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Foreword

The California Endowment recognizes that no single policy or systems change will
achieve our goals. Rather, we believe that many policy, system and organizational
changes are necessary at the local, state and national levels to achieve these goals. We
also believe that everyone has a role to play and that all organizations can contribute to

a change process.

In order to help build the capacity of our partners to elevate our collective goals and
put forth solutions, The Endowment’s Communications and Public Affairs Department
and the Center for Healthy Communities have developed Communicating for Change as
part of the Center’s Health ExChange Academy. The Communicating for Change series
is designed to provide advocates with the resources they need to effectively use media
advocacy and other strategic communications tools to ensure that their policy goals for

improving the health of California’s underserved communities remain in the spotlight.

Special thanks are due to the team at Berkeley Media Studies Group and all the other
partners who participated in the design of this curriculum, which we hope will help you

amplify your voices for change.

Sincerely,

L

Robert K. Ross, M.D.
President and Chief Executive Officer
The California Endowment



The Health ExChange Academy’s Communicating for Change training series will help advo-
cates learn to engage the news media strategically. Whether the goal is increasing state funding
for physical education programs or requiring hospitals to provide language access services,
advocates can harness the power of the news media to amplify their voices, reach policy-
makers and advance their policy goals. This seven-session training series, which combines
advocacy case studies with hands-on activities, will help advocates develop their media strate-
gies and the skills needed to engage the news media effectively. The goal is to learn how media
advocacy strategies can best support policy-change efforts to create healthier communities.

By sharing strategic and tactical decisions of veteran advocates throughout California, the
trainings will prepare participants to develop their own media advocacy plans. Course partici-
pants, for example, will learn to:

o develop a media strategy that supports their advocacy goals

o frame the issue to include a role for institutional as well as individual
responsibility in solving community health problems

« write concise messages that get reporters’ attention
« speak confidently and succinctly with the news media

» become a resource for reporters by providing trusted research, interesting
news stories and articulate spokespeople

o create news on their issue at strategically important moments

« use the latest communications tools, such as blogs, viral marketing and e-flicks,
to engage allies during the policy-change campaign

After the trainings, the user-friendly manuals can be shared with other leaders in participants’
organization or advocacy coalition. The manuals include take-home tools, such as strategic
planning worksheets and group exercises, to help advocates put these concepts into practice
in their own campaigns.

This manual is for participants of the second training session of the Communicating for Change
curriculum, Module 2: Planning Ahead for Strategic Media Advocacy. The topics for the other
six training sessions are listed in the Curriculum Overview on the next page. We hope you
enjoy this training and that it helps you reach your goals of creating healthier communities
across California.



Module 1: Making the Case for Health with Media Advocacy

Module 1 introduces how to use media advocacy strategically to advance policy. Participants
will learn to recognize the news media’s role in shaping debates on community health. They
will clarify their overall strategy and learn how it relates to a media strategy, a message strategy
and a media access strategy. This will be the basis for subsequent trainings.

Module 2: Planning Ahead for Strategic Media Advocacy

Module 2 takes participants through each step of developing a media advocacy plan: setting
goals and objectives, identifying strategies and tactics, assessing resources, determining time-
lines, and specifying who will do what. Participants will learn to integrate communications
planning organizationally and develop timely, proactive news coverage.

Module 3: Shaping Public Debate with Framing and Messages

Module 3 explains framing—what it is and why it matters—and helps participants apply that
knowledge to developing messages in advocacy campaigns. Participants will practice framing
a range of community health issues to support policy change.

Module 4: Creating News that Reaches Decision Makers

Module 4 explores different news story elements so participants can get access to journalists
by emphasizing what is newsworthy about their issue. Participants will explore how to create
news, piggyback on breaking news, meet with editorial boards, submit op-eds and letters to
the editor, and develop advocacy ads.

Module 5: Engaging Reporters to Advance Health Policy

Module 5 gives participants intensive practice being spokespeople for their issue, including
on-camera training. Participants will learn to anticipate and practice answering the tough
questions reporters ask.

Module 6: Targeting Audiences with New Communication Tools

Module 6 gives participants a tour of the latest communications tools, including blogs, e-flicks
and viral marketing, so they can tailor their advocacy communications to specific goals and
audiences.

Module 7: Training Allies in Strategic Media Advocacy

In Module 7 those who want to train others in their organization learn interactive techniques
for teaching media advocacy.
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Imagine you learned today that policymakers will debate your policy
proposal next week. What would you need in place to take advantage
of that opportunity?

 Are spokespeople ready to make your case to policymakers and the
news media?

« Have press kits and advocacy materials been created to explain
your perspective and policy goal?

 Have you established relationships with reporters who can high-
light your issue at crucial moments?

« Is your organization prepared to make strategic decisions quickly?

Your wish list may be longer, but if you don’t have a lot of time it won’t
do you much good. Planning your media advocacy efforts before such
opportunities arise can help you anticipate what you will need to make
your case effectively when opportunities appear.

This module presents seven tips to guide your media advocacy plan-
ning. Whether you write a comprehensive plan or simply hold a series
of discussions to develop your strategies and work plans, this manual
will help you think far enough ahead to take advantage of the media
advocacy opportunities that can advance your goals.

In this training participants will:

explore how to engage the media strategically to advance
advocacy goals

assess their organization’s communications capacity and strategies

learn how communications planning can increase
organizational effectiveness

create a media advocacy plan and supporting materials

develop relationships with other California advocates
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TIP 1: Take Stock of Where You Are

Your media advocacy plan should build on your assets and account for
your challenges. What expertise, publications or relationships do you
have? Where will you need to invest resources? You can find realistic
and creative ways to support your advocacy efforts by planning your
media work strategically.

TIP 2: Let Overall Strategy Set the Course

Make sure your media advocacy plans advance your overall advocacy
goals. Who has the power to make the change you want? Is media the
best way to communicate with that target? Decide that first, before
worrying about how to get media attention.

TIP 3: Bring Along the Right People

Who decides your advocacy, fund-raising and communications goals?
Who carries out those plans? Involve key staff and allies in strategic
discussions so you can make quick decisions as the policy debate on
your issue changes course.

TIP 4: Map Your Way

Your media advocacy plan is a general road map that sends you in the
right direction. Look ahead to see when spotlighting your issue may
advance your advocacy goals. Plan for what you will need to make the
case effectively. Whether you chart a few goals or create a detailed plan,
the process should move you from strategic idea to clear action.

Communicating for Change | Planning Ahead for Strategic Media Advocacy



Seven Tips to Get You Started Creating a Strategic Media Advocacy Plan

TIP 5: Invest in the Trip

Build the capacity of your staff and allies to carry out the plan. Devel-
op relationships with reporters at media outlets that will reach your
target audiences. Conduct research and create materials that make
your case compellingly. Secure new resources to achieve your media
advocacy goals.

TIP 6: Take Advantage of Opportunities

Putyour plan into action. Know who will do what, by when and how. Seize
opportunities to reach your target audience and reframe the debate.

TIP 7: Don’t Be Afraid to Change Direction

Plan ahead, but prepare for the unexpected. Breaking news or shifting
politics may call for a change of course. A truly strategic media advoca-
cy plan is never fixed, but evolves as your advocacy campaign evolves.
Evaluate your situation and goals throughout the campaign.
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A good chef looks into the cupboard and makes a list of what he or
she has on hand and needs before cooking a meal. Worksheet 1, the
ACTION Assessment, in the back of this manual can help you look
into your organizational “cupboard” to prepare for creating a media
advocacy plan. You will take stock of your existing strengths, internal
challenges, external threats, information needs and potential next steps.
Knowing your organizational and political situation will help you build
appropriate and effective media advocacy strategies.

You may have already taken stock in this way as part of creating an
organizational strategic plan or a campaign-specific advocacy plan. In
that case, terrific! Now focus on the assets and challenges that relate to
media goals.

a range of allies who can speak to the importance of your
policy goal

strong relationships with reporters at important news outlets

the ability to quickly mobilize community members for
public action

a well-organized opposition with compelling arguments
a limited budget for research, staff training or advocacy materials

a crowded news environment that is difficult to break into
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TIP 1: Take Stock of Where You Are

Be realistic about your staff capacity, budget constraints and political
challenges. Commit to what you know you can do but still outline a

few tactics you would employ if circumstances changed. By planning
ahead, you've got time to attract new resources and think creatively
about how to use your assets. Later in this manual we will highlight the

key areas in which to build organizational capacity, but first let’s turn to
your overall advocacy goals.
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TIP 2: Let Overall
Strategy Set the Course

Make sure your

media advocacy plans

advance your overall

As presented in Module 1, media advocacy planning involves a series of
advocacy goals. group discussions and decisions that we suggest making in four stages:
the layers of strategy.

MEDIA ADVOCACY LAYERS OF STRATEGY

OVERALL STRATEGY

e Define the problem you want to address.

e Clarify the policy solution for which you will advocate.

e Identify the target with the power to make that change.

e Name the allies who can help make your case.

e List the advocacy actions you will take to influence the target.

MEDIA STRATEGY

¢ Identify the best methods to communicate with your target.

¢ Decide whether or not engaging the media will advance your overall strategy.
¢ Find the media outlets that will best reach your target audiences.

e Compile the media tactics you will employ.

MESSAGE STRATEGY

® Frame the issue to reflect your values and support the policy goal.

¢ Create a message that describes the problem, the solution and why it matters.
® Develop a plan to assess and improve the effectiveness of your message.

¢ Decide who will convey your message.

e Identify the materials you will need to make your case.

MEDIA ACCESS STRATEGY

¢ Determine when media attention could affect the policy process.

e Figure out how you will gain access to the media.
e Prepare newsworthy story elements to offer reporters.
e Establish a plan for capturing and reusing coverage.
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Worksheet 2 at the back of this manual will help your group discuss
key questions for developing each layer of strategy. For more in-depth
help developing an overall and media strategy, see Module 1. Modules
3 and 4 focus on message strategy and media access strategy, respec-
tively. Our goal here is to show how planning can help advocates refine
and carry out these strategy decisions.

At the start of any advocacy campaign you decide your overall strat-
egy — the policy change you want to see and how you will get there.
Then you are ready to consider your media, message and media access
strategies. As the Q&A below illustrates, keeping your eye on the prize
will help you evaluate your options strategically.

Question: Is pursuing media attention a smart choice?

Answer: That depends on whether your target is responsive to direct
communications tactics such as in-person meetings or letters. If not, it
may be time for the public attention news coverage can bring.

Question: Do we want coverage in a business journal or in the
Sacramento Bee?

Answer: That depends on who has the power to make your desired pol-
icy change. Is it a local business executive or a Sacramento legislator?
You may use different media outlets to reach your primary target — the
person with the power to make the change — versus your secondary
target, those you need to mobilize to put pressure on your target.

Question: Should the tone of our paid ad be confrontational?

Answer: That depends on what type of relationship you are trying
to foster with your target. Have polite, private conversations stalled?
What risk makes sense for the short- and long-term effectiveness of
your effort?

Question: When might news attention best serve our advocacy goals?

Answer: That depends on whether your target is a school board that
meets monthly or a city zoning commission that makes decisions once
a year.

Communicating for Change | Planning Ahead for Strategic Media Advocacy
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While you may sketch out all four layers of strategy at the outset of your
campaign, expect to revise them along the way. As the case study of
the campaign to get San Francisco MUNI to replace dirty diesel buses
shows, if your overall strategy changes during the campaign, so must
your media, message and media access strategies (see sidebar). A truly
strategic media advocacy plan is never fixed, but evolves as your advo-
cacy campaign evolves.

WANTED:

OFF THE STREETS OF SAN FRANCISCO...

584 Fiye

..DOZENS OF OLD, UNHEALTHY,
UNRELIABLE MUNI DIESEL BUSES

.@-,, Pollution from MUNI’s old, unhealthy diesel buses is
“* known as a major contributor to Asthma and Lung Cancer.

@3) A recent study found that 1 out of 3 of MUNI's diesel buses
¥ are so old that they should be replaced immediately.

IF YOU RIDE THESE BUSES CONTACT MUNI
GENERAL MANAGER MICHAEL BURNS AT
(415) 554-4129 IMMEDIATELY AND URGE HIM TO
GET THE OLD DIESEL BUSES OFF THE ROAD NOW!

Target 1: The Board of Supervisors



TIP 2: Let Overall Strategy Set the Course

in the future. At that point; MUNI had missed two deadlines to apply for local air district funds to
purchase cleaner fueled.buses and had delayed instituting a pilot program to test natural gas buses
for four years. Eventually MUNI complied with the research mandate, but its report discredited all
alternative fuel options..MUNI argued that San Francisco’s steep hills would prevent the popular
option of natural'gas from being feasible, despite it being used in other cities. Under pressure, MUNI
did agree to.a timeline for replacing-older diesel buses:

The coalition ‘was skeptical that MUNI would ever implement this bus replacement plan. The report
on the feasibility of alternative fuel options-had taught advocates a powerful lesson. As an inde-
pendent agency MUNI -could control the debate on what was necessary and feasible by limiting the
data it released on'its fleet operations.

The coalition decided to improve the power balance bycorrecting the information imbalance. In an
earlier debate, MUNI downplayed the environmental and health damage done by diesel exhaust by
arguing that most of the bus fleet in operation was the cleaner burning diesel buses purchased since
1997. MUNI claimed that the oldest, dirtiest diesel buses were only used in emergencies.

The Dump Diesel Coalition decided to do its own study. For one week in March 2003 advocates
tracked buses leaving two main MUNI lots for their morning runs. They logged ID numbers of each
bus leaving the:lot and used public information requests and purchase logs to determine the type
and age of buses. By tracking every bus for. the same time period and observing multiple locations
on multiple days, the coalition created a study that was credible, defensible and fair. The results of
this survey showed that one out of every three buses being used were beyond their “useful life” of
14 years. The study also found that, instead of being used only as an emergency fleet as MUNI had
publicly claimed, the oldest and dirtiest diesel buses were in fact in regular, daily use. The coalition
had collected the data it needed to make its case.

Since-efforts to work directly with MUNI and the Board of Supervisors had not led to significant
changes; the coalition developed a media strategy to create pressure on both agencies. Its first media
tactic was to create news on this issue by holding a press conference outside MUNI headquarters. The
location provided a good visual and the coalition also gave reporters a range of authentic voices to
interview. Speakers included members of the Board of Supervisors, health and environmental experts,
and-advocates from Bayview Hunters Point, a neighborhood that housed one of MUNI's largest bus lots
and suffered more than most from idling diesel buses. The coalition gave the San Francisco Chronicle
an exclusive early release of the report. This resulted in a news story that captured the coalition’s
perspective. This exclusive arrangement also began a relationship with a reporter who continued to
follow the story as‘it-progressed. The event:was successful in generating: news coverage critical of
MUNI's actions and raising the profile of the harm of MUNI's diesel buses.

Unfortunately, the coalition still did not have the political power it needed. Despite growing support
from the San Francisco Board of Supervisors, the Dump Diesel Coalition was discouraged. After two
years, MUNI had not taken substantial actions to improve its fleet. Ultimately, MUNI is an indepen-
dent agency and the Board of Supervisors has limited oversight. The coalition decided it was time
to_change its strategy and target MUNI decision makers directly.
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Since 'MUNI had been unresponsive in previous attempts to work with the coalition directly, the
coalition developed an advocacy strategy centered on increasing public.pressure on the agency. The
new overall strategy of getting direct action from MUNI meant rethinking the media strategy and
developing new tactics.

In the summer of 2003, the Dump Diesel Coalition purchased ad space in San Francisco bus shelters
with the goal of increasing public pressure on MUNI. The hard-hitting ad took the form of a “Wanted”
poster, showing the pollutants spewing from MUNI buses. The coalition chose to place the ads in three
strategic locations that would be seen.by a large number of MUNI riders, political decision makers,
and MUNTI officials (e.g., outside MUNI headquarters and city hall, and in the financial district).
The overall strategy 'was to pressure MUNL directly by-asking riders to call the executive director
of MUNI (the ad featured his private office line). The coalition supported this community organiz-
ing tactic with communications materials such as the “Toxic Pass,” which was cleverly designed to
mimic a MUNI monthly “Fast Pass” and was handed out at bus shelters. The “Toxic Pass” described
the dangerous health effects of MUNI's diesel bus fleet in language relevant to people who ride the
buses regularly:

The tone of this:media strategy was intentionally confrontational. The coalition wanted quick, tan-
gible action from MUNI: officials to- move the issue forward. MUNI responded by quietly pressuring
Viacom, the company in'charge of bus shelter advertising, to reject the ads. A clause in-MUNI's con-
tract with Viacom gave it this option. The advocates had done their homework-and knew that Viacom
had accepted ads from: political and nonprofit causes in the past. The coalition had a lawyer write a
letter to MUNI and Viacom hinting at:legal action for its possibly discriminatory actions.

Then, the coalition gave the story to two top political.columnists at the San Francisco Chronicle, who
ran the item as the top story in'their. column along with a reproduction of the “Wanted Dirty Diesel
Bus” ad. Within 48 hours of the news report, the head of MUNI signed off on Viacom accepting the
ad. The media strategy of purchasing advertising had a powerful earned media benefit: a news story
about the controversy over the ad. But the controversy over the ad wasn’t the only thing discussed
in.the story..The coalition also got the opportunity to explain why they purchased the ads and to
repeat its policy goal of eliminating diesel buses.

As a result of the ad and continued community organizing, the coalition gained more support from
its city hall allies, discouraged MUNI from:asking for more money for diesel buses, and made diesel
a dirty political word. For its part, the Board of Supervisors stepped up its-effort to resolve this
problem by bringing in the Transportation Authority to act as an independent negotiator between
MUNI and the Dump: Diesel :Coalition.

Two years after the coalition’s initial request for MUNI to phase out diesel buses, MUNI had yet to
take significant action to clean up its fleet. So the coalition once again changed its strategy. This
time, the target was the people of San Francisco. The Dump Diesel Coalition placed Proposition I on
the March 2004 ballot. The initiative required MUNI to comply with an official plan for phasing out
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TIP 2: Let Overall Strategy Set the Course

the dirtiest diesel buses, approximately 100 buses purchased before 1991, within three years (by
2007). The initiative allowed MUNI to apply for a one-year extension if necessary. MUNI would fund
the bus replacement through available federal and county transit funds.

To place a proposition on the ballot, signatures from.5 percent of the mayoral vote or four Board of
Supervisor.-members are required. Gathering 10,000 plus signatures from registered San Francisco
voters is time-consuming and expensive. Fortunately, past organizing with the Board of Supervisors
paid off when Supervisors Ammiano, Maxwell, Sandoval and Gonzalez signed the petition sponsored
by Supervisor Daly.

This new advocacy strategy required a new communications strategy. The first
step was for the coalition to change its name from Dump Diesel Coalition to §
Coalition for Clean-and Reliable MUNI. The coalition felt the more positive title
would -appeal to voters. Also, the coalition wanted to emphasize that newer .
buses would help improve the on-time reliability of MUNI—a chief concern
in transit-focused San Francisco. In 2004, the coalition held a kickoff press
conference with three supervisors and-a host of advocates gathered outside the
largest MUNI bus depot.in the city. Creating a. powerful visual, the supervisors
poured a gallon of coal soot into a bucket —representing the toxic pollution
one diesel bus expels every single day. This action caught the attention:of  :
reporters and the crushed coal/diesel soot image was shown repeatedly on
TV newscasts on the midday, afternoon and evening news.

This media tactic was just one tool in the campaign to gain public support for
Proposition I. The campaign also included direct communication with voters
through phone banking, leafleting, postcards, pamphlets, street signs, mail-
ers, TV debates and speaking at dozens of public events.

As the election neared and the proposition was gaining steam, MUNI tried to take the wind out of
the advocacy sails by suddenly releasing its own plan to have an entirely zero emissions bus fleet in
operation by the year 2020. But it was too late to convince the voters that MUNI was doing enough.
In:March of 2004, Prop.I won by a landslide with'67 percent of the vote.

The following year when MUNI missed the deadline for action and failed to ask for an:extension, it
did not go unnoticed. The San Francisco Chronicle and other papers ran articles about the deadline
passing and advocates met with MUNI about improving compliance. In a series of negotiations,
MUNI got permission from government regulators to buy hybrid electric-diesel buses. The coalition
accepted these buses because they are cleaner than the current fleet. Although the timeline was
delayed concrete action was being taken in the right direction to get'the dirty diesel buses off the
streets and replace them with cleaner, alternatively fueled vehicles.

On June 1, 2006, the mayor of San Francisco and MUNI held a news conference rolling out the first
hybrid MUNI bus. The coalition’s tone at this press conference was more supportive than it had been
in. previous stages. As a strategic move, advocates:let MUNI take credit for doing the right thing and
didn’t focus on the fact that three years of political pressure were required to force‘it to finally act.
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The organizations involved in the Dump Diesel Coalition came together because
they knew that collective action would enable them to exert continual pressure on MUNI. Each organi-
zation brought unique strengths and constituencies. The American Lung Association, a 100-year-old
public health organization, for example, provided a credible source for reporters and-policymakers on
the health impact of diesel fumes. Bayview Hunters Point community advocates testified at numer-
ous public hearings and news conferences on how diesel fumes impacted the health of neighbor-
hood residents. When they testified, public officials were confronted with the real-life stories of
constituents suffering from the effects of bad public policy. This testimony by people whose health
was at stake contributed greatly to the success of this coalition.

The coalition learned early that to be able to make its case well it'needed
independent data. MUNI's statements often minimized the health and environmental effects of diesel
buses and discredited alternative options. But the coalition was able to fire back after it collected
its own data and revealed a much more serious problem than MUNI's research had suggested.

Over the course of the three-year campaign, the overatl
goal of getting MUNI to- phase out diesel buses remained constant. But as the coalition targeted
different decision makers, it developed new advocacy strategies with refined media strategies and
distinct media tactics.

When"the Board of Supervisors was the target, the coalition’s media strategy involved writing and
releasing a report and testifying at hearings. The most successful media tactic was holding a news
conference outside MUNI headquarters. Later, when MUNI was the target, the media strategy involved
community organizing to‘apply direct pressure. Paid advertisements in highly public places got the
attention of a variety of targets, from:MUNI and political officials to San Francisco bus riders. Finally;,
when-San Francisco voters were the target, the coalition extended its community organizing.efforts
through-voter materials and-increased news attention. The coalition sought news attention both from
large news outlets such as the San Francisco Chronicle and local sources such as the Bayview Hunt-
ers Point neighborhood newsletter, which could help organize the affected community. Each stage
involved rethinking the advocacy strategy, media‘strategy and media tactics.

With each new.media strategy, the.coalition used
a variety of newsworthy elements to provide reporters with what they needed to tell a'good story.
Throughout the campaign, the coalition created news with drama, such as juxtaposing MUNI's claims
with independently collected data. The coalition understood the value of using interesting visu-
als. The bus shelter ads used a “Wanted”. poster format to highlight the dangers of diesel fumes.
Supervisors pouring soot at a press conference illustrated how much: exhaust a, MUNI bus releases
in one day. Authentic voices were provided by people affected by the diesel exhaust, policymakers
and researchers. Each different voice made the story come alive and showed the diversity of support
for diesel bus retirement.

Communicating for Change | Planning Ahead for Strategic Media Advocacy




Whether you are creating a media advocacy plan for a large organiza-
tion or a single-issue campaign, bringing together key individuals who
understand theimportance of — and have the authority to make — strat-
egy decisions is essential.

o Who decides your advocacy, fund-raising and
communications goals?

o Who carries out those plans?
 Should anyone outside your organization be involved?

Involving key staff and allies in discussions early on can help you make
sound strategy decisions later as the policy debate changes course. As
the case study of the California Immigrant Policy Center illustrates (see
sidebar on page 15), building the capacity of key staft and allies to cre-
ate and act on strategic media plans can be well worth the investment.
Use the following table as a guide in creating an effective communica-
tions committee in your organization.

A communications committee can streamline decision making and
help clarify how each communications strategy, tactic and publication
can be designed to advance your advocacy efforts. Five key roles for
creating an effective communications committee include:

1. Facilitate joint planning between different departments or
organizations. If your advocacy campaign has communications
responsibilities spread over multiple staff or organizations, this role
is especially important. The committee can coordinate when such
communications tactics as organizing rallies, releasing publica-
tions and creating press events might advance the advocacy goals.
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2. Develop publications and press materials. A communications
committee can clarify what materials will be needed to make the
advocacy case effectively with each target audience. If you discuss
the advocacy strategy and tone you will take with your target,
you'll have a much easier time creating media materials.

3. Track media coverage and develop relationships with
reporters. The committee can alert colleagues of opportunities to
create news and piggyback on breaking news. By monitoring cov-
erage and reaching out to reporters regularly, the committee can
increase the chances that the organization develops solid relation-
ships with reporters, becomes a trusted source, and attracts news
attention at strategic moments.

4. Build organizational capacity to respond to press calls. By
creating a record of staff issue expertise and media experience, the
committee can make sure the organization puts forth its best spokes-
people. It can also arrange communications training opportunities.

5. Create a communications protocol. The committee can clarify
how strategy decisions will be made and what is expected of each
staft person. This can be important in fast-moving advocacy
campaigns where communications strategies or materials have

to be updated quickly or when reporters call for reactions to late
breaking developments. A clear communications protocol can also
help if you have to respond to a crisis or an unexpected event that
catapults your topic into public discussion.
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TIP 3: Bring Along the Right People

Strength from Strategic Communications Planning

California Immigrant Policy Center (CIPC) is a statewide partnership of four immigrant organizations:
the Asian Pacific American Legal Center of Southern California; Coalition for Humane Immigrant Rights
of Los Angeles; National Immigration Law Center; and Services, Immigrant
Rights and Education Network. CIPC works to establish.local and state policies LOOKlNG FORWARD:

. o o . . . 36 P =71 Immigrant Contributions
that improve the lives of low-income immigrants and their families, especially LAY T To T_he Gulf:ler.ilState
with regard to health care and access to social services. CIPC also provides , s i

technical assistance, training and education on immigrant issues.

In 2004 CIPC (then known as the California Immigrant Welfare Collaborative)
began to develop and implement a strategic media.and communications plan.
Since its founding in 1996, CIPC had accumulated a wealth of experience
advancing pro-immigrant policies in a variety of settings, from the state leg-
islature to local city councils, but it had never proactively used the media to
help shape the public debate around immigrants and immigration issues.

Two events in which negative portrayals of immigrants.in the news directly

hampered CIPC’s policy agenda and convinced the collaborative to invest in

creating a strategic communications plan and in building its communications capacity. These events
were the terrorist attacks of September 11, 2001, and the increasingly acrimonious debate over a
law that would allow undocumented immigrants to obtain driver’'s licenses.

In the post-9/11 environment; anti-immigrant sentiments were so pervasive in political discussions
and the news media that immigrant rights groups had to focus their efforts on countering negative
stereotypes and defending basic civil liberties. The public debate characterized many immigrants as
threats and left very little room for discussion about ‘proactive policy changes to improve the lives
of immigrants.

In 2003, CIPC and other groups working on immigrant issues again faced a surge of anti-immigrant
sentiments and portrayals in the news as a result of an effort to pass legislation to secure driver’s
licenses for undocumented immigrants. A bill allowing undocumented immigrants to obtain driver's
licenses passed and was signed into law. by then Governor Gray Davis, only to be overturned later
when Governor Arnold Schwarzenegger took office.

Fresh from these two extremely complex political scenarios, CIPC decided to think beyond the daily
policy battles and create a proactive strategic .communications plan.. CIPC's goal was to-shift the
public.conversation so that it emphasized the positive contributions of immigrants in California.
From that platform, CIPC believed it could argue more effectively for many policies that protect
immigrants’ rights and participation in civic life.. The overarching communications plan and related
strategic messages.could then be used to support ' many future policy goals.
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Invest in Strategic Communications

In 2004, CIPC began-its strategic communications efforts by building on its assets, most notably
staff talent. Each partner organization had staff members with both policy and communications
experience who came together to.form a media committee. This. committee meets weekly to discuss
how CIPC's media work .can best support its policy agenda. CIPC also invested in creating the position
of Communications Director. CIPC realized that communications work is most effective when it is
integrated throughout an organization, so they invested in training the entire staff in media skills
and involved everyone in developing the strategic communications plan.

One communications challenge for coalitions is that any partner organization can be contacted
independently by reporters for comments on breaking news. The CIPC media committee developed
a clear ‘protocol to handle all incoming interview requests received by CIPC. When staff members
receive interview requests; they contact the communications director who decides how to proceed.
She decides if the interview topic relates to one of CIPC's priority areas and, if so, who at what orga-
nization has related expertise. She then works with that staff person to prepare for the interview. If
the interview topic is not within: CIPC’s collective policy agenda, the reporter is generally referred
to another organization or to media staff within one of the partner groups. This investment in staff
training, strategic.planning and support for interviews has allowed CIPC staff to-engage the news
media more confidently and to take advantage of each person’s area of expertise.

A major component of CIPC's: strategic communications planning was to develop issue frames and
messages that could support its future policy goals. The pervasive negative frames it'was up against
portrayed immigrants as a danger to-our society or a drain on public resources. Through the media
committee, CIPC began proactively discussing messaging as it related to CIPC's policy work and,
specifically, the media work to advance certain policy goals.

Given the breadth of its policy goals, the complexity of anti-immigrant sentiments and the wildfire
nature of immigration politics in 2005, CIPC knew it could not create a single frame -or message
that would work in all instances.

The goal was to develop. a broad values-based frame that would guide all-communications_deci-
sions."CIPC decided to build:its communications on a frame emphasizing the positive.contributions
immigrants make to: our society, such as paying taxes, contributing to Social Security, enriching
civic life with cultural diversity, and making up a large portion of the California labor force. CIPC
decided to stop producing materials that countered opposition “myths” with these “facts” since
simply acknowledging the myths, CIPC believed, might unintentionally reinforce them. Instead,
it created new publications and pitched news stories focusing on the positive contributions of
immigrants in California..CIPC published a document in 2005, and then updated'it in 2006, called
Looking Forward: Immigrant Contributions to the Golden State. Throughout 2005 and 2006 CIPC used
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TIP 3: Bring Along the Right People

its new media tools and knowledge with each:policy initiative.. CIPC found that when the conversa-
tion starts with immigrants as fully integrated, valuable members of our society, it becomes easier
to defend policies that give immigrants equal rights and full access to services.

Beginning in the spring of 2005, CIPC began working with a Los Angeles—based firm, Cause Commu-
nications, on a long-term strategic communications plan. The plan included a number of components,
including ideas for repositioning the organization, development of a series:of issue-based materials
for journalists, and the creation of a rapid-response capability in order to respond to stories in the
press about immigrants. This work is currently underway.and in various stages of implementation.
One clear outcome has been the organizational name change from the California Immigrant Welfare
Collaborative to the California Immigrant Policy Center, which better represents the range. of policy
issues CIPC addresses.

One goal in CIPC's strategic communication plan‘is to -be able to react quickly when a negative
policy is enacted ‘or ‘an event occurs that results in harm to immigrants and/or their families. An
example might be passage of a local ordinance requiring landlords to deny access to rentals based
on a person’s immigration status.

A central component of this rapid-response plan is the creation of mechanisms for prioritizing media
efforts. Staff needs to be trained to respond w