
                   Campaign Strategy Workshop

This workshop is a basic introduction to campaign strategy – tools you can use to help achieve the end goal - a campaign win!

TOTAL TIME

      90 Minutes

WORKSHOP GOALS

· To give participants an overview of how to put a campaign strategy together & tools to aid the development of a strategy

· To develop an understanding of campaign strategy principles & use of a strategy chart

· To have fun!

MATERIALS NEEDED

· Lots of large sheets of paper (use butchers paper or re-use old posters)

· Coloured and black textas, masking tape, blu-tack, drawing pins, spare pens 

· Copies of Midwest Academy Strategy Chart, enough for all participants

· 4 or 5 Large Power Map matrices 

· Post It notes or small bits of paper and blu tac

HOW TO PREPARE

· Print out enough copies of handouts

· Go through the workshop with your co-facilitator, review the agenda, divide up sections, get to know each others training style and strengths.

· Check in with the organiser of the training/event to find out more about the group’s experience level and the makeup of the group, and to confirm logistical arrangements – ask where the toilets are, food/drinks.

· Read over hand-outs so you know what’s in there.

· Set up the room and arrange chairs in a circle

· Write up the Agenda and Goals (next page) on large sheets of paper and put on wall or board so everyone can see

Agenda:

Welcome and introductions

Blanket Game

Why Use a Strategy

Strategy Chart

Goals and tactics 

Power Mapping

Close and Evaluation

Goals:

To give an overview of how to put a campaign strategy together & tools to aid the development of a strategy

To develop an understanding of campaign strategy principles & use of a strategy chart

To have fun!

WORKSHOP DESIGN

Time


Exercise and description                                                                  

10 Minutes

Welcome and introductions

Introduce the trainers, create a welcoming space for participants. Overview the workshop plan (agenda) with the group. 

10 Minutes

Blanket Game




Icebreaker with a learning about Strategy

10 Minutes

Why Use a Strategy

20 Minutes

Strategy Chart

15 Minutes

Goals and tactics 

Use paired listening to hear others experiences of tactics Explain SMART goals

12 Minutes

Power Mapping




Map out scenario in small groups

5 Minutes

Close and Evaluation

Get feedback on how the training went, and provide a closing for the training.

Introduction





  [Time: 10 mins]

GOALS 

Introduce the facilitators, create a welcoming space for participants.

Let people know what to expect from the training by reviewing agenda and goals. 

Go through housekeeping.
RUNNING THE EXERCISE
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Welcome the group into the space.  Introduce yourself to the group, giving any information about your experiences with facilitation you want to share. 
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(I usually say something along the lines of;)

 “I’m/we’re not an expert on campaign strategy, there’s still lots of things I/we can learn – this workshop is designed to facilitate everyone sharing their knowledge and skills about the given topic so everyone can learn something; including the facilitators”.

 “Going around the circle, please introduce yourself briefly, and say one thing you hope to learn from this training or what you’d like to get out of it.”

[image: image3..pict]
Write up what people hope to learn from the workshop/get out of it on some butchers paper on the wall. 

[image: image4..pict]
Pay attention to what people say they want to get out of the training. It can help you get a sense of how experienced the group is in this   area, and help you to tailor the training and debrief the exercises to meet people’s needs.

Go through the goals first, then the agenda with the group. Just give a broad overview of each exercise or section, rather than an in-depth description. 

“Are there any questions about things that are or aren’t covered in this workshop?”


Answer any questions before moving on to the next exercise. 

Blanket Game



   

[Time: 10 mins]

GOALS 

To introduce the need for strategy while having fun.

Give participants an experienced sense of goals/objectives versus tactics versus strategy.
RUNNING THE EXERCISE

Move to an adjacent space to do game. Place a blanket on the floor. Have group stand on the blanket (they should be only slightly packed on the blanket).


“This game is about defining tactics, objectives/goal and strategies in a fun way! Can everyone stand on the blanket please? Now the challenge is to turn the blanket over without anyone ever stepping off it. (So no leaving the blanket, leaning on walls, etc.) 

“Any questions/clarifications?”

Allow group enough time to complete the challenge. If the group steps off the blanket, or someone steps on the ground, start over again. It's a very do-able task!
After the group completes the task successfully, help the group self-reflect. Since it's a short exercise the debrief may be short, too. But make sure to give some space for an immediate reactions or feelings. Then focus the group on looking at the questions of: "What was the goal? Tactic? Strategy?"


“How did that go for everyone?” (ask a few different people to respond, maybe a third of the group.)

"What was the objective/goal?” 

(only a few need answer.) 

“What was the Tactic?” 

“What was the Strategy?"

(Briefly summarise)

“In this case the goal/objective was given by the facilitator – flip the blanket over – the strategy was the method devised to achieve the goal and the tactics were the particular ways the group implemented the strategy” 


Move back into the main circle of chairs/sitting space.


Where this tool comes from:
Training for Change 

from trainer Nadine Bloch nbloch@igc.org; based in USA.

Why use a Strategy?


   


[Time: 10 mins]

GOALS 

To get participants to explain campaign strategy elements – vision, strategy, objectives & tactics.
RUNNING THE EXERCISE


Wait for everyone to be sitting back in the circle. 


“Now let’s start by breaking it down; this section is designed to get you thinking about how you can view your campaign as including the elements of vision, strategy, objectives and tactics. 

“So just a quick brainstorm; can someone shout out a tactic that they’ve used before in their campaigns? Ie -  a getting petitions signed”

Have co-facilitator or another person - Write up on board/butchers paper with column headings of TACTIC


“Why might that tactic be used?”

(write up answer in next column)

“So that’s an objective. We can think about campaign strategy in terms of a staircase. If objectives are the individual stairs, a tactic is something we use to move from step to step. Our campaign strategy is like the whole staircase; it’s a long-term plan of how each objective fits into a plan of how we’ll achieve our ultimate vision.”


Have co-facilitator draw staircase picture


“So hopefully now we can all see that a strategy is our overall roadmap, or staircase, to achieving our vision.  An example of a successful campaign strategy is the one used to….(use example of a good strategic campaign you are familiar with)

“Why do you think that having a strategy is important? We’ll do a popcorn brainstorm so just shout out what you think.”


(DO) Write up brainstorm answers.

Some sugesstions;

(gives us measurable objectives to check against, gives us a direction, something we can share with new people about the campaign, something we can review and change as we go as circumstances change)

“So there’s a bunch of different reasons why we have strategies so we can see them as a pretty important part of a campaign.”

Strategy Chart




   

[Time: 20 mins]

GOALS 

To develop understanding of strategy guidelines & use of strategy chart.

Illustrate how each stage of the strategy is interdependent.

RUNNING THE EXERCISE


Distribute Midwest Academy Strategy Chart to everyone 

This is an example of a Strategy Chart from the Midwest Academy. It outlines 5 areas to consider when putting together a strategy.”

“Going around the circle can you read out the first point under Goals, and so-on?”


Look around at people as they’re reading out the chart to see if anyone doesn’t understand. If people look concerned try to explain the point a little more. Or ask if anyone can clarify it. 


Campaign goals are different from organisational goals – in this spreadsheet organisational goals don’t go in the first column but in the second.


Put up poster on wall that summarises each column with the following;

* Goals – The victory you want to win


* Organisational Considerations – What you have to put into the fight and what you want to get out of it organisationally. 


* Constituents – Who supports you


* Targets – Who can give you what you want


* Tactics – The things that you and your constituents do to the target to make them give you what you want. 


“There is interdependency between the columns so that often you can’t fill in one column without knowing what is in another. For example, the tactics you choose will depend on who your constituency are and what their experience is and the goals you want to achieve. The goals you think you can achieve depend on your organisational strength at the time, who the target is and how much is will cost them to give you what you want. And the targets you decide to focus on will depend on who your allies are focusing on.”

There are a couple of key points to emphasize;

1. All of this is underpinned by your theory of change. This tool will yield different strategies contingent on your theory.

2. No strategy can be set in stone and rigidly applied. It is a guide and needs constant adjustment. 

Where this tool comes from:
Midwest Academy

http://www.midwestacademy.com; based in USA.
Goals & Tactics
   



   

[Time: 15 mins]

GOALS 

To share experiences

To reiterate difference between goals and tactics
RUNNING THE EXERCISE


Spilt group into pairs for paired listening exercise


“Now to get a bit of background from you, we’ll spilt into pairs – preferably with someone you don’t know - and share a story or anecdote about a campaign they’ve been involved in, or heard of.”

“So we’ll do this using active listening, so one person talks and the other just listens, without talking back, then swap.” 

“In your pair with about 3 minutes each, Can you think of how strategy was used – or not used? What was a tactic used in the strategy? I’ll signal when 3 minutes is up and you should change over”


Bring everyone back into the group and invite people to share something that they or their partner said.


“We use tactics as a means of achieving the goals/objectives of the strategy. There are a few tools that can help us be more effective in achieving these. One of these is to use SMART goals. Can someone explain what we mean by SMART goals?”

(SMART goals: Specific, Measurable, Achievable, Realistic, Time-specific.) Some people might have slightly different definitions, so write these next to your definitions on butchers paper.

“It’s important to consider the pathway for your overall campaign goals and the tactics you use to achieve those. 

A tool to guide this is critical path.  A critical path is a series of goals.  In a critical path the first goal once achieved makes the second goal more achievable and so on.  In student organising, campaigns are often short in duration, so we often use a bastardisation of the critical path tool to map out a timeline of tactics that make it easier to achieve the campaign goal.”


For a more comprehensive description of this tool search for critical path on the Change Agency’s website

Where this tool comes from:
Created by Sam La Rocca and James Whelan (The Change Agency) and Daniel Hunter (Training for Change) 

www.TheChangeAgency.org. www.TrainingForChange.org.
Power Map



   

[Time: 10 mins]

GOALS 

Introduce concept of power mapping

Practice using power mapping in small groups

RUNNING THE EXERCISE


Power Mapping is a tool that can help us figure out who our allies, opponents and targets are. From it we can estimate how much power we need to build in order to get our target to give us what we want, and who might help us or hinder us in doing so. 


Show power map drawn on butchers paper

“So the power has two axis’s: horizontally supporting or opposing the goal and vertically the amount of power or influence in terms of the goal.” 

“Now we’ll practice using this tool in small groups, so can everyone stand up and get into groups of 3 or 4 people. Now find a place where you can be comfortable away from the other groups.” 

“In your groups decide on a campaign goal together. A question to focus your group  -  “What is the main outcome your campaign hopes to achieve?”


Give the groups a minute to decide on a campaign goal. 

Once you’ve got the goal write on separate post-it notes the names of organisations and people that you might need to engage in order to achieve this outcome. 

Start with yourself and the main decision-maker/s.

Pin up other groups/individuals suggestions on the board/wall from power mapping pdf. Hand a piece of butchers paper with the matrix already drawn to each group along with post it notes


So you’ve got about 5 minutes, put all the stakeholders relevant to your objective on your matrix. Try to position the notes according to the relationships that exist between them. Consider the relative power of the stakeholders in your campaign.  Who is closest to the key decision makers? Move them around. Your group members can help clarify power relationships by questioning you as you go along. 


Give the groups time to work on their own then wander around to the different groups and offer support. After 5 minutes…

“Before we come back to the circle Can each group nominate someone to report back the campaign goal and two or three people or organizations that hold power and who you might successfully influence or build strategic relationships with?”   

“Bring the butchers paper up and we’ll pin it to the wall/board.”


Go through points from each group. If people talk for more than a minute, remind them this is just a quick report back about the 2 or 3 key points. 


“It’s important to continually repeat this process in a strategy because circumstances change leading to different positions of players on the power map.  We can relate this back to the Midwest Academy Chart to fill in a bit about the allies/constituency/enemies and also some of the target/ secondary targets column.  If we did the next step of trying to figure out how we could get some of the players to shift then we would be starting to deal with campaign tactics.”

Where this tool comes from:
Adapted by James Whelan of The Change Agency

from Environmental Advocacy

http://www.thechangeagency.com
www.environmentaladvocacy.org, based in the USA.

Wrap up and evaluation




[Time: 5 mins]

GOALS 

To hear participants thoughts on workshop structure, content, facilitation in order to improve on the workshop for next time.
RUNNING THE EXERCISE


Okay, that’s the end of the workshop, thanks for coming I hope you all got something out of it.   Just to recap, we played a game to introduce the concept of strategy and then defined strategy.  We then introduced the Midwest Academy Strategy chart and differentiated between goals and tactics and introduced SMART Goals.  Finally, we played with the power mapping tool.

Before everyone leaves we’d like to do an evaluation of the workshop so we know what worked and how we can improve on it for next time.


Write on two big pieces of paper: “Things I enjoyed” and “Things that could be improved”.  Give an over view of the material covered in the workshop, reminding people of what has been discovered through the process.  Thank people for attending and ask people to fill out the evaluation sheets.


“Here are a couple of pieces of paper, if you could just take a moment to fill out what you enjoyed and what could be improved that would be great.  This is a learning experience for me/us too!”

Stand back from the people filling out the paper, so they have the space to feel free to say what they want to say.  Allow time to mingle and let people ask you questions at the end.
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