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There’s no doubt that launching a program for the first time can be daunting, 
especially when expectations are high within your organization. It becomes far more 
manageable if you can break up the tasks and take them in order. This guide can help 
you do exactly that. 

Over the years, Phone2Action has launched hundreds of programs for clients who are advocating on issues 
across the political spectrum. Our team has learned a great deal about the tools and tactics that work and, equally 
important, when to implement them. In this guide, we have put all of that experience in one place. 

Of course, the process for every organization will be different. Much will depend on the circumstances within your 
organization. Do you already have a list of advocates? Are there different departments that use that list? Have you 
launched advocacy campaigns in the past? However, there is a cadence common to all successful launches and 
steps that every organization must take. To learn more, read on.

It might be the most 
common question 
we get at Phone2Action: 
HOW DO WE GET 
STARTED IN ADVOCACY? 
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Creating an advocacy 
program is like painting 

a room: the key to a successful 
outcome is preparation. Those who think 

ahead and assemble resources almost always have 
a smoother and more successful launch than those who 

do not. Here are some items you can prepare.

Missions & Expectations
A whole book could be written on the importance of alignment within an organization, so 

we’ll keep this short: work hard to get your stakeholders in agreement on why you are launching 
an advocacy program and the performance that is expected. That effort will look different in every 

organization. In some, it will be a conversation with the boss and in others it will be a presentation to the board. 
But in all, the goal is the same: to find a common definition of success and a timeframe for that objective. Our 
recommendation is to keep expectations realistic: establishing a working program capable of launching advocacy 
campaigns at will is a fine goal for the first six months. Overpromising is almost always a mistake. 

To learn more about how to handle internal conversations, read Validating an Advocacy Program. 

Infrastructure & Tools
To conduct advocacy campaigns, you need tools: a database to maintain your list, an email and text messenger to 
communicate and an analytics suite to track progress and optimize performance. Professional advocacy software 
does all of those things in one place and it is always the first step. Securing a professional system ensures that you 
have the capabilities you need. Choose a solution that is easy to use, offers quick onboarding, and gives you 24-
hour technical support. Launching campaigns should not be a fire drill. It should be a smooth process that you can 
execute at will. Training someone should not require a syllabus. It should be an intuitive process you can conduct in 
a single sitting. The right professional advocacy software will ensure your program operates fluidly. 

To learn more about professional tools, read The Case for Professional Advocacy Software and How to Shop for 
Advocacy Software.

Advocates & Audience
When your contract is signed and you are ready to begin onboarding your team, start thinking about your list. In 
many ways, the audience is the most important component of any advocacy program. These are the people you 
will be educating and mobilizing. They are your grassroots army. How you assemble them and how you treat them 
moving forward will matter a great deal.

https://phone2action.com/resource/valuefortradesroi/
https://phone2action.com/resource/the-case-for-professional-advocacy-software/
https://phone2action.com/resource/how-to-shop-for-advocacy-software/
https://phone2action.com/resource/how-to-shop-for-advocacy-software/
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Most programs launch using a list the organization 
already has. What you want to start with is a 
clean list of active participants to import into your 
advocacy system. These should be folks who care 
about your mission and want to hear from you 
(ideally, people who are already opening email from 
your organization). Assembling a list like this may 
take work and the process will vary. There may 
be multiple lists that need to be combined. You 
may need to identify a segment of a much larger 
database. Some organizations ask their existing 
list to opt in for advocacy-related emails. Whatever 
the case, favor people who have been active and 
opening. Remember: more is not always better. A 
large list of inactive people will only drive down your 
performance metrics.

To learn more about list maintenance, read An 
Advocacy-Driven Approach to Email.

Messaging & Assets
Here’s a step that often gets overlooked. Launching 
campaigns requires assets, such as images, your 
logo, and copy that spells out what exactly you want 
to say. Start assembling these materials before you 
onboard, so that your software vendor can set up 
templates for you. This will speed up the launch of 
your program and ensure that your initial campaigns 
are established correctly.

WHY YOU SHOULD CONSIDER TEXT 
MESSAGING 

Email is the engine that powers most advocacy 
programs, but it’s starting to wear down. Many 
organizations no longer get the performance numbers 
they want and need to achieve their goals. 

The solution is text messaging—and it is smart to start 
thinking about it now. 

Text has a 99-percent open rate. Clicks and 
conversions routinely run into double digits, far higher 
than the average advocacy email. In addition, people 
respond to text messages almost immediately after 
they receive them, making it a perfect tool for rapid 
response. 

Using keywords and email shortcodes (e.g. Text INFO 
to 52886) can drive massive amounts of activity, which 
can then be tracked on an interactive map. It makes 
for an impressive presentation, either internally to your 
stakeholders or externally to your audience. 

The downside is that text requires supporters to 
opt in. Unsolicited texts can anger your audience, 
and draw hefty fines. This means that text lists, 
even though more active, can be smaller and more 
challenging to compile—and that’s why you want to 
think about it now. 

The sooner you start your list, the more quickly you’ll 
reach the scale you want. 

https://phone2action.com/resource/an-advocacy-driven-approach-to-emailwp/
https://phone2action.com/resource/an-advocacy-driven-approach-to-emailwp/
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Growing your list will 
always be a priority, but never 
more so than when you launch. You 
want your list to grow from Day One and to 
keep growing. The main reason is clear: a bigger 
list of active supporters means more impactful advocacy. 
But there is another reason that is less obvious: all email lists 
atrophy. If your list is not growing, it is almost certainly shrinking as 
people change jobs, move or swap email providers. Successful programs have 
a strategy to grow.

Signup Drives & Petitions
Launching your program is a good time to host a sign-up drive, in which you ask your entire community—
supporters, employees, members, vendors and everyone else—to sign up for advocacy communications. You can 
do this again later as opportunities arise, such as internal or external events. Petition campaigns are another solid 
way to build your list. Petitions asking people to pledge to vote, pledge support or simply endorse your viewpoint 
can be distributed via social media and often get solid traction. They are a good way to grow a list of people 
interested in your issues. 

Social Sharing & Lead-Gen Ads
In the post-pandemic landscape, social sharing has been a great way to attract new advocates and build a list. 
Compelling and relevant social content is easily shared on Facebook and Twitter, allowing you to tap into an 
extended network of people who are connected to your existing supporters. Paid social promotion such as 
Facebook Lead Ads can substantially boost acquisition as well.

Map Legislative Districts
A list of names and email addresses will only get you so far. To be truly useful as an advocacy tool, that list has 
to be mapped to states and legislative districts—as well as local jurisdictions—so that advocates can contact the 
lawmakers and other public officials who represent them. That means you need addresses. Without an address, 
targeting is impossible and most lawmakers will not correspond unless they can validate constituency. While 
most advocacy platforms allow advocates to input their address when they take action, you can also populate 
your database with this information in advance. It expedites the process and ensures you have a population of 
supporters who can contact lawmakers immediately. 
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True advocacy is a process and education 
is a major component. In order to move people 

to action, they have to understand the issues, why 
your point of view is correct and why their help is needed. 

Education provides value to your audience and the motivation that 
drives them to act.

Talking Points & Data
While most organizations care about multiple issues, choose one to inaugurate your program. Trying 

to educate and then campaign on multiple issues is likely to confuse your audience and severely water down 
your performance. Focus on one vital issue, develop your messaging and gather your internal approvals. This can 
be split into two categories: the key talking points you will communicate and the key data points that back up your 
position. With these in hand, you can create educational materials you will use to prime your list. When it’s time to 
campaign, these will inform your messaging. 

Landing Pages
When you launch a campaign, your advocates will click to a page where they can take action. That page will 
require headlines, copy, images and/or video to explain the issue and educate your audience. Some organizations 
go a step further and create custom landing pages designed for issue education. These pages frame the issue, 
explain your stance and describe how it impacts them. Of course, they also contain a call to action. Whatever your 
organization chooses to use, avoid sending supporters to the home page or a blog. A purpose-built landing page 
that is designed to educate and activate supporters will almost always post better numbers. 

Newsletter
A newsletter with information on your issues is a great way to exercise your list, keep your supporters informed 
and prime them for the day you ask for an action. The cadence will vary. Some publish monthly. Organizations 
facing a hot issue may choose to go weekly. Whatever you decide, the newsletter provides a vehicle to talk to your 
audience regularly and it signals that you intend to do exactly that. It’s an indispensable tool.

“Who do you know?”
As you begin to educate your audience, they can also educate you. Using a stakeholder management system 
(see sidebar), you can ask your supporters about their networks. Do they know a Senator, a state Representative 
or a mayor? If so, that connection may be useful to your organization. A “who do you know?” campaign gives you 
insight into the value of your list beyond the ability to generate grassroots advocacy.
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Ultimately, the 
goal of every advocacy 
program is to campaign, to ask 
your supporters to get active in the 
service of a cause. There are many ways to go 
about this, but we’ll cover the basics, the campaigns 
that every new advocacy program must be able to produce.

Contact Your Legislator
This is the heart of most modern advocacy programs, the ability to direct grassroots 
feedback to sitting lawmakers, whether state or federal. Whether you want to pass, block or amend 
legislation—or regulations—the Contact Your Legislator campaign will be at the center of your effort. Your first 
campaign should be on your most urgent issue, because urgency always drives action. It should be targeted to 
the right lawmakers, meaning the committee chairs and other leaders who make decisions, and the right audience, 
meaning their constituents. A grassroots campaign that tells lawmakers how constituents feel can be powerful.

Thank You Campaigns
When you have success, share it with your audience. It might be something big, like a legislative win. Or it may be 
something small, like filling a mayor’s inbox. Whatever the victory, share it with those who made it happen—and say 
thank you. Acknowledging the role your supporters play, expressing your gratitude and making them feel like part 
of a larger effort will pay long-term dividends. People are more likely to act when they feel appreciated. 
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CONTACT US

Personal Stories & the Story Bank
Another common—and indispensable—campaign 
is to collect stories from your audience that relate 
to your issues. Nothing resonates with decision 
makers like personal stories. The reason is simple: 
lawmakers and other elected officials need to 
know how their constituents feel. When you 
provide personal stories, you are providing them 
valuable intelligence. This isn’t just a form letter. 
This is a testimonial. Savvy organizations are always 
collecting personal stories, even when issues have 
cooled. Many organizations create a Story Bank they 
can draw from later, when the issue surfaces again—
and they almost always do. 

Analytics, Optimization & Reporting
As you begin to launch campaigns and interact with 
your audience, your analytics dashboard will become 
vital. Here, you will learn the appeals that activate 
your audience and those that make them yawn. 
Smart organizations are always looking to tweak 
their approach and improve performance. What 
time of day improves open rates? What language 
improves clicks? Watching your performance and 
testing new approaches allow you to optimize your 
program over time. 

As you gain fluency with your metrics, remember to 
report what you see internally. We started this guide 
with some thoughts about expectations and the 

THE IMPORTANCE OF 
STAKEHOLDER MANAGEMENT  
 
Advocacy comes down to relationships, and how 
your organization manages them can make or break 
performance. 

Smart organizations employ a stakeholder 
management system, which allows you to actively 
manage information on lawmakers, regulators and 
other decision-makers. Organizations that are just 
starting an advocacy program have the opportunity to 
bake-in this functionality.

Stakeholder management systems unify critical data 
on your most important contacts, allowing you to see 
all of their interactions with your organization—calls, 
meetings, grassroots interactions and social media 
communications—in one place. Searchable and 
sortable, this allows you to see your data in new ways 
and gain insight into how people respond to your 
advocacy. 

Sophisticated systems also allow you to expand 
your network, surveying your advocate list to learn 
more about who they know. You may find that your 
supporters have pre-existing relationships with 
lawakers and others who are important to your issues.

Every advocacy organization has a database. 
Successful organizations put that data to work with 
stakeholder management.

definition of success within your organization. Analytics allow you to address those expectations using hard data—
and that’s the best way to show your success.

Let us help you get started! To learn more about the digital public affairs 
and advocacy tools your organization can use, schedule time 

with a Phone2Action Civic Engagement expert.

https://phone2action.com/about/contact-us/

