also matters when 

choosing M&E approaches and interpreting evaluation data, which are at the heart of adaptive management. 

Understanding your context is generally achieved through a situation analysis and stakeholder analysis.  For 

advocacy work, a third important element must be considered when determining your context – Mapping (see tools 

1-5 to help with analysis and mapping of stakeholders, and Figure 2 for a generic conceptual model) 
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Box 2 – Context and stakeholders, copied from Standards Overview (where it is labelled Box 4) 

 

Conceptual Model 
The Standards suggest that developing a conceptual model can help you to consider critical questions of cause and 

effect that will help you build an understanding of your context.  It is a very useful tool and Miradi software has been 

developed and is available to help you create a conceptual model (a link has been provided here to a 60 day free 

trial; however WWF has a subscription so please talk to your IT support team to help you get set up). 

In addition to Miradi, managing dynamic complexity can be achieved by creating simple diagrams. See Appendix 2 

for an example. 

Context and Stakeholders: think carefully about the process and tools you will use 

1) How much do you know already? 
How you go about this step needs to be tailored to your project. A situation analysis can involve anything from a cursory review 

of existing information and a relatively brief discussion with key informants to an in-depth analysis of documents and a more 

lengthy process of consultation.  

For example, a project team that is just beginning to work in a site will generally need to dedicate several months to their 

situation analysis before planning their project interventions. By contrast a team that has been working in a place for several 

years on forest management may already have a good idea about the current condition of the forests and the threats affecting 

them. 

2) Consider who to involve and when  

Recognise that there is a close and dynamic relationship between a situation analysis and stakeholder analysis. Who you choose 

to involve in your situation analysis (and when) will affect the time it takes, stakeholder ownership of the analysis, and the 

content of the analysis itself. When identifying communities as stakeholders, recognise that there are differences (e.g gender, 

age ethnicity, socio-economic wellbeing, religion etc) within groups. Meanwhile if your project is focused on policy change, think 

about how the policy may have an impact at the local level and find ways of accessing representatives of these groups. 

Where deep systems change is required, extensive multi-stakeholder engagement may be necessary to build a shared 

understanding of the situation and hence develop effective strategies.  

3) Use tools to help manage complexity and dynamic change 

There are many possible tools and analytical methods. To support your analysis and manage your information, use of a 

conceptual model is recommended but not compulsory. Conceptual models help you to organise and communicate the 

information from your situation analysis, allowing you to articulate and make explicit assumptions about cause and effect 

relationships. They can help you to reduce the effects of complexity by helping you (and others) to understand it.  

In addition to the ‘root cause analysis’ type of conceptual model, it may be useful to develop other types of models to show the 

relationship between factors and help identify strategies, for example a commodity value chain diagram, a global/regional trade 

map, or a policy decision process flowchart. 

Scenario planning may be another helpful tool. 

4) Include different disciplines and analyse multiple levels as necessary 

You should integrate perspectives from social sciences, policy, economics and the natural sciences. You may also need to look at 

issues at a range of levels, from local through to subnational, national and international. At a local scale, you may explore such 

issues as livelihood needs and concerns of local people and institutions. At a national or international level, you may analyze the 

relationship of local issues with such major drivers as national debt, trade policies, government or private investments, and 

poverty reduction strategies. 

5) Consider climate change 

As part of this step you may decide to carry out a vulnerability assessment. The PPMS climate adaptation guidelines provide 

guidance on this, and suggest a way to identify and include the components of climate change in your conceptual model and 

threat ranking. This makes it easier to prioritize climate impacts and to see how climate may exacerbate existing and future 

threats.  

https://www.miradi.org/
http://www.panda.org/standards
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Figure 2: Generic context model for Advocacy and Policy Logic Conceptual Model 

Stakeholder Analysis 
Advocacy stakeholder analysis can be complex due to the number, interests, motivations, importance and power 

base of the differing stakeholders.  Understanding your stakeholders mandate and motivations will help you in 

choosing the relevant strategies, action/tactics and messages that you will use when implementing your project. 

The following 5 actions may help you in 

understanding your stakeholders, advocacy 

audiences and their motivations. 

 Identifying your stakeholders, 

individuals, institutions, groups etc.  

 Assessing their interests  

 Assessing their support or opposition 

 Assessing their influence  

 Assessing their importance.  

To systematically look at these issues, consider 

using Tool 1 & Tool 2 

Box 3: Stakeholder analysis hint 

Remember: A stakeholder analysis is never static: as 

relationships, power bases and motivations change, your 

analysis will change, and therefore your context changes 

too.  You will need to periodically review your stakeholder 

analysis and situation analysis to determine if there is any 

need for change in your activities and strategies as a result. 

This is why monitoring context is an integral element to the 

delivery of a successful advocacy project. 
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You now have a situation analysis and stakeholder analysis to work from. This type of analysis can be developed and 

revisited at any point within the projects lifecycle.  

You may particularly want to reflect back on this analysis after a period of intensive change, such as change in 

government, after a campaign, or when a particular strategy is not working. Intensive-period debrief (Tool 15) is 

discussed under Implement, analyse learn and adapt.  It can also be re-visited during the normal reporting cycle to 

help to stimulate discussion within the team and adaptively manage as necessary, such as in the team’s discussion 

around gathering evidence for the Technical Progress Report. 

Mapping 
You should now be considering different 

strategies and audiences for your work, to help 

you choose the optimal strategies and enable 

focus. 

Firstly, consider mapping your stakeholders’ 

relative power and influence, then map your 

understanding of the policy cycle (see Box 4 

and Tool 4, Tool 8, & Tool 9) in your context, 

and your context’s critical timelines.   

To help you may want to use the Stakeholder 

Analysis Grid in the Standards.  You might also 

consider using a similar Relative Power and 

Influence Map (Tool 4).  It may also be helpful 

to visualise the relationships and connections 

between your stakeholders as you understand 

them, a network map (Tool 3) can be useful in 

illustrating this. 

You should now return to your context 

analysis: has anything changed? Have things 

been reinforced?  Has this helped to prioritise 

your focus by selecting audiences, messages and strategies? 

If not, consider mapping your key stakeholder’s motivations in helping you to prioritise the right strategies and 

tactics. See The Change Model of motivations and roles in Tool 5. Also see Appendix 3 for a worked example of 

stakeholder mapping. 

Evidence 
As with all conservation work, rooting your situation analysis (context), strategies and subsequent monitoring 

(process) in evidence is key. The nature of policy advocacy work means that it often has a ‘high profile’ element 

within the media and government, and therefore within the public’s awareness.   

Box 4: Institutional Decision Making 

“Understanding the institutional and decision-making 

process provides a foundation for knowing how the audience 

can make change happen and helps pinpoint opportunities 

and entry points for advocacy. Analysing institutional and 

decision-making processes requires a working knowledge of 

the political, cultural and religious landscape of the country; 

decision-making cycles (both formal and informal), budget 

implementation; and how these factors relate to 

international policies and agreements.” 

Monitoring and Evaluation Advocacy, Companion to 

Advocacy Tool kit, Julia Coffman, Director, Centre for 

Evaluation Innovation for UNICEF 

Whilst there are some tools and websites 

(https://www.gov.uk/government) that can help you, it will 

be your own understanding, experience and working 

knowledge that will play a large role in helping you to 

determine how and who will make change happen. 

Consulting local experts or actors is also a useful 

step/resource. 

http://www.panda.org/standards/1_4_stakeholder_analysis
http://www.panda.org/standards/1_4_stakeholder_analysis
https://www.gov.uk/government
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The basis of your choices thus needs to be justified by a strong evidence base to enable it to withstand scrutiny - you 

may often be working with or trying to influence adversaries to your position on the issue.  Using verifiable evidence 

to support and underpin your argument and solutions can help you to risk manage the possibility of affecting your 

credibility on the issue. 

 

  

Box 5: Gathering evidence hints 

Consider the following areas when gathering and/or generating evidence. 

 Is the evidence grounded in solid research conducted by experts? 

 Does the evidence highlight the causes of a problem? 

 Does the evidence provide convincing solutions to the problem? 

 Is the evidence complemented with qualitative analysis when it is quantitative, and vice versa? 

 Is the evidence ‘triangulated’ or supported by other evidence of the same issue/aspect? 

 Is the evidence complemented with human interest stories or experiences that highlight the 

human and personal dimensions of the problem?  (This element is not only important for the 

beneficiaries of your project, it can also serve as a communication tool for the organisation and 

your project team). You may also wish to consider if the evidence considers inequities, disparities, 

vulnerability and marginalisation. 

 Can the evidence be easily disseminated? 

 Particularly if the evidence is gathered through pilot projects, what are the risks associated with 

using the evidence for advocacy in wider contexts and/or different environments? Is the evidence 

applicable in these wider contexts or different environments? 

 Is the evidence timely (is it able to inform a particular action in time, or is it going to be 

available/able to be gathered within the project period?). 
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Design  
By this point you have a lot of analysis and it is likely you will 

also have started to think about multiple strategies.  Before 

moving on to prioritising and choosing your strategies, you 

need to check if we already have a WWF position on the issue, 

see ideas in Box 6, for what to look at: 

Strategy selection 
Ideas on how to prioritise and select from the strategies are 
given in Tool 6. 

The strategies you choose should include some, if not all, of 
the following strategic attributes for change: 

 

Strategic attributes for change 
1. Make it clear – knowledge is the first step: you understand your issue, the solution and who can help, but 

now you have to make sure everyone else has that same knowledge.  Whether you need to communicate 

the issue, the solution, or who can help; you need to make it clear, unambiguous, available and accessible 

(including the science). 

2. Make it easy – make what you’re asking easy to do.  This is harder than you think.  If a politician cannot side 

with you because conditions within the Party make it too difficult for them to, what can you do to make it 

easier for them to say yes? 

3. Make it popular – can you get a group of political peers to take action?  It’s easier to support a solution if 

others are too. 

4. Make it mandatory – making something mandatory, such as having it written in to law can make sure 

change happens; however, something doesn’t have to be made into law for it to be mandatory.  Can you 

make it difficult to NOT do - because it becomes uncomfortable, unpopular, frowned upon? 

Theory of Change 
Working in advocacy, we want to influence change but are our activities really contributing to the change we want to 

see? Using a simple Theory of Change approach can help to make the connections between what you are doing and 

the changes you want to achieve. It will help to strengthen strategies and increase the likelihood of impact. 

Box 7: WWF Standards definition of Theory of Change 

‘a narrative and/or diagram that explains the underlying theory that links what you will do (your strategy) to 
what you want to achieve (long terms objectives and goals). It is often expressed in the form of an overall statement 
that describes an approach or philosophy that the project considers to be ‘true’ (and for which there is good 
supporting evidence) combined with a diagram such as Results Chain that helps to make a project’s specific 
assumptions explicitly clear.  

‘Theory of Change’ (ToC) is both a product and a process. It is a component of adaptive management and is 
therefore iterative – it can be changed.  

To ensure quality in the process of defining and implementing your project’s ToC you should describe the: 

 philosophy or approach underpinning your project; your team will no doubt have been discussing WWF’s 
Mission, WWF’s positions and policies and why you believe your team can make change happen in a particular 
way.  Can you also support this with evidence?  i.e. we believe X, Y, Z will happen because… 

Box 6: Does WWF already have a 

position? 

What’s our current position? Do we have 

one?  Is one under development?  

Have a look at the Global and Regional 

Policy Page, the Hot House page, Social 

Development for Conservation and the 

Biodiversity and CBD policy pages on One 

WWF for a wealth of information on policy 

advocacy work within WWF 

https://sites.google.com/a/wwf.panda.org/global-and-regional-policy/home
https://sites.google.com/a/wwf.panda.org/global-and-regional-policy/home
https://sites.google.com/a/wwf.panda.org/hot-house/
https://sites.google.com/a/wwf.panda.org/social-development/
https://sites.google.com/a/wwf.panda.org/social-development/
https://sites.google.com/a/wwf.panda.org/biodiversity-policy/home
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 long term change and the defined process in achieving it; 

try building a results chain to help you determine this 

process: Articulate your desired short term and 

intermediate results, as well as the long term result. 

 assumptions/risks and make them explicit; ensure you 
capture the assumptions that your results and strategies 
depend upon. Are there assumptions and risks that you will 
need to monitor as your project is implemented? 

 critical thinking your team undertakes to develop realistic 
and transparent reasoning; continue to ask ‘why and 
what?’ at all stages of the project from planning to 
implementation, from monitoring to changing strategies.  
Why did that happen and what was the result?  Why would 
we speak to X, Y, Z on this issue and what would be the 
result? Can you support the answers to why and what with 
evidence? 

At a minimum, ToC products should encompass the following 

elements: 

1) Context of the programme that is evidence based: including 

social, political and environmental conditions, the current 

state of the problem the project is seeking to influence and other actors able to influence change should be 

determined. For more on context see the context section above. 

2) Long-term change that the programme seeks to support and for whose ultimate benefit: use SMART Goals and 

Objectives focussed on outcome and impact, not on process and activity, to help. 

3) Process/sequence of change anticipated to lead to the desired long-term outcome: By answering simple 

questions at each stage of your ToC “If this happens …then what results?” Follow each of those answers with the 

question “Why?” The team can use different and multiple tools in order to help to ask these questions and 

determine the answers (tools such as: results chains, logframes, problem tree, etc.); to help in systematically 

mapping these questions and answers. 

4) Assumptions about how these changes might happen and 

mapping out risks, as a check on whether the activities and 

outputs are appropriate for influencing change (in the 

desired direction, in this context): Making assumptions 

explicit allows them to be revisited and tested as the project 

progresses.  

5) Articulated through both narrative and diagram.  It is best 

described through both diagram and narrative summary. 

Whilst either is helpful to describe your ToC, by using both 

they can mutually support each other and detail the full ToC 

that one alone may not be able to do. A ToC diagram is often 

more easily communicated in the first instance to stakeholders versus a narrative summary.  

Two different examples of how to represent your ToC are shown in Tools 11 & 12.  As advocacy work is often not 
linear, it can be difficult to create a two dimensional diagram, which is why it is important to support your 
diagram with some narrative.  However, the two tools aim to demonstrate that strategies can reinforce each 
other at points in time, and also that short term policy goals may be necessary in order to achieve the longer 
term policy goal. 

Box 8: Strategy hint 

Consider Campaigns: Can you use 

campaigning as an activity/tactic within 

one of your strategies to help deliver your 

outcomes. 

Would it be an active or proactive 

campaign? This campaign approval 

criterion may help in your decision: Tool 7 

Box 7: Where WWF usually describes a 

programme or project’s Theory of Change 

Theory of Change can be articulated in a 

number of ways and stages. In WWF ToC 

thinking and ‘process’ is part of our program 

cycle. Yet we particularly express our ToC 

‘product’ by way of the: 

 Executive Summary in our proposals, 
that gives more detailed narrative 
around context and assumptions 

 diagrammatically as results chains (or 
similar…logframes, problem trees) 
describing in more detail the cause and 
effect sequence or process of change; 
and 

  a short ToC descriptor or “elevator 
speech” that is a short summary 
narrative of the ToC, outlining in brief 
the context, approach, issue, solution, 
long term goal and the process to get 
there. 
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Implement & Analyse Adapt – strategies and tactics 

Monitoring 

Did you know that we have a WWF network policy and process as guidance for advocacy? 

https://sites.google.com/a/wwf.panda.org/global-and-regional-policy/HowToMakePolicy  

The guidance provided in this document (Monitoring Advocacy, 2009) gives in-depth support for monitoring and 

evaluating (M&E) advocacy.  The example indicator list in Tool 13 can also help you to identify relevant indicators for 

the strategies, outcomes and activities you could monitor, and should be used alongside the Monitoring Advocacy 

guidance. 

What to bear in mind for advocacy M&E: 

 Your M&E system for an advocacy project will require a significant amount of day-to-day and context 

monitoring.  Ensure that what you are monitoring with regards to your context and your progress tells you 

enough to make decisions about your tactics and strategies.   

 If an indicator is no longer useful/relevant or working for you (e.g. it is too laborious and doesn’t give you 

the right quality of information to measure your context) then change it or stop using it. For example, if a 

decision is made to move on from a particular issue, or engagement with a particular actor, you no longer 

need to monitor if that decision is going to be made.  Change it to an indicator that will help inform you 

about your progress toward your next outcome. 

 Don’t forget to keep an eye on the long-term outcomes and impacts, but make these indicators easy!  

Who else monitors these things? Government, International conventions, other NGOs? Can you use their 

information?  Can these longer-term outcomes be measured in a simple yes/no way (i.e. a decision has been 

made (yes/no)? 

 Document any changes you make to your ToC or M&E plan as a result of changing context/strategy 

whenever you need to.  You don’t have to wait until the six month reporting period to do this (although it is 

good practice to make time at six month reporting to stop and reflect with your team). If a major event 

happens and you need to change tactics, then adjust the ToC/M&E plan at that point in time - just 

remember to document it (such as through an intense activity period debrief – Tool 15) - so that you can 

refer to this when you report at the end of six months).  Don’t rewrite your entire ToC or M&E plan, just 

append your evidence for changing your strategy and refer to it in the adaptive management section of the 

TPR! 

 Do try to base your decisions and changes on the evidence cited in your work, M&E plan or in the media 

for example (and refer to this). 

 Your monitoring can be based on qualitative data, given that you can create a sense of framework and 

criteria so that you can track progression, such as using Tool 10, the policy maker rating. 

 There is quantitative data you can collect that can help you in your monitoring, i.e. media monitoring, 

parliamentary debates: particularly looking to see if WWF phrases are used and how often, etc. 

 It can be difficult to show attribution.  Accept this and ensure that your contribution is captured and linked 

to your ToC, as this is one of the ways in which you can infer attribution of your policy work to the impact. 

Tools that you may wish to consider in helping you monitor dynamic and changing events or stakeholder perceptions 

include: 

 Intense period debrief - to gather in-depth and real-time information in a targeted and practical way (Tool 

15).  

 Observation checklist – to capture the perceptions and feelings in the stakeholder meeting (Tool 14).  

 Monitoring Advocacy also describes other tools such as media monitoring.  

https://sites.google.com/a/wwf.panda.org/global-and-regional-policy/HowToMakePolicy
http://www.panda.org/standards
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Reporting 

Different donors may require different types of reports from you. Within WWF, our network standards expect each 

project to report six monthly using the Technical Progress Report (TPR). 

The main purposes of the WWF TPR and associated process are: 

1. To facilitate adaptive management by projects and programmes, 

2. To provide inputs to priority programme and network management decision-making processes; and 

3. To provide accountability and transparency to internal and external donors and other stakeholders. 

The report is made of two parts: 

Part 1, the General Narrative Report required every 6 months: due mid-year and year-end from all projects and 

programmes. 

Part 2, the Monitoring Report required at year end from priority programmes and projects with budgeted spend 

above €100K per year. This requires the project/ programme team to systematically review and share progress 

against the planned Goals and Objectives and their associated indicators. 

Below is the top level guidance provided by the network for the narrative section (Part 1) of the TPR, along with 
considerations for you to take into account when writing your report.   
 
1) Key Outcomes and Impacts Achieved 

 Succinctly share key results in relation to the goals (impacts) and objectives (outcomes)2  defined in your 

strategic plan; where possible, structure or reference the results in relation to the latest draft Global Practice 

goals and outcomes3  

 Include important unexpected outcomes, and any exceptional achievements such as up scaling or replication 

 Use graphics, tables and attach appendices if necessary, and/or refer to Part 2, and include links to related 

communications materials4  

 Briefly and specifically state what role the project/WWF/ partners played in bringing about the results e.g. refer 

to the theory of change  

 Describe any effects, both positive and negative, on beneficiaries (including indigenous peoples involvement 

where applicable)5 

 

2) Sharing of Lessons Learned  

 Describe a small number (1-3) of key lessons that have been learned and that you have shared (or want to share) 

with others. Where possible, relate these to assumptions in your theory of change  

 Be precise and tell a story, providing enough information to be helpful to others. We would like to see key 

learnings from both success or failure, and existing gaps where innovations and collaborations are necessary6 

                                                           
2
 Please find more detailed information, such as FAQ document on https://sites.google.com/a/wwf.panda.org/wwf-

international/divisions/conservation/cspu/fy-17-reporting 

3
 Latest info from Practice Goals/Outcomes https://sites.google.com/a/wwf.panda.org/global-practice-info-hub/ 

4
 Particularly helpful to have short stories, call-out quotes, videos, maps, data for infographics, and images, etc. 

5
  where possible quantify the number of beneficiaries (direct and indirect) with data disaggregated by gender. 

6
 Similar to the first section, associated short stories, call-out quotes, videos, maps, data for infographics, and images, etc. can be very helpful. 

http://www.panda.org/standards
https://sites.google.com/a/wwf.panda.org/wwf-international/divisions/conservation/cspu/fy-17-reporting
https://sites.google.com/a/wwf.panda.org/wwf-international/divisions/conservation/cspu/fy-17-reporting
https://sites.google.com/a/wwf.panda.org/global-practice-info-hub/
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3) Effective Implementation of Work Plans and Budgets 

 Briefly summarise whether progress against major activities is going according to schedule? If not, why not?   

 Highlight any problem areas, the underlying issues, and any remedial actions  

 Relate this to any major variances in your financial report    

 

4) Challenges and Strengths Affecting Performance 

 Consider both internal (e.g. management processes, capacity, donor support) and external aspects (e.g. 

stakeholder behaviour or engagement, partner collaboration or leverage)  

 Mention any particularly significant challenges (including funding) or opportunities coming up 

 

5) Adaptive Management   

 Describe any major changes made or needed in terms of objectives, strategies and financial investment  

 Base this section on a thoughtful analytical process 

 Perhaps consider the alignment and relationship to Global Practices   
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Tool 1: Mapping stakeholders’ interests/mandate, influence and importance 
Understanding your stakeholders requires consideration of their interests, influence and importance. This tool will 

help you to map out a situation analysis and stakeholder analysis that you can then use when choosing your 

strategies and tactics. Remember, this analysis is never static and you will need to review it periodically. 

See tips below for help with using the tool. 

 Stakeholder 1 Stakeholder 2 Stakeholder 3 

 
Stakeholder 
 
(Stakeholder name) 
 

   

 
Stakeholder’s interest and/or mandate in the 
Issue 
 
(state stakeholders  
Interest and/or mandate – for example are 
they a primary or secondary stakeholder, are 
they a duty bearer why and of what; rights 
holders and in what way,) 
  

   

 
Stakeholder’s status – their level of 
opposition to or support for the issue 
 
(strong ally, medium ally,  
neutral, medium opponent,  
strong opponent, unaware of the issue 
therefore status unknown) 
 

   

 
Stakeholder’s influence over  
the issue 
 
(unknown, no influence,  
some influence, moderate  
influence, significant  
influence, very influential) 
 

   

 
Importance of stakeholder’s  
engagement 
 
(unknown, no importance,  
some importance, moderate  
importance, very important,  
critical player) 
 

   

 

Tips for using the tool: 

To help identify the stakeholders consider the following: 

 Who is likely to gain from the proposed changes? Who might be adversely affected? 

 Who has the power to make the changes happen? 

 Who complains about the issue? 
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 Who are the vulnerable groups that may be affected by the project?  

 Who are primary stakeholders and who are secondary stakeholders with regards to the issue?  Who are the 

rights holders and who are the duty bearers? 

 What are the relationships between the individuals, groups and institutions listed in the questions above?  

 How will you go about completing this task? Consider holding a stakeholder analysis workshop/team away 

day; carry out interviews with key potential stakeholders; review/desktop analysis of certain relevant 

material – these are some examples you could explore.  

Primary and Secondary Stakeholders: 

 Primary stakeholders - those who are directly affected, either positively or negatively, by the project and its 

intended outcomes. 

 Secondary stakeholders - those who play an intermediate role between end-users and local government 

and may have an important effect on the project outcome – would include local governments, donors, 

NGOs, education management boards and funding agencies. 

Interests and Mandate, consider: 

 What are the stakeholders’ expectations of the project? 

 What benefits are likely to result from the project for the stakeholders? 

 What stakeholder interests conflict with project goals? 

 What is their potential role in the project? 

 What resources might the stakeholders be able and willing to mobilise? 

Opposition or Support, consider: 

 Does the stakeholder publicly support or oppose the issue?  

 Is the public support or opposition different from private support or opposition? 

 Who else is the stakeholder allied to and opposed to?  

 Does that shed additional light on the stakeholder’s support or opposition to the issue? 

 What has the previous position been on similar issues? 

Influence, consider: 

 What is the political, social and economic power and status of the stakeholder? 

 How well is the stakeholder organized? 

 What control does the stakeholder have over strategic resources? 

 What level of informal influence does the stakeholder have? 

Importance, consider: 

 Does the issue compromise the stakeholder’s rights, and does the stakeholder have a right to solutions for 

the issue?  

 Will stakeholder engagement help address deeper underlying causes to the problem, so that solutions can 

be sustainable in the future? 

Note: Although the stakeholders’ importance and their influence over an issue might seem similar, they are actually 

very different. Degree of influence reflects the direct power a stakeholder has to influence change. Importance, on 

the other hand, reflects the necessity to engage that stakeholder in order to address the underlying causes of a 

problem and achieve sustainable change.  (See Appendix 3) 

 



19 
 

Tool 2: The 3 W’s 
Now that you have undertaken your initial stakeholder analysis/mapping, discuss within your team the 3 W’s.  

Of your stakeholders, who will you seek to: 

1) Work with – how will you work with these stakeholders, will they be partners, will they implement the project, 

etc. 

2) Watch – Stakeholders that you may not directly engage with, but who you must watch to ensure you have no 

negative affect on them, stakeholders that may not be actively involved but who you must keep informed of 

your work, or have the potential to become involved over time, etc. 

3) Ward off – Stakeholders that you need to keep at a distance from you project, isolate or ring-fence, stakeholders 

whose position you may need to counter or rebuke, etc. 

These considerations need to be integrated into your stakeholder analysis summary with an action plan devised for 

taking forward as key factors in developing your strategy. Again, stakeholder analysis is a dynamic process and the 

3W’s will also need to be revisited alongside your primary analysis in order for successful delivery of your advocacy 

project.  
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Tool 3: Network Mapping 
You can further analyse the interactions between stakeholders through a Network Map (or Social Network Analysis).  

This is a technique which helps you to explore whether connections or relationships exist between people, groups or 

institutions.  It can help you identify key institutions or individuals who are highly connected to others within your 

context.  Can you make this person an ally to multiply the effect of your message across their connections?  Is this 

person an opponent to your strategy, who are they connected to and can you influence them to influence your 

opponent? 

Below is a simplistic Network Map.  The larger the circles represent the greater number of connections, which could 

be a way to multiply your efforts. You should also try to look at their relationships too, and who their stakeholders 

are talking to?  

 In this example you are trying to get influence over the Minister. You don’t have a direct line to them, what could 

you do? 

1) You could choose to work with the adviser: 

they have many connections and a direct 

link to the Minister; but they are not the 

only influencer on the minister.   

2) Business is an influencer on the Minister 

and the treasury and the adviser, all three 

of which are connected to the Minister.  

3) You also have a unique advantage over the 

other NGO as you already have a 

relationship with the business and 3 of 

their key stakeholders: the journalist, the 

public, and the shadow minister. 

 

 

 

 

 

There are a number of ways you can do this in practice.  

 Using paper and post-it notes can be effective. On a sheet of flip chart paper map out your Network using 

post-it notes with one key stakeholder/actor (including yourself) on each. Draw lines to show their 

relationship with others on the map. 

  Using paper and coins - Place a coin on the paper for every stakeholder you mention and for every 

connection between stakeholders you make stack an extra coin on top of those linked stakeholders.  You will 

eventually have a visual map showing connections and differing sized stacks which you can translate into a 

picture above.   

 There are online tools that can help you draw your network map to varying levels of detail and complexity. 

o Gliffy - can help you to visualise your map. 

o ONASurveys - Organizational Network Analysis tool can help to visualise relationships. 

o UCINET 6 – Windows package for Social Network Analysis. 

Note: Connections are good but do not 

disregard those who do not have many 

connections, such as the treasury in this 

case: whilst they are closed to you, they 

are a big influencer to the Minister and 

business. 

 

http://www.gliffy.com/
https://www.s2.onasurveys.com/
http://www.analytictech.com/products.htm
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Tool 4: Stakeholder Power Influence Analysis 
Each stakeholder has a varying degree of influence. Carrying out analysis of your stakeholders’ relative power helps 

you to categorise the influence they may have on the advocacy project. It can be useful for assisting decision-making 

when resources are limited and provides a focus for priority. This can be undertaken after your initial stakeholder 

analysis (Tool 1). 

Below is an example of a Stakeholder Power Influence Analysis. Stakeholders mapped near the left and right edges 

are strong allies or opponents, and those near the middle are categorized as neutral. A higher placement in the grid 

indicates greater power and lower placement indicates less power. 

Analyse the implications of how stakeholders are placed on the grid.  

 Why are some stakeholders more powerful than others?  

 Are there any patterns in terms of which stakeholders are opposed and which ones are allies? 

The arrows indicate the basic directions in which strategies should be developed, and can help identify the key 

targets. When developing an advocacy strategy, it is important to: 

 Examine the capacities and abilities to move the opponents and make them less opposed, passive 

opponents or even allies.  

 Institutions and individuals that are neutral can also become allies through advocacy. 

 Aim to increase the strength of allies without power.  

 Persuade passive allies with power to provide levels of credible support and become active. 

 Influence active opponents to become passive opponents. 
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Tool 5: Motivations and role 
This ‘change’ diagram tries to help you to think about motivations and advocacy strategies/tactics you may employ 

to influence and change stakeholders’ motivations.  It also represents when and why and what you should be 

monitoring.  Examples of strategies and indicators are given in Tool 13 

Consider your key stakeholders; you have already determined their interests, level of power or influence. Can you 

now determine their motivations to either stay in their current state or move to a different state?  What would 

motivate them to change? Think of your key stakeholders and represent them in the change model below. 

What role you will play in changing the motivations of others?  What is the best way you can support a change in 

motivation and what are the risks involved?  Take each of your Primary Stakeholders or key advocacy targets in turn 

and work through the diagram to identify key motivations and the best role you could play in tapping in to those 

motivations. 

Will you be a: 

a) Critical friend - will your stakeholders accept your constructive criticism or will it offend them? 

b) Trusted adviser – what are the risks to your relationships and perceptions of you with your other 

stakeholders? 

c) Critical of others and push your organisations agenda even if this may offend others, or is that your 

role? What are the risks? 

d) Knowledge provider – being neither adviser nor friend but rather providing information objectively to all 

sides, 

e) Facilitator – will you assist others to understand their common objectives and how to achieve them? 

f) Catalyst – will you be the vehicle for change? 

g) Leader – will you take charge and lead a coalition? Or… 

h) Supporter – will you provide the support?  
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Tool 6: Strategy Prioritisation 
Below are some questions in a checklist format to help you prioritise your strategies based on practical and 

organisational realities.  Set your thresholds on ranking for the criteria 1-5 for example.  You can set your own 

thresholds dependent upon your unique circumstances.  Your ranking could be cumulative or absolute, for 

example…. 

Criteria for prioritisation Does it meet 
the criteria 
(rate on 
scale 1 to 5, 
where 1 is 
not at all 
and 5 is 
‘fully’ 

Comment 

Practicalities 

Does the issue have a solution based in evidence?   

Is it winnable?   

Is it clear?   

Is it easy? Can you make it easy?   

Is it mandatory? Or hard to not do?   

Is it popular? Can you make it popular?   

Does it have a clear timeframe or event?   

Are there clear decision makers to make it 
happen? 

  

Are there entry points? (Good stakeholder 
relationships, policy cycle opportunities etc.) 

  

Does it have attributes for multiplication (scaling)?   

Are there likely and unlikely partners to help?   

Is there pre-existing momentum?   

Is there government or decision maker will for the 
change?  

  

Organisation 

Does it fit within the office / regional strategy?   

Is it campaign-able?   

Does it raise WWF’s profile on the issue?   

Can funds be raised?   

Is there capacity? Here and with office you’ll work 
with and partners? 

  

(For those advocating outside of the region) Is it a 
priority for the office in which the issue is being 
faced? And the country in which you will be 
advocating? 

  

Is there organisational will to stick with the 
advocacy strategy for the long-term? 
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Tool 7: Criteria for approving campaigns 

When designing advocacy strategies or tactics, it is useful to bear in mind the WWF criteria for campaign 

approval, summarised here. 

The organisational strategy sets out clear ownership and delegation of decision-making rights for priority and 

spike campaigns. 

To enable clear and fair decision-making by Campaigns Council, criteria for approval of a campaign concept 

have been devised. These criteria apply to all types of campaign (priority campaigns, planned 

interventions, and emergency campaigns). There are also some additional considerations for emergency 

campaigns. These criteria were approved by Campaigns Council on 13 June 2013 for all future campaigns. 

Criteria for approval of a campaign concept 

These are the criteria every campaign should fulfil: 

 Necessary: can the objective be achieved without a campaign? 

 Importance: Is the issue or decision an opportunity for change that merits committing the proposed 

resource? Does the campaign tackle an urgent issue that is critical to WWF’s core work and identity? 

 Fit: Does it meet one of the Big Wins? Does it address a priority strategy from the 5 year Unit 

Strategic Plans? Is it compliant with the WWF Network strategy? Is there a clear niche for WWF to run 

this campaign (rather than other NGOs)?  

 Commitment: is there clear commitment of sufficient resource from all the relevant areas of WWF? 

Is it core to the workload of all relevant staff? Where relevant, can devolved teams contribute? 

 Urgency: is there a clear opportunity or threat in the proposed timeframe? 

 Clear: does the campaign proposal have a clear objective, target, and approach to delivering change? 

 Engaging: are there good opportunities for public engagement on the issue? Are there fundraising 

opportunities? (where relevant) 

 Multiplier: how much value does it add beyond the UK campaign (e.g. in the network or for the 

broader environmental movement)? 

Additional criteria for an emergency campaign (only) 

 Historical role: is WWF historically known for its work on this issue? 

 Public perceptions: Is the issue/crises highly salient and WWF is positioned to be perceived as 

relevant and engaged in the debate? 

 Access and influence: Does the intervention increase our power, access, or influence with a key 

audience? 

 Achievable: Is there a likelihood of an immediate win, or does it establish a position for a longer 

term intervention in WWF-UK’s strategy which would enable a later win? 

 Significance: Is this really worthy of escalation to a full-scale emergency campaign? 

 

  

https://arena.wwf.org.uk/display/Fundications/The+next+priority+campaign
https://arena.wwf.org.uk/display/Fundications/Planned+interventions
https://arena.wwf.org.uk/display/Fundications/Planned+interventions
https://arena.wwf.org.uk/display/Fundications/Emergency+campaigns
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Tool 8: Policy Cycle 
1. The political, cultural and religious context of the country: It is crucial to assess the kind of government and 

governance structures that exist in a country. What type of political system does the country have? What are 

the key formal political entities, and how do they relate to the governance structure and respond to other 

policymakers, including the local and international private sector, donors and citizens? 7 

2.  Similarly, it is crucial to assess the cultural and religious structures and institutions in the country and 

determine what space exists to influence results in the political and policy systems. Understanding all of 

these political, cultural and religious structures forms the basis for decision-making, implementation, and 

linkages. 

3. The decision-making cycle: Particularly in policy spheres, decisions can be made according to a cycle or 

schedule. Knowing the schedule is important – last-minute interventions rarely work, and the earlier in the 

decision-making cycle the idea is accepted, the more effective the end result is likely to be. The four phases 

of decision-making usually include: (a) agenda setting, (b) formulation and enactment, (c) implementation 

and enforcement, and (d) monitoring and evaluation. While each phase is distinct, they often interact with 

each other.  

The graphic below illustrates this cycle: 

 

8  

 

                                                           
77 Adapted from: Veneklasen, Lisa, and Valerie Miller, A New Weave of Power, People, and Politics: The action guide for advocacy and citizen participation, Just 

Associates, Washington, DC, 2002, p..  
88 Miller, Valerie, and Jane Covey, Advocacy Sourcebook: Frameworks for planning, action and reflection, Institute for Development Research, Boston, 1997 
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Tool 9: Critical Timelines 
Grounding your strategy or project in actual time brings 

important context to bear and can influence your strategies and 

associated tactics/activities. This should be mapped as part of 

your planning phase within the project cycle. 

Using an illustrative timeline, determine the key dates/events 

that are critical to your context.  These can be internally 

focussed timings (i.e. strategy renewals, evaluations, funding 

cycles etc.) and externally focussed (elections, parliament 

sitting dates, public consultation periods etc.).  They can be local, national, regional or international in nature (state 

or council elections, UK campaign for renewables, referendums, EU voting, World Environment day, IPCCC Report 

release, International Whaling Commission meeting) 

In the very simple example below, you may be working with a community to help access grant funding. Hopefully at 

the end of the year you are successful, and the community receives a small grant.  However, in the second timeline 

you can see that a review of these grants is 

due to take place - perhaps this would not 

change your need to help the community 

access the grant, but it may cause you to 

consider additional strategies.   

During the year, whilst helping them obtain 

the grant, should you therefore also be 

working with them to ensure that they are 

able to advocate for the continuance of the 

grants when they are reviewed?  

 Would you help the communities set in place strong evidence gathering systems to help them demonstrate value of 

the grants in 3 years’ time? 

A more complex timeline: 

 

  

Time 3 months 6 months 1 Year 18 months 2 years 3 years 5 years 

National   Review of 

Climate 

Change Act 

  National 

Election 

Date of National 

Renewable Energy 

Targets 

 

EU  UK 

Presidency 

   New EU Members EU Climate 

Legislation 

International    IPCCC Report   Climate COP 

Internal New head 

recruited 

 GCEI Strategy 

Meeting 

  Mid Term 

Evaluation 

 

Choosing the length of your timeline is 

also an important consideration, if you 

have one year funding should you be 

looking beyond the year? What are the 

implications if you don’t?  Would you miss 

an opportunity to generate long term 

change because you are focussed on the 

short term? 
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Tool 10: Policy Maker Rating 
This method is for monitoring and evaluating policy advocacy efforts. It gauges political support for a particular issue 

or proposal among a defined group of policymakers (e.g. parliament, legislature, council). The method takes a 

different tack to measuring such support, and capitalizes on advocates’ insider knowledge about individual 

policymakers’ stances on policy issues. It does not create extra work for advocates but instead usefully transfers 

what they already know through their regular intelligence gathering and outreach.9  

Four main steps are involved:  

1) A specific policymaking body is selected for the analysis (parliament, council, etc.)  

2) Advocates rate all relevant policymakers on three scales that assess:  

a) policymaker level of support for an issue based on his or her public behaviours or actions on behalf of the 

issue (rated on a scale of [1] – [4] where [1] = not at all and [4] = extremely);  

b)  policymaker level of influence (see criteria for determining influence in the tool below) on the policy issue of 

interest (rated on a scale of [1] – [4] where [1] = not very and [4] = extremely); and  

c) level of confidence in the accuracy of the ratings on the first two scales (rated on a scale of [1] – [3] where 

[1] = not very and [4] = confident). Multiple advocates, the more the better, participate in the rating process 

(e.g. partners from coalitions/networks could be invited to contribute). Advocates either rate policymakers 

as a group, or do ratings independently and then average them.  

3) Once ratings are complete, composite ratings are computed and aggregated across policymakers. Data such as 

individual policy makers’ gender, party affiliation, geographical area or committee membership can be added to 

enable different ways of doing the analysis.  

4) The information collected through policy maker ratings can be analysed as soon as ratings are complete, giving 

advocates actionable data quickly.  

This method is repeatable over time to determine whether and how patterns shift. The activity relies on the 

collective experience and wisdom of the group and does not require additional data collection.  

  

                                                           
9
 Coffman, Julia, and Ehren Reed, ‘Unique Methods in Advocacy Evaluation’, 2009, 

www.calendow.org/uploadedFiles/Evaluation/Coffman%20Reed%20Unique%20Methods%20(paper).pdf, accessed 14 July 2010. 
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Scale Rating number Definition 

Support [1] Not at all 
supportive 

No evidence this person has spoken or taken any action in support 
of the policy issue (includes opposition) 

[2] Somewhat 
supportive  

Has indicated being favourably disposed to the policy issues (e.g. 
expresses support for the issue or mentions it in one-on-one or 
small group conversations) 

[3] Supportive  Occasionally takes action either publicly or behind the scenes 
beyond voting in support of the policy issue (e.g. speaks out at 
public hearings, gets quoted in the media, includes it in speeches, 
assigns bills to a power legislator, encourages colleagues to support 
policies, plays a role in budget negotiations) 

[4] Extremely 
supportive  

Has a well-known reputation for being a champion of the policy 
issue and regularly takes leadership on advancing it (e.g. makes it a 
key part of their platform or agenda) 

Influence 
 
Criteria: 
1.  Majority party member 
2.  Relevant content 
expertise 
3. Seniority/experience 
(record of public service) 
4.  Reputation/respect (e.g. 
has been able to exercise 
some power/ leadership in 
the legislature) 
5.  Key committee member 
6.  Formal leadership 
position (chairs a key 
committee or is a Senate or 
Assembly leader) 

[1] Not very 
influential 

Meets none or only one criteria 

[2] Somewhat 
influential 

Meets at least two criteria 

[3] Influential Meets three or four criteria and/or is on a key committee 

[4] Extremely 
influential 

Meets five or six criteria and/or holds a formal leadership  
position in the legislature or and/or chairs a key committee 

Confidence [1] Not very 
confident 

Ratings are a guess based on third-hand, unverifiable or unreliable 
information about the policymaker and their related or lack of 
related) interests (e.g. the policymaker or their staff saying they 
“love the issue” in a small meeting where they feel pressure to 
speak positively). 

[2] Somewhat 
confident 

Ratings are a fairly informed guess (e.g. advocates have picked up 
consistent information from more than one source, but sources may 
not be 100% verifiable or reliable, or the information collected is 
somewhat vague). 

[3] Confident Ratings are based on advocates’ direct contact with the individual or 
information from a trusted and reliable source 
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Tool 11: Example Theory of Change using a Results Chain tool 
This example can also be found in the Open Standards 2.0 revisions as an example of a Theory of Change for a footprint project. It was created using Miradi 

which has a step-by-step guidance process to develop these. 

WWF- Australia Palm Oil Campaign 
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Tool 12: Example Theory of Change Using a Logical Framework Type Tool 
Note: colour scheme links to the generic conceptual model shown on page 9. 

Climate Change in the UK  

Theory of Change Descriptor: 
To prevent dangerous climate change, which, based on latest scientific consensus, requires preventing global average temperature increases in excess of 2C compared to pre-
industrial average. The strategy is to do so by relying on technologies / processes that are most environmentally sustainable, such as energy efficiency and sustainable renewable 
energy technologies.  
 

Impact    Impact indicator Assumptions 

International Binding Targets are being met by signatory countries and therefore GHG emissions are within limits to 
prevent average temperature increases in excess of 2C compared to pre-industrial average. 

Environment: Reduction in 
GHG emissions 
 
People: Behaviour change 

Based on today’s knowledge 
of climate science 

 

Policy Goal    Strategies/Activities 
employed 

Assumptions 

Legislative proposals on 
long-term structural 
reforms to restore the 
performance and credibility 
of the EU Emissions Trading 
Scheme are made 
 
(Policy development) 

The directive of 2030 
targets is implemented in 
national legislation across 
all Member States by 
2017/2018. 
 
(Policy adoption) 
 

Conclusions of Sir Howard 
Davies Commission are 
acted upon by Government 
in its aviation / transport 
policy.  
 
(Policy Implementation) 
 
The International Civil 
Aviation Organisation 
proposal agreed by 2016.to 
pursue market-based 
mechanisms to tackle global 
aviation emissions 
 
(Policy development) 

A final binding international 
agreement to tackle 
greenhouse gas emissions 
which is UNFCCC summit 
agreed at the November 
2015  in Paris, that include 
Ambitious targets  for GHG  
reduction, energy efficiency 
and renewables included in 
the 2030 package of 
legislation and countries  
are showing movement on 
the commitments 
 
(Policy Adoption) 

Policy development 
Policy adoption 
Policy Implementation 
 

We and partners as well as 
public can steer the political 
narrative and will to enable 
these strategies to be 
successful 

 

Intermediate Results    Strategies/Activities 
employed 

Assumptions 

EU ETS strengthen the 
carbon price 
 

Delivery plans published 
under the Energy Bill will 
encourage the rapid growth 

4
th

 Carbon budget reflects 
conclusions of the Howard 
Davies report  

The UK Government put 
forward an ambitious target 
as part of European and 

Policy strengthening 
Policy adoption 
Policy implementation 

EPO has the capacity to 
influence EU 
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(Policy strengthening) 
 
 

of renewable energy 
technologies and energy 
efficiency. 
 
(policy implementation) 
 

 
(policy maintenance/ 
strengthening) 
 

international negotiations 
to reduce its own 
greenhouse gas emissions 
by at least 55% by 2030 . 
 
(champion) 

Champions 
Collaboration and alignment 
 

GCEI has capacity to 
implement advocacy 
strategy 
 
Climate and Energy are 
included in all parties 
manifestos in the lead up to 
the election in UK 
 
Scotland is on track to meet 
100% renewables target 
 
UK remains a leader on the 
issue 

UK continue to call for 
aviation emissions to be 
included in the EU ETS 
(champion) 

The secondary regulations 
put in place by 2014/15 
provide adequate financial 
incentives to deploy energy 
efficiency and renewable 
energy infrastructure at the 
necessary pace and scale 
required by the Climate 
Change Act 
 
(policy  strengthening, 
policy adoption) 

An assembly resolution 
from the International Civil 
Aviation Organisation 
agreeing to pursue market-
based mechanisms to tackle 
global aviation emissions is 
agreed in September 2013 
 
(Collaboration and  
Alignment) 
 

EU legislation by 2015/16  
following European  
parliamentary elections and 
the change in 
Commissioners 
(policy adoption) 

UK reduces the existing 
surplus in carbon 
allowances, encouraging a 
long-term structural reform 
of the EU ETS 
 
 (champion) 
(political will) 
 

The Energy Bill is enacted in 
2014 and includes a target 
to decarbonise the power 
sector by 2030 
 
(policy implementation) 

 European Commission in 
FY14 calls  for the 
development of a 2030 
package of legislation on 
emission reductions, energy 
efficiency and power sector 
decarbonisation 
 
(collaboration and 
alignment) 
(champion) 
 

 Wales GHG emission 
reduction targets in Welsh 
legislation 

(policy strengthening) 
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Tool 13: Example Indicators 
Also refer to Monitoring Advocacy for more example indicators and descriptions of their use. 

Listed below are some examples of generic Impact, Outcome and Activity (Progress) indicators (refer to change 
model for diagram). It is suggested you use these to generate initial ideas and ‘foundations’ from which to 
build and tailor your own unique project indicators. Be careful to ensure that indicators are SMART where 
possible. 

 

Impact Strategy Example generic indicators 

Environment Improved Ecosystem 
Services 

 See global common indicators.  Generic 
examples for the environment strategies 
are given below : 

 Improved water quality and quantity 

Improved habitat 
coverage/ protect/ health 

 Improve protection of  forests 

Improved species 
population 

 Recovery of threatened species 

Reduction in footprint  Reduction in GHG emissions 

People Governance: 
Improved services and 
systems for people 

 Easier access to programmes or services 

 Higher-quality services 

 More affordable services 

Positive social and 
physical conditions 

 Better circumstances and surroundings for 
people, communities or society in general 

Shifts in Social Norm 
 

 Behaviour change 

 

Policy/Advocacy Goal Strategy Example generic indicators 

Strengthened alliances 
and support base 

Strengthening CSO 
Movement – 
 
Improved CSO services 
and  
Systems 
 

 Increased knowledge about advocacy, 
mobilising or organising tactics 

 Increased capacity to implement 
activities and strategies 

 Increased (or full) engagement of 
members of key populations (in  
planning and/or implementation of 
work where (and in advocacy where 
legal) 

Consensus building   
 

 Number and type of new or stronger 
organisational relationships developed 

 New relationships with unlikely 
partners 

 Supporting development of 
relationships between stakeholders and 
partners 

Policy change in: 
1. government  
2. multilateral 

institutions, 
3. private sector 

Policy development  New proposals or guiding principles 
developed 

Placement on the policy  
agenda 

 Policies formally introduced (bills, 
bonds, ballot measures,  

 regulations, administrative policies) 

Policy adoption  Policies formally established (bills, 

http://www.panda.org/standards
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bonds, ballot measures,  

 regulations, administrative policies) 

Policy blocking  Policies formally blocked (bills, bonds, 
ballot measures, regulations,  

 administrative policies) 

Policy implementation  Policies implemented or administered 
in accordance with requirements 

Policy monitoring and  
evaluation 

 Funding established to monitor and 
evaluate policies formally 

Policy maintenance  Funding levels sustained for policies or 
programmes  

 Eligibility levels maintained for policies 
or programmes 

Policy strengthening  Secondary regulations 

 Strengthened language introduced 

 Measurable milestones included 
 

Intermediate Results (short, 
medium and long term)   

Activities/Tactics 

Organisational capacity  
 
The ability of an organization or 
coalition to lead, adapt, manage 
and implement an advocacy 
strategy or project strategy 

 Improved overall organisational capacity  

 Increased knowledge about advocacy, mobilising or 
organising tactics 

 Number of staff trained in media skills 
 

Partnerships or alliances  Number and type of organisational relationships 
developed or maintained 

 Partnerships formalised 

 New relationships with unlikely partners 

Collaboration and  
alignment (including  
messaging) 

 Number and type of organisations agreeing to collaborate 

 Policy agenda alignment among advocacy partners 
(collaborators)  

 Collaborative actions taken among organisations (e.g. joint 
meetings, aligning of messages) 

Advocates (including  
unlikely or non- 
traditional) 

 New advocates recruited 

 Advocates speaking out in significant fora 

 New and/or varying constituencies represented among 
advocates 

Champions (new or existing) 
(including policymakers) 

 New champions or stakeholders recruited 

 New and/or varying constituencies represented among 
champions 

 Champion actions to support issue (e.g. speaking out, 
signing on) 

Visibility or recognition  Number of requests for advocate’s products or 
information (including downloads or page views) 

 Number and types of invitations for advocates to speak as 
experts 

 Number of stakeholders that can explain the 
organisation’s advocacy messages  

 Number and type of media organisations proactively 
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contacting the  

 Visibility or recognition organisation for comment or 
advice on the advocacy issue 

Awareness  Percentage of audience members with knowledge of an 
issue 

 Website activity on portions of website with advocacy-
related information 

Salience  Percentage of audience members saying issue is important 
to them 

Attitudes or beliefs  Percentage of audience members with favourable 
attitudes towards the issue or interest 

Political will  Number of elected officials who support the advocacy 
effort, whether publicly or not 

 Number of elected officials who publicly support the 
advocacy effort 

 Number of issue mentions in policymaker speeches (or 
debates) 

Constituency or support  
base growth 

 Website activity on portions of website with advocacy-
related information 

 Number and type of new network members  

 Number of fans, group members or followers on social 
media websites 

Media coverage  Number of media citations of advocate research or 
products*  

 Number of stories successfully placed in the media (e.g. 
op-eds)* 

 Number of advocate (or trained spokesperson) citations in 
the media* 

 Number of advocates from key populations cited in the 
media (where legally possible) 

Issue reframing  Number of media articles reflecting preferred issue 
framing 

 Number and type of opposition changing support/opinion 
to the preferred issue 
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 Tool 14: Meeting Observer Checklist 
This is an example of an observer checklist.  Often the perception and feeling of the person in the 

meeting gives the best level of understanding about how a meeting with a stakeholder went and 

change in their relationship with your issue over time.  It seeks to create a system to demonstrate 

progress over time of the level of engagement or quality of outcome of the meetings.  This checklist 

has two parts: the first part ‘Participant Profile’ is unlikely to change.  The Second part should be 

filled out following the meeting by the appropriate team member who attended the meeting, 

preferably within 24 hours so as to avoid information being forgotten and saved in the relevant 

project monitoring and evaluation folder. Thereby it can be used to help you analyse your next steps 

with this (or other related) stakeholders and can be shared with relevant parties as required. 

Participant Profile 

 Reference: if  you use one Date 
Name of person taking 
Notes 

Profile of Participants 

Meeting with: XXX What is there initial position Comment 

Name: XXX Knowledge Level on the issue 
and solutions 

 

Organisation: XXX Position of Influence (you may 
wish to refer to the policy 
maker criteria) 

 

Position: XXX Values or ethics  

 Supporter or Opponent  

 Other comments  

 

Meeting Notes 

 Reference: if you use one Date 
Name of Person making 
notes: 

Meeting Notes 

Meeting Number: 1.0 Length of meeting: xx:xx 

Who else is in attendance: 
xxx 
xxx 

Main issues discussed Comment 

Was your issue on the agenda 
discussed? 

 

What was the main content of 
the discussion 

 

Agreement or disagreement  

Level of seriousness or 
engagement of attendees 

 

Was anything unsaid or 
alluded to? Describe only if 
sensitivity to the issue allows 
you to. 

 

Was advice or comment made 
to you outside of the meeting? 
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Again describe in more detail 
only if sensitivity allows you 
to. 

Follow up Actions: 

 Were direct actions 
specifically discussed? 

 

 Follow up communication or 
meeting planned? 

When: 

 Have you completed follow up 
actions? 

Yes/No  
Date: 

Your Perceptions 

 How did the meeting go?  

Are you pleased or 
disappointed by its outcomes 
or the discussion? Why? 

 

Do you have a new line of 
inquiry? 

 

Your Next Steps 

 Will you need to change the 
participant profile as a result 
of the meeting? i.e. has the 
policy maker ranking 
changed? 

 

Do you need to revisit your: 
 Tactics 
 Evidence Base 
 Communication material 
 Theory of Change 
 Other 

 

   

Other Comments 
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 Tool 15: Intensive Activity Period Debrief 
The intense period debrief gathers in-depth and real-time information in a targeted and practical 

way.  It is intended to be used following (or during, depending on ability or need) an intense period 

of change (an election perhaps), campaigning activities (yours or others), or in recognition of a 

strategy that is not working and needs to be changed.  It allows for the capture of decisions and 

tactics made after (or during) an intense period which may be lost or forgotten or become irrelevant 

if left to the standards reporting cycle.  It can allow for real-time reflection, decision making and 

determination of next steps. It is also useful for capturing successes in a practical, systematic and 

timely way for communicating more widely. Planning ahead in your project plan/schedule and M&E 

plan for debriefs at strategic points would be useful so that all staff can anticipate this and set aside 

time for them. 

Example: it could be used following a high profile policy event or lobbying campaign. It is important 

to undertake the debrief as close as possible to the end of the event so that involved personnel and 

information are not lost.  

Intense Period Debrief (Sample questions) 

What was the timeframe of the intense period being discussed/evaluated? 

What were the events that triggered the period and why? 

What was the state of play/context at the start of this period? 

Did we plan this and did we meet our planned objectives? 

What is the state of play/context now? Snap shot 

What we did and what we didn’t do? 

Were they the right things / right responses? 

What could we have done differently? 

Were we bold enough? (risks) 

What did others do and were they successful? 

How did their actions affect us? (responses, tactics) 

How can we demonstrate what we achieved during this period? examples/ evidence 

Internally within WWF: 
What did we do? Who was involved? Who made the decisions? Were their capacity issues? Did we act with 
pace? Were we adaptable? 
 

What did we learn and what will our next steps be? 
1. Change our ToC 
2. Update strategies and indicators 
3. Are we monitoring the right things 

 

Are we more or less influential than before 

How will we share our learning/ outcomes with others? 

How will we celebrate outcomes / hard work? 
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Other Resources 
Evaluation Guidelines – WWF PPMS Step 5.3 

Stakeholder engagement tool 

Government perception tool 

Monitoring advocacy - WWF 

Monitoring and Evaluation Advocacy, Companion to Advocacy Toolkit - Unicef 

Measuring UP - HIV Alliance 

A User’s Guide to Advocacy Evaluation Planning - Harvard College.  

 

 

 

 

 

 

 

 

 

  

http://www.panda.org/standards
http://www.panda.org/standards
https://www.unicef.org/evaluation/files/Advocacy_Toolkit_Companion.pdf
http://www.aidsalliance.org/assets/000/000/686/477-Measuring-Up-A-Guide-for-Learners_original.pdf?
http://www.hfrp.org/content/download/3460/99060/file/UserGuideAdvocacyEvaluationPlanning.pdf
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Appendices 

1) Post-2015 Development Agenda Policy and Advocacy Strategy 

The below Action Plan Summary is a worked example of use of terms and definitions (see Table 1). It 

was taken from the WWF Post-2015 Development Agenda Policy and Advocacy Strategy project 

which was designed to support the WWF network to effectively influence the Post-2015 

Development Agenda negotiations through coherent and strategic global policy and advocacy work 

leading to the September 2015 United Nations Sustainable Development Summit. 

Action Plan Summary 

Vision Statement. 

A global agreement sets the enabling conditions for all countries to implement national 

development plans that are increasingly sustainable and enables the achievement of 

WWF’s mission on the ground. 

Goal: 

WWF works to ensure that Heads of States agree to a universal Post-2015 sustainable 

development agenda in September 2015 that integrates effective and measurable 

environmental targets and guides financing and accountability for sustainable development 

through a universally applied framework. 

Objectives: 

By September 2015: 

1. Strong relationships of influence exist between WWF offices and relevant post-2015 
decision-makers in at least 20 national capitals and influencing Member States 
positions on post-2015; 

2. WWF positions and recommendations on post-2015 core issues (on integration, 
adequate balance of the three pillars of sustainability, accountability, finance for 
development, data collection, indicators) are regularly and effectively shared with 
relevant stakeholders in a majority of UN countries, with deeper follow-up in at least 
20 priority countries, and are influencing negotiations; 

3. Countries are using positions and language that reflect WWF recommendations in 
their own national positions in negotiations and relevant international dialogues. 

4. WWF is well placed as an implementer of the post-2015 sustainable development 
agenda in the national and international context due to increased contacts with 
relevant Ministries and Agencies.  

Intermediary internal results: 

By 1 March 2015: 

1. Policy capacity in select WWF offices is strengthened to influence national decision-
makers in capitals on post-2015 work; 

2. Advocacy objectives are defined for individual negotiation sessions at UN 
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2) International Development Unit Theory of Change 

The example below, taken from the WWF-UK International Development Policy Projects, shows how 

the effects of dynamic complexity can be reduced through use of a simple diagram.  It can be 

created using Word, PowerPoint or Visio. 

 

Headquarters in New York as well as in priority international dialogues; 

3. Relevant WWF One Voice policies and overarching positions are in place on 
integration, accountability, finance and data/indicators. 

Policy and advocacy teams are defined for all relevant negotiation sessions at UN 

Headquarters in New York as well as in priority international dialogues; 

Strategies 

1. Building internal political capacity to engage effectively relevant external actors; 

2. Making the case that economic growth and poverty eradication requires biodiversity 

and sustainable use of natural resources; 

3. Influencing governments to adopt and push for WWF positions; 

4. Leveraging partnerships with relevant governments, IGOs, CSOs, local civil society 

organisation. 
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3) Threat and Stakeholder Mapping – Mekong 

The below shows a worked example of stakeholder mapping  carried out for the HSBC partnership in 

the Mekong.  

 


