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Abstract 
Advocacy is one of the most powerful functions of non-profit organizations, enabling them 
to shape policies, public opinion, and social norms. This Teaching Paper presents a 
structured framework for designing and implementing NGO advocacy strategies that 
connect issue definition, goal-setting, stakeholder mapping, message framing, tactical 
choices, and monitoring. Drawing on research in advocacy studies and practical insights 
from non-profit practice, the paper emphasizes the importance of adaptive design—
balancing technical expertise with grassroots legitimacy. A case study illustrates how an 
NGO applied this framework in education policy reform, highlighting successes and 
challenges. The resource equips practitioners, scholars, and students with a replicable tool 
for building strategic advocacy campaigns, while also encouraging critical reflection on 
risks, limitations, and long-term sustainability.

Keywords 
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Executive Summary 
Advocacy requires NGOs to operate at the intersection of technical expertise, political 
navigation, and grassroots engagement. This Teaching Paper offers a practical and 
academically grounded advocacy framework designed to help organizations build 
structured, evidence-based campaigns. The framework includes seven stages: issue 
definition, goal setting, stakeholder mapping, message framing, tactics and channels, 
resource planning, and monitoring and evaluation. Each stage is supported by both 
scholarship and practice. A case study illustrates the framework in action, while reflection 
questions and tips address common challenges. For practitioners, the framework offers a 
ready-to-use tool; for scholars, it links advocacy theory to field practice, demonstrating the 
dynamic interplay between research and activism.

Purpose and Learning Objectives 
• To introduce a structured advocacy strategy framework for NGOs.
• To demonstrate how to link policy objectives with actionable strategies.
• To highlight the importance of contextual adaptation and grassroots legitimacy.
• To encourage reflective practice on challenges and risks in advocacy.

Background and Context 
Advocacy has been defined as “the pursuit of influencing outcomes—including public 
policy and resource allocation decisions—within political, economic, and social systems 
and institutions” (Coffman, 2007). Scholars such as Bryson (2018), Drucker (1990), and 
Patton (2011) stress that effective strategies must be both systematic and adaptive. Gaventa 
(2006) highlights the importance of linking grassroots voices to formal decision-making 
processes, while Andrews et al. (2017) argue for problem-driven iterative approaches to 
policy reform. Taken together, this scholarship shows that NGOs must balance rigorous 
planning with flexibility, ensuring legitimacy through participation and credibility through 
evidence.

Practical Guide: Advocacy Strategy Template 
1. Issue Definition — Identify the policy problem, supported by credible research and 

community evidence.
2. Goal Setting — Define clear goals (policy reform, agenda-setting, norm diffusion).
3. Stakeholder Mapping — Analyze allies, opponents, and decision-makers.
4. Message Framing — Develop narratives tailored to cultural and political contexts.
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5. Tactics and Channels — Choose insider (policy briefs, consultations) and outsider 
(media, protests) strategies.

6. Resource Planning — Allocate staff, funding, networks, and expertise for sustained 
advocacy.

7. Monitoring and Evaluation — Establish indicators of influence (media coverage, 
coalition growth, policy adoption).

Case Study 
A youth-focused NGO in Southeast Asia applied this framework to advocate for curriculum 
reform to integrate climate education.

• Issue definition: Rising climate vulnerability among youth with limited school 
coverage.

• Goal: Secure inclusion of climate literacy modules in national curriculum.
• Stakeholder mapping: Ministry of Education, teachers’ unions (allies), textbook 

publishers (neutral), conservative parent groups (opponents).
• Message framing: Positioned climate education as future workforce preparation 

rather than ideological agenda.
• Tactics: Combined insider briefings with policymakers and outsider student-led 

campaigns on social media.
• Resources: Mobilized volunteer educators and small grants for research 

dissemination.
• Monitoring: Tracked mentions in parliamentary debates and gradual inclusion of 

climate topics in pilot schools.

Common Challenges and Tips 
• Overambition: Avoid unrealistic goals; focus on achievable milestones.
• Stakeholder resistance: Map opponents early and craft pre-emptive narratives.
• Resource constraints: Leverage coalitions and volunteer expertise.
• Evaluation gaps: Define indicators at the start to measure influence effectively.

Reflection Questions 
1. How can NGOs balance insider and outsider advocacy strategies in different political 

contexts?
2. What role does grassroots legitimacy play in ensuring advocacy credibility?
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3. How can monitoring and evaluation be adapted to capture “soft” advocacy wins (e.g., 
agenda-setting)?

4. What ethical considerations arise when framing advocacy messages for political 
resonance?

Limitations and Considerations 
• Framework assumes some organizational capacity, which may not exist in smaller 

NGOs.
• Political environments vary; what works in one context may backfire in another.
• Advocacy outcomes are often long-term and indirect, complicating measurement.

Academic Value 
This Teaching Paper bridges theory and practice by synthesizing scholarly insights and 
field-tested advocacy tools. It offers a structured framework for teaching advocacy strategy 
in academic programs, while also serving as a practical toolkit for NGOs. By including both 
conceptual grounding and applied case material, it enhances learning for students, 
practitioners, and researchers.

Conclusion and Next Steps 
NGO advocacy is both an art and a science, requiring rigorous planning, adaptive strategies, 
and a deep connection to grassroots legitimacy. This Teaching Paper equips readers with a 
structured template that can be tailored to diverse contexts. Future research should explore 
how digital technologies, transnational advocacy networks, and shifting political landscapes 
reshape advocacy strategies.
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