Refugee Rights Toolkit

A leader's guide to making refugee rights a reality

Asylum Access

Maryruth Belsey Priebe

Note that some linked resources in this working version may not be publicly available at this time.



L\

asylumaccess

Refugee Rights Toolkit 2 About The Toolkit



i 5
3 ;-
2
K ‘
4 i
\. ../
'

«

R
¢ j 3
- .

About The Toolkit

The Refugee Rights Toolkit is a product of Asylum Access, and has been made
possible with support from United States Institute of Peace, Foundation for a Just
Society, the John D. and Catherine T. MacArthur Foundation and other funders. It is an
online platform that is used to develop the leadership capacity of refugee rights leaders
toward the end of replicating the Asylum Access model in different local contexts —
especially in Africa, Asia and Latin America. The Toolkit is one piece of Asylum
Access's broader Refugee Rights Movement Building Initiative.
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The Refugee Rights Toolkit is comprised of best practices culled from literature, lessons
learnt by Asylum Access's staff and partners and helpful materials, templates, and
resources to support a refugee rights leader.

Attributing Materials You Use

The Asylum Access Refugee Rights Toolkit is licensed under a Creative Commons
Attribution-Non Commercial-Share Alike 3.0 Unported License. You can find the terms
and conditions here.

Users are allowed to:

o To Share information and materials — to copy, distribute and transmit the work
o To Remix information and materials — to adapt the work

Under the following conditions:

o Attribution — Users must attribute the work in the manner specified by the
licensor (but not in any way that suggests that they endorse the user or the
user’s use of the work).

« NonCommercial — You may not use this work for commercial purposes.

o ShareAlike — If you alter, transform, or build upon this work, you may distribute
the resulting work only under the same or similar license to this one.
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The Asylum Access Refugee Rights Toolkit
Initiative

The Refugee Rights Toolkit is an online platform to develop the leadership capacity of
refugee rights leaders to replicate the Asylum Access model throughout Africa, Asia and
Latin America. To this end, Asylum Access couples access to the online Toolkit with
direct mentoring and connections to the broader refugee rights community. Asylum
Access’s Refugee Rights Toolkit seeks to make the rights of refugees a reality by
identifying and supporting refugee rights leaders (RRLs) to begin refugee rights projects
in major refugee-receiving countries. The initiative does this by providing RRLs each of
the following:

« regular, direct mentoring and skills-building with Asylum Access staff in any or all
of Asylum Access’s competency areas,

» access to this Refugee Rights Toolkit online platform, and

e outside connections to both potential funders and also experts in the fields of
refugee legal aid and refugee rights advocacy.

Benefits of the Toolkit Initiative

The Toolkit Initiative has the potential to provide substantial benefits not only to the RRL
but to the Mentor and to the broader refugee rights community. Mentors benefit from
this relationship by understanding the issues faced by refugee rights organizations from
a new angle, which has the potential to influence mentors to approach problem-solving
differently, to better inform organizational policies and to ultimately improve the content
of the Toolkit. Additionally, the broader refugee rights community benefits from
increased retention of organizations with similar goals. Increased success among global
refugee rights organizations has the potential to change the status quo of refugee
response, resulting in a benefit to the broader RRL community.

The primary benefit of the mentorship relationship to the RRL is access to directed,
practical knowledge from an experienced RRL who has successfully managed similar
issues in their own process of building a refugee rights organization from the ground up.
RRLs will benefit from a one-on-one mentorship that serves to supplement information
provided in the Refugee Rights Toolkit. Additionally, RRLs will become part of a global
network of RRLs, and will be introduced to possible sources of funding, where possible.
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Asylum access mentoring

The Toolkit approach is based on the assumption that new refugee rights initiatives are
most likely to be successful if local leaders have access to knowledge about running a
refugee rights program, support through mentorship and a community of like-minded
organizations to rely on.

Recent studies such as a 2010 U.S. Department of Education meta-analysis suggest
that combining online learning with a “face-to-face” format may result in superior
learning outcomes. Online learning with direct mentoring provides flexibility, accessibility
and self-reflection while providing an interpersonal experience with mentors.

Additionally, the Toolkit provides a general overview of global refugee rights
organization strategy. As such, the Toolkit can never be entirely content-specific;
mentoring makes it possible for Asylum Access to overcome this limitation by filling in
the gaps with one-on-one mentoring. The Refugee Rights Toolkit is not designed to
offer explicit direction to budding RRLs, but rather, to prepare each to consider the
importance of promoting refugee rights in refugee response and to help brainstorm the
proper avenue of applying best practices in unique contexts.

If you are interested in connecting with Asylum Access as a Refugee Rights Leader,
please contact refugeerightsToolkit@asylumaccess.org for more information.

Direct Mentorship

The Asylum Access approach works to incorporate the best practices of pedagogical,
as well both for- and non-profit mentoring programs. Under this approach,

o The agenda is set by the learner — this permits RRLs to set the timing, pace,
medium, content, learning style, assessment, as well as collaboration.

o The relationship is long-term

« The mentorship is concerned with the implications beyond the task — solving
problems in general, not specific ones.

Mentorship Structure

Asylum Access centers its mentorship program on learner-created Learning
Agreements. The learning agreement is an individualized learner-centered document
that recognizes the learner’s abilities and educational objectives. Each learning
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agreement identifies a range of topics that refugee rights leaders choose to undertake,
together with associated assessment methods that will verify the RRL’s learning. The
learning agreement serves to express the following:

o The nature and content of the program of learning;

« lIts link to the relevant organizational and broader refugee rights goals

o What the RRL will be able to do on successful completion of each goal. RRLs will
understand what will be expected of them in order to achieve the goals they have
set forth.

RRLs will complete an initial assessment to determine the base level of both skills and
knowledge relevant to leading a refugee rights organization. Once the RRL completes
the assessment, the Mentor will evaluate the results and provide the RRL with an
explanation of identified gaps in knowledge or skills so that the RRL can draft a learning
agreement (access the Learning Agreement Template here).

Based on the RRL'’s learning goals, Asylum Access will determine a set of Mentors
within the organization best suited to mentor the RRL in each competency area.
Depending on the learning needs of the specific RRL, Asylum Access staff is prepared
to mentor RRLs in any or all of following Asylum Access’s competency areas:

1. Start-Up
o Creating a mission and vision
o Prepare to Launch
o Situate Your Organization Locally
2. Operate and Manage
Results-Based Management
Fundraising
Communications
Human Resources
Financial Management
Scaling Up Services
3. Advocate
International Refugee Law
Legal Services
Community Legal Empowerment
Policy Advocacy
Strategic Litigation

O O O O O O

O O O O O

If you'd like more information about working with Asylum Access, please contact us at:
toolkit@asylumaccess.org.
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Outside Connections

One of the greatest challenges to beginning a new project, or developing a new
program, is finding the right kind of support. Although our mentors have a great deal of
knowledge, there may be moments where outside support may be the most helpful for a
RRL. Asylum Access's networks can serve as tremendous support to our RRLs.
Furthermore, where it is appropriate, Asylum Access strives to connect RRLs with
potential funders.

How to Use This Toolkit

The best way to use this Toolkit is to create a learning agreement with Asylum Access
that tailors your online experience to optimize learning. For more information on how to
establish a learning agreement, contact refugeerightsToolkit@asylumaccess.org.
Structurally, the Refugee Rights Toolkit is divided into three main sections: Start-Up,
Operate and Manage and Advocate.

Access to the Refugee Rights Toolkit

The Refugee Rights Toolkit contains best practices for operational and programmatic
questions also pertaining to the Asylum Access competency areas. It is best used as a
supplement to mentorship, but can also help answer questions in an ad hoc manner.

Start Up contains information relevant to you if you are starting a refugee rights
organization from the ground up. It will address challenges in finding office space,
registering your project with the proper branch of national administration, establishing
relationships with the government and institutional partners and guide you in the
transition between start-up and good management practices that will promote the
longevity of your refugee rights project.

Operate and Manage contains information and guidance relevant to you once you have
a moderate level of stability. It will help you staff your project, manage volunteers,
strategically plan, monitor and evaluate your impact and more.
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Advocate contains substantive information and guidance on the management and

implementation of refugee legal aid, refugee community organizing, refugee advocacy
and strategic litigation.

Navigation

The Refugee Rights Toolkit acknowledges that not every page will be relevant to you.
Not every refugee rights project will take on a legal aid program first. Not every refugee
rights program will engage in advocacy. Depending on where your organization is in its
trajectory, the entire Start-Up section may be very relevant, or not relevant at all to your
professional leadership development. That's okay! Every section of the Refugee Rights
Toolkit contains information that is meant to stand alone.
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Given the challenges faced by refugees worldwide, the role of a refugee rights leader is
crucial in advocating for the better implementation of refugee rights in law, policies
and/or practices in your country. One effective strategy is to start a refugee rights
organization (RRO) that enables you and others to jointly engage in advocacy. As this is
a complex and messy undertaking, the Start-up section guides you through the steps of
starting a RRO.



The Start-up section begins by explaining what a RRO is, and differentiates a rights-
based approach from a charity approach and needs-based approach that traditional
agencies adopt. It then guides you to conduct a legal and field analysis to help you
decide whether starting a RRO is the most effective way to address existing challenges
in your country.

Once you have decided to start a RRO, the rest of the section guides you through the
practical steps that you will undergo before launch. This includes creating a mission and
vision, registering your organization, fundraising at start-up, staffing, securing office
space and advertising your services. It also provides practical advice on developing
strategies to establish effective relationships with key stakeholders, including with the
government, UNCHR and other NGOs at the start-up stage.

By the end of the section, you should have understood the value of a RRO and to have
gained a better understanding of the key questions and steps involved when
establishing a RRO. However, while this section captures the information that might be
useful during start-up, the Toolkit’s direct mentorship program can facilitate you to
overcome the nuances and situation-specific challenges during the start-up

process. When using this Toolkit, you are expected to adopt the information provided
according to your own context. Also, note that the steps outlined in this section do not
necessarily have to be followed in order. For example, you may decide to establish a
relationship with the government before advertising your services.

As a number of topics, such as fundraising and human resources, are also applicable
beyond the start up stage. These topics are further addressed in the Operate and
Manage section.
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What is a Refugee Rights
Organization?

Before we address whether to start a refugee rights organization (RRO) and how to
start a RRO, it is important that we understand the nature and purpose of a RRO.
Therefore, this section will contextualize the need for RROs by outlining the
international and regional legal framework relating to refugee rights, and explain how
refugee rights can be denied despite these frameworks. It then highlights the principles
of a RRO, and proposes a set of core tools that RROs can utilize to address existing
challenges. This section is intended to develop a common understanding of what a
refugee rights organization is as the basis for further discussions in the Toolkit.

The legal framework for refugee rights

Refugees seek safety in another country when they experience a threat of persecution
and because their own country is unwilling or unable to protect their fundamental rights.
When faced with serious violations of their human rights, they have no choice but to
leave their homes, their families and communities in order to survive.

By definition, refugees are not protected by their own governments. In lieu of State
protection, the international community created key international and regional
agreements to safeguard the rights of refugees.

The 1951 Refugee Convention, and its 1967 Protocol, is the only global legal instrument
dealing with the status and rights of refugees, while regional agreements include the
1984 Cartagena Declaration and the 1969 OAU Refugee Convention in Africa.

The 1951 Refugee Convention defines refugees’ human rights, including the principle of
non-refoulement, stating that a refugee “should not be returned to a country where he or
she faces serious threats to his or her life or freedom”. Other refugee rights, also
endorsed by human rights treaties, include the right to work, the right to freedom of
movement, the right to housing, education, justice and more. For more information on
refugee and human rights law, you may refer to the Refugee rights law: The building
block section of the Toolkit.
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The gaps in refugee and human rights protection in
practice

However, although ratified by 147 countries, the 1951 Refugee Convention and its
Protocol do not ensure refugees’ enjoyment of their fundamental human rights in their
host countries. In fact, many signatories of the 1951 Refugee Convention regularly
deny refugees’ their rights through restrictive national refugee policies. Some
examples of common challenges include:

Countries with an encampment policy deny refugees’ right to freedom of movement.
Unable to work or move freely, many refugees choose to live outside of the camps and
face constant risk of arrest and detention, while those who remain in the camp depend
heavily on humanitarian aid.

Administrative barriers and nationality-based restrictions impede refugees’ access
to safe and lawful employment, access to housing and education.

Physical and idiosyncratic barriers (lack of roads and lawyers) limit access to justice
for the most marginalized and poor. In this context, refugees are the least likely
candidates to challenge discriminatory practices, living in the geographic and social
peripheries of their respective host countries.

Host countries with high levels of unemployment create a hostile environment to
incoming migration flows: both economic migrants and forced migrants tend to be
regarded as the same. In a context of large-scale humanitarian influxes, the dominating
focus is on channeling international funds to cover immediate food, health and shelter
needs, but with little outlook for long-term livelihoods of refugees.

In addition, refugees continue to be denied rights in countries that are non-signatory to
the 1951 Convention. They live on the margins of society, fearful of arbitrary
harassment, extortion, arrest and detention as “undocumented migrants”.

Adopting a rights-based approach in a refugee rights
organization

To bridge the gap between law on paper and in practice, and to advocate for better
refugee protection, a refugee rights organization seeks to provide the tools for
refugees to assert their rights.

As a founding premise, refugees are people entitled to rights, not just people with
needs. Upon this basis, a refugee rights organization adopts a rights-based approach
to provide the tools refugees need to assert these rights. Its approach uses a framework
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that integrates the norms, principles, standards and goals of the international human
rights system into the plans and processes of refugee protection. This is fundamentally
different to a charity or needs-based approach commonly adopted in the existing

ecosystem.

Focus on input not
outcome

Emphasizes increasing
charity

Recognizes moral
responsibility of rich
towards poor

Individuals are seen as
victims

Individuals deserve
assistance

Focuses on
manifestation of
problems

Focus on input and
outcome

Emphasizes meeting
needs

Recognizes needs as
valid claims

Individuals are objects of
development
interventions

Individuals deserve
assistance

Focuses on immediate
causes of problems

Focus on process and
outcome

Emphasizes realizing
rights

Recognizes individual
and group rights as
claims toward legal and
moral duty-bearers

Individuals and groups
are empowered to claim
their rights

Individuals are entitled to
assistance

Focuses on structural
causes and their
manifestations

The core tools of a refugee rights organization help refugees assert their rights. These
tools can tackle existing gaps on individual, community and policy levels and may

include:

o Legal services: To provide individualized legal information, counsel and
representation to refugees. This includes navigating the legal process to obtain
refugee status, vindicate workplace rights, access education, healthcare and
financial institutions and demand equal protection of police and courts.

o« Community legal empowerment: To provide Know Your Rights workshops to
help refugees understand their options and how to assert them. Refugee leaders
receive training on how to provide basic legal assistance to others in their
community and launch their own social justice initiatives. To facilitate self-




sufficiency, refugee work rights workshops and women'’s groups for survivors of
gender-based violence are also provided.

« Policy advocacy: To advocate for changes in law and policy that improve
refugees’ access to rights, working with government officials and global decision-
makers to develop and promote solutions to systemic rights violations

» Strategic litigation: To establish legal precedents for refugee rights through test
cases in local and regional courts. This reduces the need for legal aid by making
refugee rights the norm, so that refugees can access their rights automatically
without having to fight for them.

These rights-based approaches tackle the existing legal landscape on individual,
community, national and international levels. By utilizing a combination of these tools, it
attempts to give refugees more options. Ultimately, a RRO seeks to transform the
traditional approach of humanitarian handouts into a sustainable solution that gives
refugees the tools to provide for themselves and make choices about their own lives.

Human Rights-based Approach to Programming (Unicef)
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Should | Start a Refugee Rights
Organization?

Before thinking about the steps involved in starting a refugee rights organization (RRO),
it is important to first analyze whether or not you should start a RRO. While it may be
indisputable that refugees in your country have a very difficult time, starting a new
organization or taking a rights-based approach may not always be the most effective
strategy.

This section guides you through the process of conducting a legal analysis and a field
analysis in your country. These analyses are (1) to help you identify the needs in the
existing landscape, (2) to inform your decision on whether to start a RRO and if so, (3)
to inform your decision on the organization’s focus and strategy.

There are two sub-sections here, including:

Step 1: Conducting a legal analysis

This makes it possible to identify the legal and policy framework for refugee protection
in your country, and the extent to which these laws and policies are implemented. This
is designed to help you identify whether refugees are facing human rights violations,
and if so, the scale and severity of these violations. Based on these findings, there is a
Self-Assessment Quiz to guide you to decide whether you should (1) start a refugee
rights organization, (2) start a project within an existing human rights organization, or (3)
adopt alternative approaches.

Step 2: Conducting a field analysis

This will help you determine whether any other organizations are already filling in the
gaps that you have identified in your legal analysis. In particular, the section provides
guiding questions to help you assess whether refugee rights tools, i.e. legal services,
community legal empowerment, policy advocacy and strategic litigation, are currently
adopted by existing refugee organizations in your country.

As conducting legal and field analysis can be quite cumbersome and can take months,
plan to schedule sufficient time for this process. After conducting your analyses, you
should have a better idea of whether you should start a refugee rights organization, and
the type of services your organization (or project) can provide to fill the existing gaps in
advocating for refugee rights.



Many highly relevant considerations can be found on the Scaling Up Services section,
which details key questions to consider when you decide to open other offices in your
country, region or further afield.

Conducting a Legal Analysis

To determine whether starting a refugee rights organization is the most appropriate
approach, it is essential that there is a thorough understanding of the international,
national and local laws and policies guiding refugee rights. The legal analysis is
designed to help you assess whether refugees experience significant human rights
violation in your country. It maps (1) the legal and policy framework for refugee
protection in your country, and (2) the extent to which these laws are implemented in
practice. As conducting legal analysis is a timely process, consider obtaining pro bono
assistance from law firms to conduct this research.

There is also a Self-Assessment Quiz attached at the end of the section. This is to
guide you to decide whether you should (1) start a refugee rights organization, (2) start
a project within an existing human rights organization, or (3) adopt alternative
approaches. If you have identified significant human rights violations for refugees in
your country in your Self-Assessment Quiz, you may proceed to conduct a field

analysis.

For a brief overview of the relevant international and regional refugee and human rights
law, you may refer to the refugee rights law section of the Toolkit. Note that if you
identify a gap for refugee protection in law and/or in practice, it might be effective to
adopt a combination of refugee rights tools in your organization to address these gaps.
The advocate section of the Toolkit provides practical advice on how to implement these
tools.

Guiding questions in a legal analysis

To conduct a legal analysis, consider researching the following questions:

Is the country a party to any international refugee rights instruments?

Consider whether your country is a party with or without reservations, or not a party.
The instrument may not be applicable if it cannot be ratified by your country e.g.
because the instrument is restricted to a different geographic area.

« 1951 Convention Relating to the Status of Refugees (1951 Convention)

e 1967 Protocol Relating to the Status of Refugees

e 1969 Convention Governing the Specific Aspects of Refugee Problems in Africa
(OAU Convention)
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1984 Cartagena Declaration on Refugees

To which other international human rights instruments is the country a party to?

Consider whether your country is a party with or without reservations or not a party. The
instrument may not be applicable if it cannot be ratified by your country e.g. because the
instrument is restricted to a different geographic area.

Universal Declaration of Human Rights

International Covenant on Civil and Political Rights

International Covenant on Economic, Social and Cultural Rights
Convention on the Rights of the Child

Convention on the Elimination of Discrimination Against Women
Convention Against Torture

Convention on the Elimination of Racism

Regional Human Rights Instrument(s)

What national laws explicitly govern refugees or refugee rights? Which of the
following rights are accorded to refugees under national law?

Include all rights accorded to refugees in law, even if those rights are ignored or violated
in practice. Consider both encamped and non-encamped, urban or rural, refugees.

Non-refoulement

No arbitrary detention

Free movement

Employment

Education

Equal protection (access to police, courts, etc.)
Access to healthcare

Access to social assistance
Birth registration

Access to financial institutions
Naturalization opportunities

What other laws accord rights that apply to refugees equally with other communities
in the country?

Note that laws according rights to “all persons” implicitly accord rights to refugees.



Which of the following rights are accorded to refugees in practice?

Indicate all rights that refugees actually enjoy, regardless of whether these rights are
enshrined in law. Consider both encamped and non-encamped (urban or rural)
refugees.

Non-refoulement

No arbitrary detention
Freedom of movement
Employment

Education

Equal protection (e.g. access to police, courts)
Access to healthcare

Access to social assistance
Birth registration

Access to financial institutions
Naturalization opportunities

Does national law treat certain nationalities of refugees differently? If so, how?

This question applies only to laws explicitly enshrining different treatment for refugees
based on nationality. It does not include discrimination or preferential treatment in
practice.

In practice, are refugees of certain nationalities treated differently from those of
other nationalities? If so, how?

This question applies to informal policies or common practices in the treatment of
refugees.

Does the law distinguish between refugees based on their arrival dates in the
country?

This question applies only to differential treatment that is explicitly enshrined in law, not
to informal policies or practices.

In practice, does the government distinguish between refugees based on their
arrival dates in the country?

This question applies to differential treatment carried out through informal policy or
common practice.



After you complete these questions, you may download the Self-Assessment Quiz
below to help you determine whether you should start a refugee rights organization. If
the results indicate that you should start a refugee rights organization or a project, you
may proceed to conduct a field analysis.

Self-Assessment Quiz: Should | Start a Refugee Rights Organization?

Conducting a Field Analysis

Conducting a field analysis is the second step to help you decide whether it is
appropriate to situate your refugee rights organization (RRO) in your country. This
exercise will guide you through the strategic and operational considerations to
determine whether (1) any other organizations are already addressing the human rights
violations that you have identified in your legal analysis, and (2) the feasibility of
establishing a RRO in your country.

There is also a downloadable template that will guide you to analyze whether specific
refugee rights tools (legal services, community legal empowerment, policy advocacy
and strategic litigation) are being implemented by other organizations in your country.
This will help you identify the gaps of where a new organization might add value for
refugees, rather than merely duplicating services.

In your field analysis, relevant actors might include bar associations, NGOs,
international agencies (e.g. UNHCR, OCHA, UNICEF, IOM, ICRC), government legal
aid agencies, legal aid clinics, policy groups, consultancy firms and research institutes.

To conduct your field analysis, you may examine:

e Which organizations provide assistance to refugees?
o What services do they provide?
o How would your work compliment the work of potential partners?

For a template that enables you to conduct an analysis on the availability of legal
services, community legal empowerment, policy advocacy and strategic litigation
programs in your country, you may download the document below.

Template to Conduct Field Analysis of Refugee Rights Tools

In addition to identifying whether there are other organizations providing refugee
assistance and protection, it is important to consider the political, legal and financial
feasibility of establishing a RRO in your country. Some key strategic and operational
considerations may include:

e Would the government allow a refugee rights organization to operate and work
with refugees?
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If your organization was allowed to work in the country, would the government
attempt to limit the scope of its work?

What is the local UNHCR office’s attitude towards refugee legal aid/your
organization?

Do your board members have any connections to the country’s government, the
UNHCR office, or refugee groups?

Does the law have any restrictions on receiving foreign funding?

Compared to other countries with refugee rights programs, would your currency
be of more or less value in the local country?

What is the cost for your organization to pay for office space?

Is there expertise within the country or do we need to hire foreign staff?

If you were to hire foreign staff, does the country have restrictive visa policies?
Are there any security concerns, especially for foreign staff?

Would it be difficult for volunteers to travel to and stay in the country?

What is the cost of living in the country?

What are the legal requirements to set up a refugee rights organization?

Are there different legal structures that can be considered?

How long on average will it take to register the organization?

For more details on overcoming the legal barriers of registering your organization, you
may refer to the Registering Your Organization page.

With these questions in mind, the field analysis should assist you in deciding whether
your country is a suitable place to locate your RRO. During your research, you may
choose to refer to the resources offered by International Refugee Rights Initiative, which
provides a directory of the legal aid NGOs and pro bono services in various countries.
The NGO Law Monitor is also useful when researching your country's legal and political
factors.

NGO Law Monitor
Pro bono information by country (International Refugee Rights Initiative)
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Creating a Vision and Mission
Statement

An effective organization needs a clear idea of what it is striving towards. Knowing ‘the
big picture’ will help you and your team of refugee rights advocates focus on your long-
term goals, and ensure that partners, supporters and refugees understand the work that
you do. This is not only important for your current operations, but it also helps foster
continuity for your organization beyond your direct involvement.

Creating mission and vision statements for your organization establishes its purpose,
and will help you formulate a coherent plan of action to achieve the change you would
like to create in your country. This section will help you take the first steps towards
creating your organization’s vision and mission statement.

Firstly, it should be noted that:

« Avision statement communicates the world you want to create with your
organization. It is future-oriented.

« A mission statement describes the specific purpose of your organization, often
including how you intend to fulfill this purpose, and for whom. It is present-
oriented.

o Core values are the foundational values common to the entire organization.
They determine your organization’s activities and decision-making.

For example, Asylum Access's vision and mission statement are:

Vision: Asylum Access envisions a world in which refugees live safely, move freely,
attend school, work and rebuild their lives. Asylum Access believes that when refugees
enjoy their human rights, they can access effective, lasting solutions.

Mission: Asylum Access's mission is to make refugees’ human rights a reality in Africa,
Latin America, Asia and the Middle East.

How to draft a vision and mission statement

Drafting a vision statement

Your vision statement should describe the long-term change that you hope to see as a
result of your work. This should align with your strategic plan. For example, Asylum
Access “envisions a world where refugees are with rights, not just people with needs”.
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Consider the following when brainstorming your vision statement:

« What needs to be changed? What is the key problem that you wish to address?

o What is your dream end-state? What is the ideal situation in the future when this
problem is solved?

e Will it draw people to common work?

e Does it give hope for a better future?

After you have considered these questions, describe the ideal state with key words and
phrases. This might include phrases such as “every refugee” and “refugee rights”.
Then, attempt to draft a vision statement that includes these key words and phrases. It
can be phrased in terms such as “We believe...”, “We are committed to...”, “We
seek...”, or “We envision...”. Your statement should ideally be one or two sentences

long, so be as concise as you can.

Drafting a mission statement

Before drafting your mission statement, identify the purpose, method, values and
beneficiaries. As you and your board brainstorm, consider the questions below.

1. What is your organization’s purpose?

The organization’s purpose is central to the mission statement in almost all
organizations. For example, Asylum Access’s purpose is “to make refugee rights a
reality”.

2. How does your organization achieve this purpose?

Your mission should be separate from your activities. However, you may want to
reference the core activities that make up your methodology. Alternatively, if you have
more than two core activities, or if your core activities cannot be described in about
three words, you may want to find a more general term to describe your methodology or
approach. For example, Asylum Access achieves its purpose by providing legal
information, advice and representation and by advocating for the implementation of
refugee rights.

3. What is your organization’s underlying values?

Your values may form part of your mission statement. Even if they are not explicitly
included, they can influence the words you choose for your statement. For

example, Asylum Access believes refugees should be seen as people with rights, not
just people with needs.



4. Who/where are the beneficiaries of your work?

For example, Asylum Access’s work benefits refugees in Africa, Asia and Latin America.

Finally, review the following questions and consider revising your mission statement
accordingly.

Does your mission statement explain why the organization exists?

Is it broad enough to encompass not only your current work, but work you
anticipate doing in the future?

Is it specific enough to guide future decisions about which activities the
organization should undertake?

Is it consistent with your values? Does the content and language reflect your
values?

Does it describe the end result? Does it describe your effect on clients’ lives
rather than just listing your activities?

Is it easy to understand and free of technical jargon? Is it concise? Could your
mother understand it? Could a 7-year-old understand it?

Mission, vision, values (CharityVillage)
30 Example Vision Statements (Top Nonprofits)
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Preparing to Launch

After deciding to establish a refugee rights organization, many preparations are needed
before you launch your organization. Although launch preparations are often
unpredictable, they are vital as the strategic and operational decisions involved can
have far reaching consequences to your organization.

This section captures some of the key steps involved before you launch your
organization, and includes sections that guide you to register your organization,
fundraise at start-up, hire leadership staff, secure office space and advertise your
services. By the end of the section, you should have a better understanding of the
important steps involved before opening your office to your first clients.

Launch preparations involve many of the same considerations that are present at any
time while operating an organization, such as staffing, fundraising and communications.
Therefore, this section only highlights the strategies and tips most relevant to the very
first phases of setting up an organization. For more detailed information on how to
sustain these processes in the long-term within the organization, refer to the Operate
and Manage section of the Toolkit.

Registering Your Organization

Registering an organization is generally a vital first move, as it is almost universally
required in order to receive funding, hire staff and launch operations. However, although
this is often legally required, registration can present unique difficulties in every context.
An alternative option is to establish a program under an existing human rights
organization that is already registered. This section will present the benefits and
challenges of each option, and provide guidance on how these options can be pursued.

Deciding whether to register your organization

Before deciding whether to register your organization, you will need to be aware of the
legal enabling environment in your country, and of the political and other potential risks
involved in setting up your organization. For instance, given that nature of work for
refugee rights is often sensitive, you may need to be prepared for a degree of official
hostility towards your work. A number of countries have recently introduced laws
restricting the percentage of foreign funding (including in-country foreign donors) an
organization can receive. Some other countries have, for historical and structural
reasons, never developed a protected space for civil society organizations.
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Additionally, there are usually multiple ways to register an organization, each with their
comparative benefits, protections and disadvantages. The choices you make when
registering your organization will affect its prospects in the long term. It could influence
factors such as the dates of your fiscal year, whether your organization will have
members, and what kind of board of directors or governors you choose to have.

Whether you register as a for-profit or non-profit entity often affects what taxes you will
have to pay, as well as what funding you are eligible for. In some cases, you may
choose to register as a company as it may be easier, cheaper and less visible. In other
cases, registering as a nonprofit may allow you to benefit from tax relief, and to obtain
certain types of grants and funding.

Some points of consideration when weighing the potential benefits and risks of
registering your organization are listed below.

Potential benefits of registering your organization:

o Legitimacy with funders and the authorities

o Enables subsequent financial management e.g. opening a bank account

o Enables fulfilling financial reporting requirements such as submitting audited
accounts

» May provide legal protection from potential closure of operations

« Facilitates legal operations, including ability to enter into contracts (tenancy,
purchase of equipment, hiring staff)

« Limits legal liabilities in the event of breaches of contract

Potential drawbacks of registering your organization:

o Attracts more attention in a politically repressive environment

o Some governments restrict the ability to receive funds from certain donors e.g.
foreign donors, or impose requirements on what your organization must do to
access outside funds

» Registration may constrain your permitted activities

» Registration may also require other additional bureaucratic activities, such as
filing certain paperwork each year

Practical advice on registering your organization

One way to identify and analyze your options may be to enlist the pro-bono
assistance of a locally based law firm, ideally one that has a culture of pro-bono and
is committed to providing equally high-quality services to pro-bono and paying clients.
Advice from someone familiar with the legal rules and regulations governing the
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incorporation of new entities in the country is likely to be invaluable, even if that person
is not familiar with non-profit organizations.

If pro-bono lawyers are unavailable, it is advisable to invest in paying a lawyer or other
agent experienced at registering social benefit entities to work with you to
prepare your paperwork and help you navigate the system. If there is an NGO
Council in your country, they may be able to provide such assistance free of charge.
However, in certain countries, such ostensibly supportive bodies may prove hostile or
corrupt (see the need for risk analysis, above).

It will also be helpful to talk to existing NGOs in your country about these issues. You
may utilize external help to you with the following:

o Assess risks: Learn about how they assess the risks, how they chose to be
registered and why they made the choices they did. Note that junior staff may not
be aware of these aspects of organizational history. You will probably need to
speak to the director and board of governors, and to any in-house legal advisor
the NGO may have.

o Filter for trigger words: Guide you around seemingly innocuous words that may
raise red flags to a government if included in your registration information.
Trigger words are often surprising and unpredictable. It is likely that these terms,
even if central to your registration, can be re-worded and related difficulties easily
avoided. For example, ‘education’ or ‘lobbying’ could become ‘advice’ and
‘designing policy frameworks’.

« Tailor goals to government interests: Identify the interests of the government,
and tailor "Objects Clause" to suit them. For example, if the government prefers
that all refugees are resettled out of the country and tries to prevent refugees
from entering, stating that your services assist the UNHCR process refugees
faster is more likely to get your organization registered than mentioning rights,
empowerment or advocacy.

o Speed up the registration process: Existing NGOs are likely to have built up
relationships with government officials responsible for getting registrations done.
Utilizing even low-level relationships may speed up this process, which is an
additional benefit to the lawyer or agent’s familiarity with the procedure.

Note that if you attempt to register and are refused permission, you will have to choose
between operating in direct violation of government decisions, or not operating at all. In
some contexts — where registration is particularly slow — your application may be put on
hold indefinitely. This could be an advantage: you can show you have taken the correct
steps, and then operate informally in the interim without actually having received a
negative answer. Again, these elements are highly contextual, and we recommend
doing extensive research before making decisions with long-lasting consequences.
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Alternative to registration: establishing a project within
an existing human rights organization

Alternatively, there may be options to operate as a project within an existing human
rights organization that is already registered. In some contexts, this may be advisable
for practical reasons, e.g. for low-visibility protection, or as a start-up arrangement while
waiting for full, independent NGO status. This may be a relatively quicker route to
achieving operational status.

However, note to also identify the ‘costs’ to such an arrangement beforehand. Working
with an existing human rights organization also entails the management and
coordination of a further set of organizational relationships. If this path is pursued, it is
vital to be clear from the beginning regarding the extent of the ‘parent’ organization’s
control over your operations, and to what extent you would have to compensate them in
any way for the services they provide. Defining the respective roles of each partner are
best spelled out in a formal Memorandum of Understanding. This should seek to cover
all eventualities, including an exit clause.

The International Center for Not-for-Profit Law

Fundraising at Start-Up

Fundraising is one of the most challenging, but also crucial, aspects at the start-up
stage. Before you start fundraising, the initial period requires some trial and error as you
determine what works best for your project. This is the hardest fundraising phase you
will probably have to undertake in the history of your organization.

It is important to recognize that fundraising — even start-up funding — is not merely
about getting funding now. It is also about creating a long-term and sustainable
relationship with your funder to provide financial security in the future. Therefore, it is
advisable to engage your team in the process of fundraising. While experienced
fundraisers or fundraising consultants might yield faster results, you might want to
consider engaging dedicated staff, interns or volunteers to focus on representing your
organization. It is also critical that leadership staff understand fundraising processes, as
funders will most certainly want to hear from them to learn about the work they are
supporting.

This section will guide you on how to mobilize the necessary resources to fund the start-
up of your organization. It will help you (1) determine who you should target and how,
(2) identify knowledge gaps that you might remedy through research and (3) draft a
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fundraising plan. The sub-sections will guide you through the basic fundraising steps of
developing your fundraising strategy and identifying funders to approach

Once you have funded the initial launch, more information about sustained fundraising
can be found in the Fundraising section of the Operation and Manage section.

Developing Your Fundraising Strategy

Without a proven track record, it can seem hard to secure initial funds. Funders often
support a project but not an organization and often not an individual. They prefer
activities that directly empower your clients, rather than covering your salary or time to
raise even more funds. Yet, you can still raise funds from individuals and seed funders
who provide funds specifically for organizations in their initial start-up phase. This
section will provide some practical advice on developing your fundraising

strategies. After reviewing this section, you may proceed to Identify Funders to

Approach.

As you fundraise, consider your strengths and weaknesses, such as what resources
you have, and what crucial ones you lack. Resources are more than just a person’s
time. They can include your personal network, access to advice from other fundraising
professionals, options for securing in-kind support, referrals from similar organizations
and advocates in other locations who might engage prospective funders. Equally
important is the fundraising market you are working in, which will constrain your
eligibility for funds.

As an emerging refugee rights organization, you will face fundraising challenges unique
to fledgling organizations. The table below will give you an idea of how certain start-up
characteristics might influence your fundraising efforts:

Start-Up What does this mean for my fundraising?
Characteristics

New organization with  Focus on funders that provide ‘seed funding’, which supports
no track record to organizations in their early days. Sometimes, this funding
demonstrate the may be based on support for individual change makers or the
effectiveness of your founder.

approach.



Work solely in refugee
rights empowerment,
with no direct
humanitarian aid
services.

Work in one specific
country, with limited
access to key
fundraising markets or
long-established
cultures of
philanthropy.

As a new nonprofit, it is advisable to seek out funders with a
clear common interest first. These are primarily human rights
funders, women'’s rights funders and funders who work with a
subgroup of refugees (e.g. women'’s rights or refugee human
rights of torture). As you develop fundraising expertise, you
will be more comfortable engaging a development aid funder
for example.

If soliciting donations is tough, consider seeking out
resources through in-kind contributions instead. For example,
Country Director of Asylum Access Ecuador ‘s first task was
to secure donated office space. Other plausible ways of
raising resources are: working with volunteers, interns or
universities to provide services; organizing fundraisers
through donated goods or support from individual donors in
other countries who have a reason to support your cause.
For example, a former refugee now living in the US might
support operations in your country. With individual donors,
you will have higher chances of success if someone you
know makes an introduction. Think about your connections
and how you might creatively enlist their support.

Fundraising also forces you to review the cost-effectiveness of your model. Funders
often want to hear how you plan on sustaining your work beyond their support. Develop
clear and focused answers to forward-looking questions such as:

o What is your three-year plan?

o Do you have a clear model or strategy to achieve this?

e Fundraising is not merely about securing money, but the resources to do your
work. Hence, also consider questions such as:

o What are your options?

« Might you offer to teach a law course that includes a semester of part-time
volunteer legal advocate work?

o Would a law firm be interested in contributing pro bono services?



You may also find a case study of Emily Arnold-Fernandez, the founder of Asylum
Access, below. It details her personal experiences of fundraising Asylum Access during
Start-up, including the challenges she faced, and how she overcame it.

Case Study: Asylum Access's process of fundraising during start-up

Identifying Funders to Approach

After you have developed your fundraising strategy, this section is designed to help
you identify which funders to approach. It outlines the types of funders, the common
ways to identify donors and a list of suggested resources and funders to help you get
started. A Funder Evaluation Worksheet is also available for download to help you
determine whether you are a good fit with the funder. Note that this section focuses on
institutional funders and not individual donors or securing in-kind support, although
many best practices in foundation cultivation can also be applied to individual donors.

As refugee rights empowerment is an emerging field, very few funders have identified
this as a priority area. Given that the primary approach to refugee assistance is still
humanitarian aid (handouts of food, medical aid and tents), you will need to broaden
your target donors and work hard to explain why your work is relevant. This may include
human rights funders, women'’s rights funders, those seeking “a long-term solution to
refugees” and others working with marginalized populations. Also consider engaging
funders working with survivors of torture, LGBTI funders and those seeking to advance
democratic inclusiveness and civil society growth.

o Government funders or funds available through foreign embassies
» Private foundations (family and institutional)
e Corporate funders



¢ Individual donors

From experience, Asylum Access has had success raising funds through law firms, but
found it challenging to engage private businesses that usually prefer ‘safe’ causes like
poverty alleviation to potentially controversial causes

« Find out who funds similar organizations. This helps you to focus on funders who
have a track record of common interests. This information can often be found on
official websites, Annual Reports or 990 tax forms (for US foundations).

« Sign up for mailing lists with updates of upcoming call for grants (see below for
list).

o Let your network of friends and colleagues know that you are looking for funds,
so they can share opportunities with you.

o Research online funder platforms to learn about funders and the fundraising
landscape (see below for list).

o Ask for help, but only after you have done your own research. Request for
conversations with fundraising professionals working in the same field. People
are often willing to give advice.

e If you have already established a sound relationship with a funder, ask them if
they would be able to recommend other funders.

Funder Type Example Organizations
IKEA Foundation

Norwegian Refugee Council

Refugee Assistance

Sigrid Rausing Trust

. .. The Adessium Foundation
Human Rights: As a new nonprofit,
your best bet is seeking funding for Jacob and Hilda Blaustein Foundation

Global Human Rights The Moriah Fund

The Norwegian Human Rights Fund



The African Women’s Development Fund
Women
Foundation for a Just Society
Global Fund for Women

WomanKind

Survivors of Torture UN Voluntary Fund for Victims of Torture

Hivos
ICCO International

Development

Democracy and Civil Society Foundation for a Civil Society

Growth Open Society Foundation
Government Funders with AusTElE

Tendencies for Funds via their Denmark

Embassies

Finland Germany

United States of America

You may also consider using the Funder Evaluation Worksheet, which is designed to
help you determine whether you are a good fit with the funder.

Funder Evaluation Worksheet

fundsforngos.org (Resources and a mailing list for upcoming call for proposals)
Chapel and York (Resources and mailing list for upcoming call for proposals)
Network for Good (A range of fundraising resources)

Guidestar (Database of nonprofits and foundations)

Peace and Collaborative Development Network (Philanthropy U)

International Human Rights Funders Group (Resources for grant-seekers)

CIVICUS Resource for Grant-seekers: Writing a Funding Proposal (Page 5
provides an overview of the strengths and weaknesses of each of these types of

funders)

Staffing

In the early stages of creating a refugee rights organization, you may be working alone
to refine the details and to set a road map. As you get closer to opening your office
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doors for services, however, you may require more staff to grow your organization. It is
therefore important to consider hiring and developing a leadership team of qualified and
driven individuals who can take your organization to success together. Ultimately,
assembling a launch team (through hiring and partnerships) is central to the
sustainability of the organization. In this section, you will be familiarized with the key
considerations involved in the recruitment of your staff members.

Key characteristics when hiring leadership

Before you begin the hiring process, ensure that you have a clear understanding of the
characteristics that you are looking for. It is tempting to simply hire someone to provide
support and complete everyday tasks. However, it is more beneficial in the long run to
seek colleagues who will provide leadership in your absence. This means looking for
skills that complement yours and add to the organization’s strengths rather than merely
replicating them.

For refugee rights organizations, this is particularly important. There is a temptation for
a refugee legal aid organization to staff its team entirely with lawyers. However, lawyers
do not necessarily know how to manage a fundraising campaign, or have the
psychosocial background to provide support to refugee clients with Post-Traumatic
Stress Disorder. Hiring multi-talented people is important, and knowing the talents you
are seeking in advance is even more critical. A competencies matrix is a simple and
useful tool to guide you in keeping your team’s strengths in check.

The following questions may help you develop an understanding of the characteristics
you are looking for based on your own strengths:

What do | enjoy doing?

What am | really good at doing? What am | not good at doing?

If | could only focus on a few functions, what would they be?

If | am at my worst, what kind of people do | need around me?
What are my priorities? What are the priorities of the organization?

In addition to making a list of characteristics of the person that you would like to hire;
you should clarify what role this person will fill. This may involve assessing specific
needs and gaps in the organization and prioritizing those. The following are some



typical needs that an organization may have, and the corresponding role or position that
might be developed to fill that need.

Specific Needs of
Organization

Need to grow existing
services to serve more
people.

Need to improve existing
services to serve existing
clients better.

Want to diversify the types of
services offered to meet
additional refugee needs.

Need to focus on
structure/legal change before
serving individual clients.

Need to manage internal
organization and external
partnerships better.

Want to market yourself
better so that more refugees
know about your
organization.

Corresponding Role or Position to Fill
Organization’s Need

Hire someone with experience in a growing
organization, good operational skills and ability to create
tools to facilitate growth.

Hire someone who has plenty of client serving
experience, can point quickly to factors that ensure good
client services and have the knowledge to keep up
those variables (i.e. staff training, team environment,
work-life balance, etc.).

You may need to look outside the ‘usual suspects.’
Diversifying services is about exploring new ways in
which you can impact the clients’ lives. It’s best to start
by consulting your client base as you think of staffers
that would be good at diversifying your services.

In this case, you may be looking for a different staff
profile: someone who can speak authoritatively on the
matter, and who has connections or is good at building
relationships with key stakeholders.

Hire a mid-level administrator rather than leadership
staff. Do not underestimate what a very good organized
office manager can achieve!

Hire a marketing or communications expert with

experience working in resource-limited environments.
Creative professionals working with nonprofits tend to
be good initial sources for candidates to take this job.



Hiring can be costly. Before starting to become the source of someone’s livelihood, go
through the following checklist to make sure you are ready to hire them formally.

« ldentify a realistic salary that is competitive: Take into account the cost of
living and additional expenses for foreigners (if at all) — and have the salary
commensurate with experience. Note that while referencing the salaries of other
non-profit organizations your size is a starting point, it is common that NGO
workers are paid notoriously low wages in many countries, causing a lot of talent
to leave.

o Calculate other costs: With an idea of the salary in mind, enquire about
additional costs the organization must cover, such as mandatory social security
costs, pension contributions and taxes. Consider these as part of the cost-to-
company costs.

o Assess your revenues: Ensure that you will have enough sustainable revenue
to cover the salary, and for how long.

Keep in mind that even if you are not in a position to pay prospective employees very
highly, it does not mean people would not be interested in applying. Many people are
also drawn by the organization’s mission, the position, the people and the environment.
As long as the salary you offer is competitive, people will apply. Make sure you
advertise the position widely, even in places where prospective candidates may already
make more money than what you can offer. In other words, if money is the main priority
of the potential candidate, you may want to think twice before making an offer to join
your team.

If you decide your organization is not ready to hire new leadership staff, there are other
short-term options that may help you get through until your organization is ready to hire.
For more details, refer to Non-Hiring Options section of the Toolkit.

In general, it's best to avoid ideologies that limit the talent pool from which you can
draw. The following are some fallacies to reject:

» Hiring foreign staff won’t work because they will never understand the local
country conditions.

« Hiring local staff is impossible because locals are not open to receiving refugees
in their countries.



Painting broad generalizations about foreign staff vs. local staff will limit your talent pool.
Therefore, seek leadership teams with diverse backgrounds, where team members are
active facilitators across bridges.

The job market for leadership positions generally place substantial weight on one’s
years of experience. While knowledge of the sector and players is important, it is also
important to ask the tougher questions to test the candidate's willingness to ‘rock the
boat’ in addressing the root causes of refugee rights violations:

« If refugee rights have not changed in Country X for the many years you have
been working in this area, what part has the candidate played in changing this?

o Have the job candidate’s methods been unsuccessful? If so, is the candidate
ready to admit it?

» Has the candidate become cynical about the prospects for change in Country X?

e Does the candidate envision future work with refugees in Country X as "business
as usual”?

Securing Office Space

Choosing your startup location and office space is one of the most important decisions
that will influence the success of your organization. This section provides practical
advice on how to choose a startup location, and points to consider when securing an
office space.

Selecting your office location

Your decision on where to locate your startup should be determined by the type of
service you plan to provide, and where you can maximize your impact. If your RRO is to
focus on legal services and community legal empowerment, you may decide to locate a
place that enables you to provide the most direct access to your clients. In this case,
consider a location that is safe and accessible to refugees:

o Proximity to clients: People are unlikely to travel far from their homes,
particularly if they have few resources, so you should map where refugees live in
your city or town and search for a property accordingly. In urban areas where
refugees are scattered across the city, finding a place that is accessible by public
transportation is preferable.

o Safety: Many zones housing marginalized populations tend to be less safe than
the more affluent areas of a city or town. The need to be accessible to refugee
populations should be balanced with the safety record of the area, keeping in
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mind that employees and volunteers — particularly in the start-up stages — may
need to bring their own laptops to and from work if the office cannot provide
computers.

o Visibility: If operating in an environment where refugees are likely to be detained
or questioned by the police, also consider a place that is not so visible — but
again balance this with all other factors, including the need to ensure the security
and safety of staff.

o Growth: Consider the likelihood that your staffing will increase in the next year or
two and plan for an office space that can accommodate that. It will be difficult,
expensive and likely cause confusion to clients if you have to move shortly after
setting up.

o Proximity to policymakers: Alternatively, if your RRO was to focus on policy
advocacy in its initial strategy, consider locating near the policymakers where
your lobbying activities can take place. Similarly, if strategic litigation was your
main focus, consider locating your office near the courts for easy access.

Planning your office space

The process of finding and securing office space raises a variety of concerns that
should be taken into account. There are certain risks associated with setting up your
office space, and there are steps that you can take to mitigate risks — from insurance to
circumspect planning. Indeed, your organization may be obliged to take out insurance to
occupy office space, or even to function at all.

Privacy and confidentiality are key values in delivering legal services to refugees. It is
important to have enough space to be able to interview and work with refugees in
separate rooms. This facilitates them to speak freely without the fear of being
overheard, including by other clients. You should have the capacity to store physical
filing systems securely, and the office space should itself be highly secured against
break-ins given the sensitive information it will contain.

Over-securitization, however, goes against the ethos that refugees and their service
providers are equals. Think twice about stationing guards at the door of your premises,
or demanding ID before permitting entry — this does not contribute to a welcoming
environment, and may be reminiscent of other institutions that refugees know not to be
friendly. Asylum Access offices work on an intercom system, by which refugees
announce themselves and are buzzed in. Some have commented that little differences



such as these contribute to an atmosphere of respect, putting those who have come to
tell difficult stories more at ease.

Advertising Your Services

Once you are fully established as an organization, and have secured office space, you
will want to notify the local refugee population that your services are now available. This
section will outline the key information you can include in your advertising materials, and
provide advice on how to distribute advertising materials effectively.

Important information to include

As a refugee right advocate, you must not assume that refugees will instantly see the
value of your organization’s work, especially at the initial stages. This is particularly so
where legal aid is not common, and rights-based organizations few. Refugees may
assume that any organization claiming to help them will deliver material aid, and in the
absence of this, they may assume legal services are irrelevant.

Therefore, clear communications are key in whichever format you choose to publicize
your services. You may wish to:

o Convey the benefits of legal advice, which may include potential access to
regularized migratory status; and the contingent rights to work, healthcare,
education.

o Convey that legal advice will be free. Many may assume that lawyers’ services
will be expensive and out of their reach.

« Clarify what the organization cannot do, such as that it cannot grant refugee
status or give humanitarian aid.

o Convey that the organization is not affiliated to UNHCR or the government.
Where UNHCR provides RSD, any assistance with RSD will often be mistaken
as a UNHCR service. Therefore, it is very important to stress that you are an
independent NGO in all advertising materials.

In addition, be aware of the content and reach of advertisement when operating in non-
Convention states or states where refugees have no legal status, so as to not attract
unwanted attention from the authorities.

Methods of distribution

Simple messaging is necessary to make sure you appeal to the relevant population. For
example, posters and flyers could ask ‘Did you have to leave your country for fear of
violence?’ Depending on the context you are working in, refugees may share one
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common language, or may originate from many different communities. Consider
translating your materials.

Many marginalized groups have received sub-standard education and are illiterate.
Refugees may be literate in their own language but have limited understanding in the
language of their country of refuge. All messaging should use clear and simple
language, free of jargon and legal terms. Adverts on the radio may reach illiterate
populations, but recording costs and the price of airtime are generally high, though pro-
bono arrangements could be proposed.

If opting for flyers and posters, consider where these will be most visible to your target
population. Buses may carry adverts, as well as tuk-tuks or other forms of public
transportation. Other organizations serving refugees — whether government institutions,
UN agencies or other NGOs — should be contacted to display information about your
new services. Flyers could be handed out door to door in refugee-hosting
neighborhoods. For an example, you may refer to an online advertisement designed by
Justice Center, a legal aid NGO for forced migrants in Hong Kong.

You will likely notice a snowball effect. Once you have served clients, some advertising
will take place by word of mouth. The first few service users will tell their friends if they
have a positive experience, and your client base will grow organically. For more
information on how to raise awareness and provide information about your legal
services to your target population in the community, you may refer to the Community
Outreach section under the Community Legal Empowerment section of the Toolkit.

Establishing Relationships with
Stakeholders

Entering the local landscape of refugee rights advocates, actors and decision makers is
a difficult step to navigate — but also essential to the success of your initiatives. As the
first stages of setting up an organization are often busy and uncertain, allies and
advisors are invaluable. Your allies and advisors can come in various forms, which may
include the government, UNHCR and other NGOs (including both humanitarian and
human rights organizations).

Your allies are useful in providing insight on the political context, the operational realities
and the dynamics of the refugee population of your country. They can also be your
potential partners. For example, they can be your source of initial clients, or be a part

of your organization’s client referral network.

Establishing yourself as a refugee rights organization within the local landscape can be
challenging. As a new organization with a rights-based approach, seeking to empower
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refugees and break cycles of dependency may lead to resistance in some
sectors. Governments might be reluctant to collaborate if your advocacy work is
targeted against them. NGOs and/or UNHCR might perceive a refugee rights
organization as a duplication of services, or as competition for funding.

To establish effective relationships with your allies and partners, this section will first
guide you to conduct an ecosystem analysis. This will allow you to break down the
relevant actors and the dynamics involved — assisting you to strategize which
stakeholders to approach. This section also highlights some relevant considerations for
effective relationship building with refugee response actors, with a particular focus on
the government, UNHCR, NGOs and Other Partners.

Conducting an Ecosystem Analysis

Before you start building relationships with your stakeholders, it is advisable to conduct
an ecosystem analysis. This enables you to:

» Identify the breakdown of the relevant actors, the relationships between these
actors and the dynamics involved.

« ldentify the parts and relationships in the systems that are expected to change,
and how it will change.

« Prioritize and make decisions on who you should establish relationships with,
and for what purposes.

An ecosystem analysis has two main components, the (1) environmental conditions,
and (2) key stakeholders within the ecosystem of refugee protection in your country.
The following section will explain these two components in detail, and provide questions
to guide you to conduct your own ecosystem analysis. There is also a downloadable
template at the end of the section to help you conceptualize an ecosystem analysis in a
visual manner. Note that when you are conducting your ecosystem analysis, the legal
analysis and field analysis that you have previously conducted may already have

useful information that you can refer to.

Environmental conditions refer to the external factors that are beyond the organization’s
control, but nevertheless influence the outcome of your work. Acknowledging these
conditions can assist you in the planning process to identify potential partners and
collaborators, to identify what other needs must be met in order to address the relevant
issue, and to predict which parts of the issue your organization can realistically
influence.
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Some examples of environmental conditions that can affect the ecosystem for refugee
rights could include:

Politics and administrative structures:

« What are the legal and administrative structures to guarantee refugee rights?

o To what extent are refugee rights given priority in relation to other social issues
faced in the country?

o How much influence does the organized civil society have?

Economics and markets:

What is the level of unemployment and informal employment?

How does this affect local attitude towards incoming migration might flows?
Where are international funds channeled towards during humanitarian crisis?
How do refugees respond to large-scale humanitarian crisis, e.g. would they rely
on self-employment in the informal sector?

Geography and infrastructure:

o Where are the justice sectors located, and how accessible are they to the most
marginalized and poor?

Culture and social fabric:

« What are the local perceptions of refugees?
« How far are they regarded as people with rights, or as people with the potential to
contribute to their country of refuge?

In addition to understanding the environmental conditions that influence refugee rights,
you should also identify the key stakeholders involved. Key stakeholders are actors that
can influence or be influenced by your RRO’s actions. In the suggested template above,
the key stakeholders within a refugee assistance and protection space are categorized
as resource providers, complementary organizations, bystanders, competitors and
opponent actors. Depending on your context and aims, you may add and modify these
categories to better organize your analysis.

After you identify the relevant stakeholders, the following questions can guide you to
better understand the relationships and dynamics between each of these actors.

o What is their mission and interest?
o Which refugee population(s) do they influence? How, and with what resources?



e Who are their main partners and collaborators?

It is also helpful to identify how you may situate your RRO within the ecosystem. Some
guiding questions might include:

e Which actors’ approach might be complementary to promoting refugee rights? Is
there space for collaboration with your RRO?

e Which actors’ approach might be counter to promoting refugee rights? If
resistant, how can these obstacles be mitigated?

o What are the gaps in the existing ecosystem that your RRO can fill?

« What are the obstacles to refugee rights in the existing ecosystem that your RRO
can address?

Some guiding questions specific to a key stakeholder may also include:

Refugees

o What degree of protection do refugees have?

o What is their relative access to justice and administrative mechanisms that they
have to wield their rights?

o What rights do refugees have when their cases are pending?

o How does this compare to recognized refugees?

» Are those without access to registration overlooked in the country’s protection
system?

« How can refugees play a bigger role within the ecosystem to obtain their rights?

NB. Different populations of refugees face different degrees of vulnerabilities. You may
find it helpful to break down the refugee population into meaningful categories, such as
based on age, gender, ethnicities, etc.

Resources Providers

Who are the main resource providers?
What resources do they provide?
Who do they fund?

Are financial resources centralized in UNHCR-mediated grants and foundational
funding?

Complementary Organizations

e Which organizations can provide parallel support to your RRO’s work?
« Are there any organizations that can be in RRO’s referral system to provide
tactical political support, or credibility to a rights-based approach, etc.?

NB. This might include UNHCR, local human rights organizations and organizations
supplying immediate needs to refugee legal clients.



Bystanders

Which actors might be able to play a bigger role if a rights-based approach is
adopted?

Are traditional development actors who have a potential to assist refugee
populations (e.g. poverty alleviation, microfinance organizations, job training
programs) currently isolated?

What are the ways to better engage these actors?

Competitors

Which organizations might perceive a competing perspective to RROs in
attracting attention, funding and resources?

How can this be addressed? Can a friendly competition be established, e.g. to
build on clarification that there is a place for both humanitarian and rights-based
approaches among refugee-serving organizations?

Can education and outreach conducted to involve more sustainable solutions?

Opponent Actors

Are there actors that set obstacles to refugees’ enjoyment of their rights?

Is there a restrictive legislation? What are the possible ways to challenge this,
e.g. feasibility of litigation?

Is there a restrictive or wrongful application of existing laws? What are the
possible ways to challenge this, e.g. through administrative mechanisms?

Is there an ignorance of rights? What are the possible ways to challenge this,
e.g. through education?

Is there corruption and exploitation? What are the possible ways to challenge
this, e.g. through legal empowerment education?

Are there opportunities for your RRO to address these obstacles?

A template can be found below, which you may adapt according to the context that you
are working in.

Template for conducting an ecosystem analysis

Based on these findings, you may develop your strategic plan. This involves key
questions such as:

What do you seek to change in the current ecosystem?

What are the obstacles to refugee rights that a RRO can address?
What are the gaps that a RRO can fill?

How will your strategies influence the ecosystem?

How can this change be measured?



For more information on how to develop your organization’s strategy and goals, you
may refer to the Results-based Management in the Operate and Manage section of the
Toolkit.

Given the dynamics involved between stakeholders, you will notice that there are
specific challenges to establishing a refugee rights organization. As a new organization
with a rights-based approach, seeking to empower refugees and break cycles of
dependency may lead to resistance in some sectors. After developing your ecosystem
analysis and strategic plan, you should have a clearer idea for which stakeholders your
RRO will prioritize in establishing relationships with, and with what strategies. The
subsequent sections will highlight some practical advice in establishing effective
relationships with the government, UNHCR and other NGOs.

Establishing a Relationship with the
Government

When researching and planning your launch, it is usually advisable to talk to the
government. To have government allies on board with your plans and intentions from
the very beginning could be invaluable. It is more likely that your organization will be
listened to and trusted. This may also reduce obstacles encountered down the line —
such as when processing bureaucratic registration requirements, when negotiating the
resolution of individual cases, or when later lobbying for policy change. In addition, your
organization may be invited to working groups and other governmental spaces where
there is potential to influence.

Therefore, this section will provide some practical advice on how to strategically position
and frame your organization’s work in a way that fosters a trusting and effective working
relationship with the government. Keep in mind, however, that there might be times
where it is wise to not introduce yourself to the government, especially with hostile
governments. In this case, you might choose to work under the radar.

Before you are registered, your interaction with government officials essentially
constitutes your first ‘advocacy strategy’: you are advocating for the ability to get
registered in a way that does not compromise what you are trying to achieve. You do
not want to agree to register in such a way that you are forced to give up core issues.
Therefore, you must attempt to frame your work in a manner that will be effective in
relationships with authorities.

It is important to identify the actors and decision makers within the government that will
influence your work and then target these stakeholders to build a relationship.
Remember that ‘the government’ is not one actor: different branches of the government
may contradict each other and have different attitudes towards your organization and its
goals. Therefore, it is important to identify friendly official government actors and
individuals who might also be potential allies.
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Governments are more likely to be responsive and open if they perceive your
organization as serving their interests. When establishing a relationship with the
government for the first time or re-orienting an existing relationship, keep your audience
in mind and remember that you may need to be judicious about describing your plans.
Being judicious is particularly important before your organization’s registration has been
secured. For example, if you know that the government is going to be sensitive to a new
organization promoting refugee rights — and if it is likely that your organization is going
to challenge state violations of refugee rights — then you need to be strategic in how you
present yourself to the government during your presentation.

Specifically, compare these two statements:

o “We are going to help people understand your processes, so as not to waste
your time”
o “We are going to seek redress for refugees in the courts.”

The first sentence, stating how you are going to benefit the government, is much less
combative than the second statement, which outlines that you will be challenging them.
In all of your communications, but especially when you are building your image at first,
be careful and think about the message that you are communicating to your audience.

In addition, always remember to learn and respect local customs when interacting
with government actors, particularly if you are an outsider who may be viewed with
suspicion or disinterest. For example, in some countries, you might not demand or
strongly request government officials to do something even if it is a part of their job.
Flattery and use of personal relationships could be a more effective way to get things
done by the government, rather than reminding them of their responsibilities and lodging
an official complaint if they do not act.

For more information on identifying beneficial government actors and tips for building a
relationship diagram, refer to Advocacy with Governments section within the Policy
Advocacy section.

Establishing a Relationship with UNHCR

Establishing a relationship with your local UNHCR office is an important aspect of
entering the local refugee rights landscape. Although this relationship may be tricky, it is
very important that you continuously work on developing and maintaining strong
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relationships. This allows you to maintain access, and to utilize the opportunity to
engage UNHCR as an advocacy partner. This section is designed to help you navigate
strategies to reach out to, and foster relationships with (1) UNHCR and (2) UNHCR’s
implementing partners.

Understanding UNHCR's work in your country

To begin, it is advisable to familiarize yourself with UNHCR’s operations, including its
size, projects and priorities in your country. This knowledge will help you approach
relationship building. By understanding UNHCR'’s needs and challenges, it could help
you better position and frame your organization in a manner that can fill UNHCR'’s gap,
or be complementary to its work.

Depending on whether it is the government or UNHCR that conducts refugee status
determination (RSD) in your country, your relationship with UNHCR is likely to vary
greatly. If the former, the Agency’s policy advocacy goals may be similar to yours and is
generally collaborative with refugee advocates. In these instances, direct
representation, community legal empowerment services, and even strategic litigation
plans welcomed. For example, UNHCR recently submitted its own amicus curiae brief
to the Kenyan Supreme Court in support of a human rights NGO’s impact litigation case
on the potential refoulement of Somalis refugees.

Once you have done your research, reaching out to the UNHCR Country
Representative and/or Protection Officer to explain your mission is a logical first step.
Sometimes, building relationships with lower level staff (and staff from other
departments other than RSD) can also be helpful to get insight on certain processes in
UNHCR.

Practical advice on assisting UNHCR’s RSD process

It is generally accepted that UNHCR allows representation of clients: the right to legal
counsel is provided for in UNHCR'’s Procedural Standards under paragraph 4.3.3.
Where UNHCR offices are prepared to conduct RSD for refugees with legal
representatives, they may wish to work under a Memorandum of Understanding (MOU)
between the legal aid organization and the Agency. The MOU is an agreement that
typically outlines the established ways of working between two or more partners. If
relations are likely to be more productive with an MOU, a sample document employed
by Asylum Access Thailand (AAT) can be used for guidance.

MOU between UNHCR Thailand and Asylum Access Thailand

You may also wish to draw attention to the UNHCR-endorsed Nairobi Code. This
governs the activities of subscribing legal aid providers. It is advisable, for the growth of
an ethical legal aid movement, for the Nairobi Code to be mainstreamed as a regulatory
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set of ethical standards among refugee rights organizations, and its use should
therefore be suggested before drawing up an MOU.

Yet, although the UNHCR Procedural Standards or the Nairobi Code allow for the
representation of clients, this does not always happen in practice. Some UNHCR offices
may be reluctant to allow you to be present in interviews, or take issue with some
aspect of legal representation. Further details on how the right to counsel has been
denied in some countries is documented by RSD Watch.

Your relationship with UNHCR can be tricky as it might not be immediately apparent
what the benefits of legal aid are to the UNHCR process. In countries where access to
UNHCR or to the governments is limited, you may need to be creative in your
strategies. This could include:

e Working as a professional interpreter in UNHCR/the government’s RSD
interviews, especially when UNHCR/the government is reluctant to permit an
external party to be present during the RSD interviews. In countries where
professional interpreters are rare, you can be an invaluable asset to UNHCR/the
government. However, while you will learn more about the RSD interviews, you
will not be able to openly publish your observations. Nevertheless, this
information can allow you to better assist clients in preparing for interviews, and
in developing an interview guide for your clients.

« Seek permission to observe RSD interviews. In this case, it is advisable to
frame your working relationship as collaborative. Rather than to claim that you
are monitoring the work of UNHCR/the government, you may highlight that
observing interviews would help you gain a better understanding of the interview
process in order to improve your organization’s ability to prepare clients for the
interviews.

« Negotiate incremental access (e.g. submission of documents, representation of
most marginalized cases) until trust is built and they are confident of your
organizations competence to participate in the process.

The downloadable document below outlines the benefits of legal aid during the RSD
Process to the UNHCR Eligibility Officer (EO), to the RSD system, and to the refugee.
These are important points that you may refer to when establishing your relationship
with UNHCR.

Benefits of Legal Aid during RSD Procedures

Implementing Partners

UNHCR offices are frequently divided into ‘program’ and ‘protection’ departments. The
program department often involves service delivery to refugees through other
organizations known as implementing partners (IPs).
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UNHCR’s Implementing partners — usually NGOs — may also be invaluable contacts,
particularly in the start-up stage when referrals should be encouraged. Establishing
relationships with UNHCR’s IPs may lead to further insight into the state of refugee
rights in your context. Services IPs tend to offer assistance in education and healthcare.
If your organization plans to look beyond access to asylum and wish to address
refugees’ human rights, these may be useful contacts.

While more than 75% of IPs are local partners, some international IPs include:

International Rescue Committee
CARE International Belgium
Oxfam

MSF Belgium

MSF France

Lutheran World Federation
Adventist Development and Relief Agency
CARE Canada

Norwegian Refugee Council
Save the Children Federation UK
Danish Refugee Council
CONCERN Ireland

For more details on establishing relationships with NGOs, you may refer to the
Establishing relationships with NGOs and Other Partners section.

Memorandum of Understanding template (Tools4dev)

Establishing Relationships with NGOs and
Other Partners

This section outlines why it is important to establish relationships with NGOs, and how
they can provide useful support during the start-up stage. It will also acknowledge the
challenges of launching a refugee rights organization in the existing landscape, and
provide advice on how to overcome these issues. Note that although this section
focuses on establishing relationships with NGOs, you should also consider other
partners such as university clinics, law firms, and the media to leverage your work.
Differences in approach should also be anticipated when creating and building
relationships with other NGOs assisting refugees in your area.
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Potential benefits of establishing relationships with NGOs
and other partners

There are many benefits of establishing relationships and/or working with other
partners, especially during the start-up stage. Some reasons are listed below.

e Your supporters and sister organizations can be your source to gain access to
your initial clients. These relationships are particularly useful if you do not
invest in publicity to communicate your new services.

» It enables your organization to develop a strong referral network can enable
you to prevent the duplication of services. This can provide a support network to
which you can refer clients with needs, particularly material, that you are unable
to meet.

» Building friendly relationships with colleagues at other organizations may avoid
some of the potential issues that come with increased participation
(sometimes interpreted as competition for funding and influence) in the refugee
protection space.

« Human rights organizations not directly working with refugees, but whose work
may also affect refugee interests, may benefit from relations with your
organization. This can broaden their awareness of how human rights apply to
forced migrants.

Overcoming potential differences with other NGOs

Given a rights-based approach may not always be the most mainstream, establishing
relationships with other NGOs who are service providers can be challenging. Whilst
good intentions may be shared, humanitarian aid providers conceive of refugees as
beneficiaries (rather than as rights holders). Providing refugees with healthcare is very
different to asserting refugees’ right to health. Given the fundamental differences in
approach, attitudes may be incompatible for close partnership. In such cases, close
collaboration such as office sharing with such organizations is not advisable as it could
lead to conflict that arise from practices which occur on a day-to-day basis.
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Yet, evangelizing about your organization’s philosophy is not advisable. Each
organization has its own mission and vision, and you are unlikely to be able to influence
another’s. Nor would this lay the groundwork for collaboration on practical matters.

Regardless of any fundamental differences in attitudes, listen carefully and try to
understand what other organizations see as issues of concerns. Seek to learn from
others’ experiences. However, also be mindful that NGO reports of refugees’ needs
may differ from the needs expressed by refugees themselves.

In addition, you may seek to develop a relationship with other service providers by
organizing trainings on refugee law and RSD. This can help them understand what you
do, and how you fit into their work and the protection space generally.

If you choose to partner with an existing organization at the launch stage, for example
for registration reasons, ensure that you have a Memorandum of Understanding (MOU)
that clearly allows full control of your operational decision making, and does not require
the physical sharing of office space. Partnering with organizations in a programmatic
sense is different and such collaborations require great care and attention.



Transitioning from Launch to
Operations

Once funding, staff and office space are secured, it is a good idea to write a checklist of
what needs to be in place before opening your doors to your first refugee clients.

To draft your checklist, you may choose to adopt a template similar to the downloadable
material at the end of the section. It suggests a way to plan out your activities according
to your need, desired outcome, activities, date of completion and person in charge. This
template also includes examples to illustrate how it can be filled in.

Whilst such a list may help you manage priorities, goals and deadlines, do not get hung
up on making sure that everything is perfect before opening their doors. As there are
many unpredictable factors, it is often the case that adjustment will have to be made
once clients start walking in.

However, before you receive your first client, ensure the most important steps are
completed. This might include:

Having client attention protocols in place

Having client intake documents drafted

Establishing systems to track cases and to meet court deadlines
Nairobi Code training completed with all staff and volunteers

All legal registration requirements completed

It is also advisable to consider adopting a “pilot period” to test protocols, screening
mechanisms and case management systems. This provides more freedom for your
organization to experiment and adjust during the start-up process.

Template to plan tasks before launch
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that the Asylum Access Thailand Project, under the legal u
ment Foundatlon is acting as my legal representative fo
Status with the United Nations High Commissione

Operate and Manage

Once your initiative is past the start-up stage, further organizational considerations must
be addressed. Fundraising and communications will take on new dimensions different to
the initial months; staffing may likely expand bringing new human resources challenges;
and sound financial management will be necessary.

Strategic planning, with thought given to monitoring and evaluation of your work from
the outset, will be key to success in all areas.
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This section aims to give an overview of the essentials of running an organization, at
any level or size.
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Results-Based Management

Results-Based Management is a broad management strategy aimed at helping you
manage your program and team with your commonly understood goals in mind. This
usually requires a cycle of planning, implementing, monitoring and evaluating, and
learning with no starting point and no ending point.
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Why is results-based management helpful?

If you don't know where you are headed, how will you know you've arrived? How will
you know you are off the path? Results-based management practices help you avoid
being lost by promoting focus on and clarity of organizational priorities.

How do you implement results-based management?

Planning:

What do we want to
changein the community?

Adapting: Executing:

How can we build What are our activities
future successes? (internal and external)?

Analyzing and Sharing: Monitoring:

Why is it happening? What is happening
Who needs to know? now?

During the planning stage, organizations determine the objectives for their programs
and identify the impact they want their program beneficiaries to experience. During the
implementation stage, organizations carry out programs and services that align with
the strategic plan and help the organization to accomplish its objectives and mission. In
the midst of the execution stage, organizations have to monitor progress toward
objectives and goals, compliance with donor agreements, and adherence to the needs
of beneficiaries all within budget constraints. At some agreed upon point, programs
need to be evaluated for impact. Lessons learned through monitoring and evaluations
are integrated into the next planning stage in order to build stronger and better
programs.
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This section of the Toolkit will specifically discuss planning and monitoring and
evaluation primarily from a holistic perspective. For information on program
implementation, visit the Advocate section.

While this information is helpful for framing your thinking, organizational leaders need to
understand how this theory applies to each of their programs individually as well.

Results-Based Programming, Management and Monitoring Principles (UNESCO,

2008)

Here’s what you'll learn in this Results-Based Management section:

StrategiC Planning ..........oooeiiiiiiii e 63
Best practices in strategiC Planming.........oouueeii i 63
How t0 strategiCally Plan ...........ooo oo 63

Monitor and Evaluate Impact ... 67
TRE PrOGram CYCIE ..ottt e bt e e e e b e e e e b e e e e abr e e e e e anres 67

Using @ Gender Framework ........ ... i 69
LC 1T oo oY = 10 T T - S RS 69

INtErsSECtioN@litY ... ..o 72
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Strategic Planning

A strategic plan is a documented roadmap for how you'll accomplish your mission and
vision.

Best practices in strategic planning

Various organizations will encourage many different approaches to strategic planning.
Regardless of the approach these are many agreed-upon best practices in strategic
planning.

e For new organizations, strategic plans are created and updated usually once per
year. Over time, organizations often switch to once every three to five years.

« Strategic plans typically require organizations to specify what they are trying to
achieve. Most organizations will use some combination of the terms, goals,
objectives, impact, outcomes, and outputs to describe what they are trying to
achieve.

« Strategic planning should have carefully designed participation. Top-down
approaches to strategic planning can lead to rigidity and an inability to respond to
the changing environment, as well as low buy-in from stakeholders.

o Good strategic planning includes an external and internal assessment of the
organization. This assists an organization in achieving its objectives and
understanding if there are obstacles that have to be overcome. A commonly used
tool, the SWOT analysis asks organizations to identify its strengths, weaknesses,
opportunities and threats.

o There should be clear connections between the staffing, financial plan, and
the strategic plans. It is important to consider what human and financial
resources are necessary when constructing a strategic plan.

How to strategically plan

To offer more specificity, the following section offers a more detailed approach for how
to plan strategically for mission success. This is the approach used by all Asylum
Access offices.

Before beginning, review this overall strategic planning log frame. It is a template that
can help you organize your information:

Strateqic Planning Template
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Begin by brainstorming with your team (or conducting on your own if you are a team of
1!) your organizational Strengths, Weaknesses, Opportunities and Threats (SWOT).
This exercise is commonly known as a SWOT analysis and typically is takes 1 — 2 hours
to complete. Strengths and Weaknesses apply namely to internal analysis, while
Opportunities and Threats apply to external analysis. A SWOT can help prepare you to
set adequate goals to set for your organization, given the current national situation and
organizational capacity.

For example, if being in the public eye is a major organizational threat, you may decide
to avoid a goal that will require public presence to be successful. Or, if you discover that
one of your organizational strengths is your knowledge of local refugee law, this may
lend itself constructing goals that capitalize on that knowledge.

A common approach to conducting a SWOT analysis is to use a basic grid such as the
one provided below, and to facilitate an open-ended brainstorm with your key
stakeholders (this may include you, volunteers, board members, or other major
participants in your work.

Basic SWOT Chart

After conducting your SWOT analysis, you can begin to construct organizational goals.
Goals are broad statements that make your mission more concrete. Goals are typically
not measurable, and they are usually not attainable in the short-term. Although it is
important to revisit your goals annually, goals are not typically adjusted on an annual
basis. Though it is what we all strive for, reaching goals usually takes several years.

As a starting point, it is usually wise to not construct more than three goals. This
encourages organizational focus and promotes Results-based Management.

Goals are not necessarily tied to a single strategy or program. A goal may be best
achieved through a combination of programmatic strategies; this is usually the case!
When goals are best achieved through a combination of strategies, it is important to
explicitly acknowledge it.

You and your staff should understand how their work compliments the work of others
toward the end of achieving organizational goals. For example, if you're goal is to help
more refugees access work permits it's feasible that all programs could be working
toward that goal.
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Good-to-great goals

Too specific and short-term oriented. This is To increase the number of refugees

closer to what an objective might contain with successful RSD cases by 50%
by June 2017

Not specific enough. To improve refugee rights

Great! To increase the number of refugees
with successful RSD cases in my
country

Other examples of well-constructed goals

Increase the success rate of African refugee admissibility cases

Promote durable solutions for refugees who are survivors of trafficking
Improve refugees' access to representation during eligibility interviews
Promote refugees' access to legal work opportunities in urban settings
Facilitate refugee-led advocacy efforts that decrease the likelihood of detention

For each goal you've constructed, it's important to also create one or more SMART
objectives.

SMART objectives are measurable and can be used to monitor and evaluate progress
toward goals. They should be the most ambitious result (intended measurable change)
that an organization, along with its partners, can materially affect within a given
timeframe and set of resources for which it is willing to be held responsible.

Constructing SMART objectives for the first time can be confusing. Make sure you set
aside enough time to concentrate on planning.

What makes objectives SMART?

SMART is an acronym. This short guide describes what each of the letters represent.

o Specific: Objectives need to clearly describe the results expected. Detailed
objectives make it easier to accurately and fairly monitor and evaluate progress
toward goals. However, it is important to avoid providing too much details that the
objective becomes too narrow and/or quickly outdated.



e Measurable: The objective should be measurable.

o Achievable: Achievable does not mean setting low expectations. It is helpful to
create objectives that set high expectations for yourself and your staff, but that
you believe are achievable within a reasonable timeframe.

o Relevant: Objectives should be directly linked to the mission and vision of the
organization.

o Time-bound: Performance objectives should specify a timeframe in which an
objective should be accomplished, which helps to make sure work is
accomplished in a timely manner.

For more guidance on constructing goals and SMART objectives, review this worksheet:
Asylum Access's Goals and Objectives Guidance

Constructing indicators can be very straight forward if SMART objectives can be
carefully constructed to be measurable. For each SMART objective, construct one or
more ways you will verify to yourself and your stakeholders that you are making
progress.

Planning for monitoring and evaluation helps to ensure that your efforts to plan
strategically are not wasted. Monitoring progress toward goals can happen as often as
you feel is helpful. A general guideline is that at least once every three months you
should set aside time to review your goals and SMART objectives and reflect on
progress.

Recording your progress toward each of your goals can also help when you need to do
donor reporting in a timely fashion.

For more information on best practices in monitoring and evaluation consider reviewing
Monitoring and Evaluation: Best Practices.

Intended Impact Statements, Theories of Change, and Logic Models
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Monitor and Evaluate Impact

Monitoring and evaluation (M&E) is frequently seen as an activity that donors require. It
is, however, far more critical than what this common view suggests. In reality,
monitoring and evaluation is an important part of the program management cycle.

The program cycle

During the planning stage, organizations determine the objectives for their programs
and identify the impact they want their program beneficiaries to experience. During the
implementation stage, organizations carry out programs and services that align with
the strategic plan and help the organization to accomplish its objectives and mission. In
the midst of the execution stage, organizations have to monitor progress toward
objectives and goals, compliance with donor agreements, and adherence to the
needs of beneficiaries all within budget constraints. At some agreed upon date,
programs need to be evaluated for impact. Lessons learned through monitoring and
evaluation are integrated into the next planning stage to build stronger and more
effective programs.

This section is based on the understanding of M&E as they relate to the work of Asylum
Access. It will also provide you with some guidance on best practices generally in
program monitoring and evaluation. You can also look at the Advocate sections to
follow Asylum Access's process for the implementation of M&E systems.

Monitoring and Evaluation in Legal Aid

Monitoring and Evaluation in Community Legal Empowerment
Monitoring and Evaluation in Policy Advocacy

Monitoring and Evaluation in Strateqic Litigation

Monitoring and Evaluation: Best Practices

Monitoring and Evaluation (M&E) is a critical component of results-based
management—or management that commits to the efficient use of resources to achieve
agreed-upon strategic goals and objectives. Organizations that employ results-based
management (RBM) often rely on a cycle of planning, implementing, monitoring and
evaluating. They also learn through a cycle of continuous improvement with no starting
point and no ending point.

During the planning stage, organizations determine the objectives for their programs
and identify the impact they want their program beneficiaries to experience. During the
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implementing stage, organizations carry out programs and services that align with the
strategic plan and help the organization to accomplish its objectives and mission. In the
midst of the executing stage, organizations have to monitor progress toward objectives
and goals, comply with donor agreements, and adhere to the needs of beneficiaries.
These three responsibilities must occur within the organization's budget constraints. At
an agreed upon date, programs need to be evaluated for impact. Lessons learned
through M&E are integrated into the next planning stage in order to build stronger, more
effective programs.

It is important to remember that programs can be in different stages in this cycle. Due to
the realities of our mission, a single program can be engaged with multiple stages at
once (e.g. planning and executing).

Why M&E is important?

Monitoring supports the implementation of our tools with accurate evidence-
based reporting. During evaluation this type of reporting helps leadership make
informed decisions about the direction of your programs.

M&E contributes to organizational learning and knowledge sharing by providing
opportunities to reflect upon and share experiences.

Monitoring improves accountability to all of your stakeholders by providing the
time and tools to demonstrate that our work has been carried out as agreed and
in compliance with our established standards (SMART Objective Guidelines and
SMART objectives) and donor requirements.

M&E is an opportunity for stakeholders — especially beneficiaries — to provide
critical feedback and input into the direction of your work. This demonstrates our
dedication to experiential learning and adaptation.

M&E promotes and celebrates your work by highlighting our accomplishments,
building morale and contributing to resource mobilization.

Difficulties of M&E

Time

Finding the time to plan. One way to mitigate this difficulty is to set aside time
from actual program work for your program staff to work on M&E. This is not a
two-hour meeting. Leadership needs to prioritize M&E before your organization
can reap its benefits.

Building systems that lead to adequate monitoring can be time consuming.
It can be difficult and time consuming to design surveys, databases, train staff,
create tables to consolidate and analyze data.

Taking the time to learn from the information gathered. A grave mistake is
taking the time to design surveys but not leaving time for data entry and data
analysis. It may be wise to choose a few pieces of information for careful
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collection and evaluation. This is ultimately better than implementing a large
monitoring plan that you'll never have the capacity to evaluate.

o Terminology. Take the time to unite your organization on common terminology
(the meaning of goal vs. objective; output vs. impact, etc.). Create definitions and
standardize them throughout your organization.

o Making M&E part of the routine. Integrating monitoring and evaluation to
form part of daily practice may be difficult at first. Build a creative M&E program
with incentives for participation. Below is a guideline to conducting a quarterly
learning meeting.

Guideline to Conducting a Quarterly Learning Meeting (Asylum Access)

Using a Gender Framework

It is helpful to acknowledge the role of gender in all aspects of refugee rights advocacy.
Whether you’re interested in implementing a gender framework to your legal aid
program or analyzing policies, ensure you understand the needs of women and girls
within the refugee community and determine the impact of advocacy and policy on men,
women, boys, girls, and those who fall outside traditional gender roles — adults or
children — separately. A gender framework can assist you in making progress toward
gender equity.

This Toolkit will offer you guidance on effectively using a gender framework to not only
help realize refugee rights, but to have gender equity in the realization of those rights.
Consider reviewing each Advocate section individually to learn more about how a
gender framework can influence the development and implementation of your
programs:

Gender Framework in Legal Aid
Gender Framework in Community Legal Empowerment
Gender Framework in Policy Advocacy

Gender Framework in Strateqy Litigation

Gender Framework

Using a gender framework requires that you gain a basic understanding of the
differences between sex, gender, gender equity, gender equality, and a few other key
terms.
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Sex — Refers to a specific combination of gonads, chromosomes, secondary
sex characteristics, hormonal balances, and external gender organs. Terms
include intersex, male, and female.

Gender — Ascribing qualities of masculinity and femininity to people based
upon a socially constructed system. Characteristics can change over time
and between cultures.

Gender Identity — One’s own internal sense of gender. This can be the same
or different from one’s gender assigned at birth. Gender identities include
woman, man, transman, agender, etc. Due to the internal nature of gender
identity, it is not always visible to others.

Gender Expression — How people express their gender identity. This can be
through clothing, behavior, posture, mannerisms, activities, speech patterns
and more.

Gender Non-conforming — Someone who does not conform to societal
expectations of gender.

Non-binary — Someone whose gender identity does not fit within the binary of
man/woman. Non-binary persons may feel their gender identity falls between
a man and a woman, is both fully man and fully woman, is separate from
with man and woman, changes between the two, is similar to both but not
quite either, does not exist at all or is entirely neutral.

Cisgender — Someone whose gender identity conforms to their assigned
biological sex. This is in opposition to someone whose gender identity does
not conform to their assigned biological sex or someone who is
transgender.

Transgender — When someone's gender identity differs from the social
expectations for the physical sex they were born with.

Sexual Orientation — An individual’s pattern of attraction to persons of the
same sex or gender, opposite sex or gender, or any variety of sex and
gender on the spectrum. Examples: heterosexual, bisexual, homosexual,
pansexual.

LGBTQ+ — Stands for Lesbian, Gay, Bisexual, Trans, Queer/Questioning, and
others. The term refers to persons whose gender identities and sexual
orientations differ from the heterosexual and cisgender majority.
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Gender equity — The process of being fair to people regardless of their
gender. This process often includes measures to compensate for historical
and social disadvantages that prevent women and men from otherwise
operating on a level playing field.

Gender equality — The equal valuing of women and men, of their similarities
and differences, and of the varying roles they play in society. This means
that women and men have equal conditions for realizing their full human
rights and potential to contribute to national, political, economic, social, and
cultural development, as well as to benefit from the results. In practice this
has looked like treating men and women the same, but this practice has yet
to work because of the systematic devaluing of women. Until systems value
women and men equally, providing equal opportunities will not work on its
own.

SGBYV - Sexual and gender based violence includes sexual violence and a

variety of abuses women and girls are exposed to as a result of
discrimination against them in male-dominated cultures around the world.

Domestic violence — One partner’s use of a pattern of abusive behavior to
gain or maintain power or control over another in any relationship. This
abuse can be or include physical, sexual, emotional, economic, or
psychological actions or threats of actions that influence another person.
Behaviors that intimidate, manipulate, humiliate, isolate, frighten, terrorize,
coerce, threaten, blame, hurt, injure, or wound someone are included in the
above list.

Intersectionality — A concept to describe the ways marginalizing forces
(racism, sexism, homophobia, transphobia, ableism, xenophobia, classism,
etc.) are interconnected and cannot be examined separately from one
another. Legal scholar Kimberlé Crenshaw (1989) coined the concept and it
is now used in critical theory.

Intersectionality

Intersectionality is how social categories such as race, class, ability, sex, gender, sexual
orientation, and ethnicity are interconnected, creating overlapping and interdependent
systems of privilege and marginalization.

Intersectionality is both a lens for seeing marginalization and a tool for eradicating
marginalization. As a lens, we can use it to accurately see how power operates and
better understand the experiences of being marginalized. Seeing marginalization means
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recognizing that there are a plethora of marginalizing forces at work in society. These
marginalizing forces include racism, sexism, homophobia, ableism, classism, and
colonialism, to name a few. These forces operate both individually and
interdependently.

In the refugee context, intersectionality is a useful tool for understanding the functions
and impacts of marginalization.

Intersectionality means looking at the intersections of people’s identities. It's a way to
see how people of different backgrounds experience marginalization or privilege.

How to practice it:

o Examine your own privileges,
« Listen to each other, and
o Practice advocacy through a broader, more inclusive lens.

Privileges are where we hold more power in society than others (e.g. white, cis-
gendered, able bodied). An important step to examining your own privileges is
understanding what your privilege prevents you from experiencing. To do this, listen to
those who do not hold the same privileges as you (e.g. As a white woman | actively
listen to the voices of black women as our experiences of oppression are different).

Intersectionality demands each of us look within ourselves at the places we don'’t
understand and where we feel challenged. It is each of our individual task to learn about
issues and identities that do not impact us personally. Therefore, taking up the difficult
work of investigating our own privilege is key to intersectional advocacy.

Experiencing forms of marginalization does not erase the privileges an individual has. It
might change the way in which they experience those privileges, but it doesn’t make
those privileges nonexistent. For example, male privilege exists, but all males



experience privilege in different ways. It will depend on their class, race, sexual
orientation, (dis)abilities, and so on — remember the example of Marco above.
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Fundraising

This section addresses sustained fundraising: cultivating relationships with funders and
grant writing in order to generate income for your organization beyond the Start-up
stage. Fundraising helps nonprofits secure the resources they need to carry out their
primary activities. While there might be a range of fundraising opportunities, stay on
track by focusing your grant-seeking on what would provide for your existing work. Do
not use fundraising to introduce new activities outside the organization’s mission.

Strategic fundraising efforts, careful financial planning, budget management processes
and sound decision-making are essential to the financial health of your organization. Yet
the learning curve is steep, and advocates might underestimate the time and complexity
of effective fundraising.
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While experienced fundraisers or fundraising consultants might yield faster results, you
might want to consider engaging dedicated staff, interns or volunteers to represent your
organization. It is also critical that leadership staff understand fundraising processes, as

funders will most certainly want to hear from them about the work.

You'll discover the following in this section:

FUNAraisSing BasiCs .......coooiiiiii e 77
Individual Donors: Building and Cultivating Relationships............cccccocconn. 80
Cultivating relationships wWith FUNAErs.............oooiiiiii e 80
Having a conversation with @ prosSpective fUNAEr.............ooii i 82
Engaging Peripheral FUNAErS ...........uiiiii et 86
Corporate Partnerships .......ccooooo oot 87
Understanding how COrPOratioNS GIVE...........oiiiiiiiiiiiiiieii ettt 87
Finding @ Corporate CONNECHION..........uiiiiiiiii ettt e e e e aenee e s 88
(=T aTeT=To o Te Jr=TeTo ]y oTo] £=1 1] o HN PP UP PRSPPI 89
Grants and Grant WItING.........ooooo it 90
Understanding the components of a grant application..............cccooeiiiii i, 90
Implementation and RePOItiNG ......cooi i e e e e e e e e e 95
Donor Cultivation EVENTS ... 96
Why do nonprofits 0rganize @VENTS? ... i 96
How to make the most of yoUr @VENT?....... ..o e 96
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Fundraising Basics

When foundations look to support projects, they are really looking to invest in a shared
vision. Through grant-making, funders want to shape the future by empowering you to
advance your mission. Funders also have their own mission statements and priorities,
which outline their unique worldviews and explanations about how they’d like to improve
the status quo.

Getting funding today would be great, but you should be concerned about sustainability.
Building long-term relationships with your funders will go a long way towards financial
stability, whether they grant in consecutive years or not. Foundations staff might
introduce you to other funders or move to a different organization, where they may
connect you with additional resources.

Desk research and writing can uncover leads on funders relevant to your work.
However, grant proposals are far less effective without direct engagement with
foundation staff. Remember, you are one of many organizations appealing for support.
What would make you stand out from the other excellent candidates? Pick up the phone
or send an email to request a brief conversation and engage the funder about your
work.

Funder priorities also evolve and may be different from the information on their website.
More importantly, you want the opportunity to engage the people behind grant-making,
get them excited about your work and give them the opportunity to ask questions. You
want to hear how they think about refugees and the rights-based approach, respond to
misconceptions and have the opportunity to persuade them why they should care to fill
a key protection gap. This can’t be done with words on a page alone.
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After you've had that first conversation with funders, you also want them to remember
you in the future, when their priorities might have changed. How might you do this?
Most effective organizations use regular e-newsletters and social media posts as basic
engagement tools. In addition to content that caters to a broad general readership,
regular personalized communications will go a long way towards building healthy funder
relationships, and should be considered for your top 10-20 prospective funders. This
can be as simple as brief personal emails with updates, or sending your Annual Report
with a note, but could also be more resource-intensive, like regular meetings in person.

When you've been fundraising for a year and connected with dozens of prospective
funders, you won’t be able to remember all these interactions, nor will you want to
explain them individually to new staff. More importantly, you don’t want to waste staff
time on re-doing research or relationship creation you started a while ago; you want
them to focus on building on your efforts. Depending on your needs, you might use
something simple like a Google spreadsheet or more complex Customer Relationship
Management tools like Salesforce. The tool should record key pieces of information in a
simple and easy-to-understand manner.

Annual Institutional Giving Tracker Template

As you develop best practices for fundraising and build a larger organization with
greater resources, you want to ensure that fundraising processes and expectations are
clear throughout the organization. The separation of fundraising and program staff is
often inevitable for medium or large organizations where fundraising for a larger budget
requires more time and resources.

As Asylum Access grew as an organization, it began engaging full-time fundraising staff
to allow refugee legal advocates to focus on providing legal assistance. With three
offices providing legal aid and fundraising led by staff in San Francisco, clear
communication was essential. Guidelines and a variation of our Grants Pipeline can
help facilitate effective processes:
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Even with these tools, differences in perspective between fundraising and program staff
might lead to issues in fundraising. Effective communications are essential to ensure
accountability and transparency both ways. Fundraising staff should respect that
program staff understand the context best and know what is achievable, while program
staff should understand that fundraisers know how best to frame an issue to funders
who need to understand an issue and impact clearly without knowing every detail.

Avoid expanding into services outside your organization’s original
mission

Expanding beyond your core mission, even to provide much-needed services, may
negatively impact your ability to achieve your key long-term goals. Think about whether
providing a new service in-house is the best solution. Is the new activity directly related
to your mission? How? Will it take resources away from your primary mission? Would it
be more effective to use other methods to deal with these needs, such as referrals to
existing organizations already effective at this work?

Information in this Toolkit is meant to guide your fundraising process based on lessons
learned by Asylum Access, but there is no short cut to successful fundraising other than
trying it yourself, doing research for your specific context, fine-tuning your approach to
fundraising. Use this as a resource to kickstart your activities, but remember that you'll
need to find what formula works best for your organizational needs. Good luck!

Funders Online website
Peace and Collaborative Development Network: Guides to Project Funding

Individual:Donors: Building and Cultivating
Relationships

Cultivating relationships with funders

Potential funders may come from all walks of life: wealthy individuals in the community;
alumni from your school or university; colleagues from previous workplaces; Rotary
clubs or other well-known philanthropists. It is always easier to start with people you
already know, who are already inclined to help you. You don't need to ask all your
friends equally: prioritize those with financial resources.
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A conversation with a funder will help you identify where your common interests lie and
understand how they are thinking about refugee rights. Cultivating relationships outside
of formal processes are important ways of getting funders to care about your work. This
is arguably the most important stage of fundraising.

You can send out dozens of applications, but especially as a new organization with no
proven record or reputation, you are just one of many applicants, unless you've already
made an impression. An informal conversation with a funder will help you identify where
your common interests lie and understand how they think about refugee rights, and can
help you develop relationships and get funders to care about your work. Getting to know
potential funders this way before submitting any formal request for funds improves your
chances of success for each application and also lets you focus your grant-writing on
funders where you have the greatest chance of success. Moreover, funders who are
already very passionate about your work will go the extra mile to pitch you to the grant-
making decision makers within their organizations.

Before making initial contact, research and prepare the following information:

o What are their key interests? Human rights? Women's rights? Development aid?
How does your refugee rights work fit within these interests?

« What projects have they funded? Are they similar to yours? This will help you
determine whether you are a good fit for their work.

« What kind of funding do they give? Funders might give one-time support for a
year, or prefer long-term partnerships with multi-year funds. In addition, funding
might be for general support or for a specific project/program. General support
funds allow you to use the resources as you decide, while project-specific funds
require you to dedicate funding in a specific way.

« Where do they have offices? You want to meet them in person if possible, or
schedule a Skype or phone conversation convenient to their time zone.

e Who should you get in touch with? Foundations might divide their portfolio
according to area of interest (e.g. human rights, healthcare) or by geographic
region.

o How do they identify new partners? Do they issue a call for proposals, require
brief Letter of Interests (LOIs) as a first step, or do they accept proposals by
invitation only? This will determine how you might cultivate them later.

Based on your research, send an email with a brief introduction and ask for a
conversation. You may sometimes need to engage a funder repeatedly and send follow-
up emails or have multiple conversations.

Here is an example of how Asylum Access frames a cultivation email:
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Dear [Staff Member or Organization],

| hope this email finds you well. | am writing on behalf of Asylum Access Malaysia
(AAM), a nonprofit organization working with refugee women in [CITY]. Given our
common interests in rights empowerment for refugee women, | was wondering if
you might have some time to speak in the coming weeks? I'd love to learn about
your approach to long-term rights empowerment and how we might collectively
seek improved rule of law protections for refugee women. Please let me know if
you think a conversation would be possible.

In the meantime, | thought it may be useful to share a bit of information about
AAM. We were founded to build a durable solution for long-term refugee
displacement through a rights-based model that includes individualized legal
counsel and/or representation, community legal empowerment and policy
advocacy. In addition to assisting refugee women with individual rights violations,
we are also focusing our advocacy on the development of an urban refugee policy
in Malaysia so refugee women will be able to live among local civil society. We've
seen some progress on this by the government in the past year, and are working
on further developments in 2013. In addition, we have also recently bequn
providing refugee legal aid to women refugees in prisons.

If you have some time, I'd love to discuss this further with you — would this be
possible?
Thank you very much for your time, and | hope to speak with you soon.

Warmly,
[Your Name]

Notice that this is fairly brief, makes a clear request and contains some basic
information introducing your work.

Having a conversation with a prospective funder

When speaking with prospective funders, you need to have your elevator pitch ready to
help them quickly understand the purpose and mission of your organization. You should
also be able to provide more details to inform and engage your prospect.

Initial conversation

Your first conversation with your prospective funder can be seen as an elevator pitch, or
a 3-minute description of your organization similar to what you might say to someone in
an elevator who asked you about your work.
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Honing your elevator pitch:

Focus on the big picture first

Use easy to understand catch phrases

Use examples of client stories, if the funder shows continued interest

Speak appropriately to the target audience. Avoid using jargons, especially if the
funder is not familiar with the refugee rights field.

An elevator pitch includes:

The basics about your organization:

International or national non-profit, NGO status

Human rights for refugees (not humanitarian or charity)
Refugee legal aid

Innovative approach

The problem you are working to solve and why it matters (dismantle common
assumptions from the start):

Nearly 20 million refugees in the world as of 2016, excluding internally displaced
people.

Most refugees remain in their first country of refugee; less than 1% of refugees
are resettled.

The average length of stay in exile is approaching 20 years*

Rights enshrined in the 1951 Refugee Convention are often not put into practice.
Your solution to the problem: what is your approach, your theory of change, and
the future you envision?

You should be able to articulate your organization’s activities and how they
respond directly to the problem.

Discuss how your work contributes to short-term and long-term goals, e.g.
empowering refugees to rebuild their lives themselves, equipping them with tools
for sustainable long-term self-reliance.

Be prepared to explain how your work is effective and how is it similar or different
from other approaches.

An illustration of the impact of your work. Asylum Access often tells a client story
of how we are making a difference, as an example of how legal aid leads to
concrete changes in a refugee’s daily life.**

Why your work is relevant to the funder's interests. Establish the connection
between your goals and activities, and their funding priorities.

*Note: Ensure that you are presenting the most accurate and updated statistics.

**Remember the Nairobi Code! You should not share any client identifying information,
unless you have obtained the client's permission and can do so safely.
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Our Cultivation Worksheet will help you prepare for a funder conversation. There is
nothing more effective than practice and you will only get better the more you engage
with funders. Remember: the number one reason people give money is because they
were asked to do so.

Cultivation Worksheet

Questions you might ask the funder:

Do you currently work with refugees? In what way? This is a good way to find
out how you might link your work to their concerns. For example, if they
work with refugee women, you might speak about how your work addresses
issues unique to them, such as issues of sexual and gender-based violence.
To do this, you’ll need to first demonstrate the dynamics of the issue, before
showing how you are offering a solution.

Do you work in Country X? Many funders may work in a specific geographic
location or with a specific population. On occasion, you may find that there
isn’t a clear overlap in interests immediately, but that you might still work
with a similar population. For example, if most of your clients are
Colombians in Ecuador, and the funder works with a Colombian population,
you may find common ground.

What are your current priorities within your broad mission? How open are you to
new partnerships? A funder may work with refugees, but focus on a specific
nationality for now.

Would you encourage us to submit an application?

Funders are used to being approached for these conversations and often take the lead
on providing this information without prompting.

General advice:

o Demonstrate understanding of your field beyond your own work, such as refugee
issues and refugee rights approaches.

o Use easy to understand language and avoid legal jargon, unless it is evident that
the funder is familiar with these.

o Determine the individual funder’'s knowledge about your issue and build on that
knowledge from that level. Some may already work with other refugee rights
organizations and are familiar with the field, whereas for other funders, you would
be the first.

« Listen to what the funder is saying and respond directly to their questions.
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Making your request

Steering the conversation to the amount of money quickly is advised: after thanking
donors for meeting you, reminding them why you are there and reiterating that you are
ready to discuss how they can be involved as a financial supporter of your work, jump
straight in with your request.

Once the conversation has progressed to specific details of your request, it is helpful to
have a 'donor pyramid' prepared. Prior to the conversation, work out how much the
organization or campaign needs to raise overall, and break it down into smaller
amounts.

1 9 ft at $300,000

3 Gifts at s1oo,o<&

9 Gifts at $50,000

20 Gifts at $10,000

50 Gifts at $5,000

Campaign Pyramid

Using your visual aid, which can be tailor made to each donor's giving potential, explain
that this is how you intend to fund your campaign. Tell your donor that it is not by
accident you are approaching them first, as there are not many people you can ask to
be the leader of your campaign. Make them understand that they have a unique
opportunity, and proceed to show how, without their support, you would have to
approach — for example — one thousand other people for $1,000 each. Be direct.
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If your organization is serious about building individual relationships as a major
fundraising tool, you should be mindful of the time spent on these processes and what
the return is on that investment. It makes sense to calculate how much time you are
spending on cultivating relationships, and what you expect to get out of it. When
working this out, include time spent on preparing for meetings and researching, and
money spent on materials in your cost-benefit analysis: you do not want to just “break
even” — or worse, cost the organization more than it's making — on the time you invest
in these activities.

Quantifying this relationship is difficult, and it is better to roughly estimate the costs than
to attempt detailed record-keeping. Come up with rough rule-of-thumb estimates on how
long it will take to sit down with someone with whom you already have a relationship
and get money. You should aim for a 5:1 ratio on your time investment. You do not
need to get a donation out of each donor meeting, but you do need a plan that results in
a bigger return on your total investment in time.

There is value to cultivating relationships even when you do not make an ask. You do
not need to get a donation out of each meeting; however, you do need a plan that
results on a bigger return on your total investment in time. Asks may be executed later
on — particularly in the initial stages of your organization, as you are becoming more
comfortable asking those outside of your immediate circles for money.

Engaging Peripheral Funders

While human rights funders have a clearer common interest, it can sometimes be more
difficult to engage or connect with a funder outside of the human rights sector, and
persuading a funder of the importance of your work can be a challenge.

Ask questions to understand how they define their focus area. You'll be able to
determine whether you can make a case for your work. Remember that it is your
responsibility to help them connect the dots.

For a development funder, you might want to argue that refugee work rights will help
them access livelihood opportunities. For a women’s rights funder, you might want to
offer information about the special needs of refugee women and how your work
responds directly to these needs. All this is possible only if you genuinely understand
the issue and how it intersects with your work.

For example, Asylum Access spoke with a women'’s rights funder about our refugee
legal aid and policy advocacy work using some of the language below about refugees:

Refugee Rights Toolkit 86 Operate and Manage



You will notice that we explained an issue unique to refugee women before explaining
how our activities make a difference.

In addition to introducing your work, funder conversations may also be useful to gather
information. A funder with a portfolio that includes human rights work in your region
might focus on another country due to recent socio-political developments presenting a
greater need or potential to make an impact. For example, a foundation’s Southeast
Asia portfolio became more focused on organizations working within Burma in 2012 and
2013 as the political climate shifted towards improved political practices and openness.
Without a conversation, we would never have learned this.

In our early years, Asylum Access found that some funders still associated refugee
assistance with humanitarian aid and were surprised to learn about a rights
empowerment approach. Similarly, one funder refused our inquiry because they worked
in human rights and not with refugees. This indicated a knowledge gap at least among
some funders, and suggested an opportunity for Asylum Access to educate funders
about our approach first, rather than open a conversation by speaking about our
program activities.

Corporate Partnerships

Understanding how corporations give

Corporate sponsorships are financial contributions from companies. Medium to large-
size companies often have a budget for Corporate Social Responsibility (CSR) to give
back to the communities where they work. CSR practices vary, ranging from a simple
process that matches employee donations, to large philanthropic arms that accept
formal applications for funds based on predetermined priorities and criteria, and with
whom outreach will resemble what you do for foundation fundraising. Corporations like
to see something of value, so fundraising with corporate donors should focus on
demonstrating your added value to their work.
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Finding a corporate connection

The common wisdom among nonprofits is that cold-calling companies is rarely
successful. For success with corporations, nonprofits traditionally mine the relationships
their employees already have.

This does not mean you need to be directly connected with a company or a senior
corporate employee. Think creatively:

o Do you know someone who has a friend or relative working at a company?
e Would he be willing to introduce you to their CSR department?
e Do your supporters know someone, or know someone who knows someone?

If you have connected with a corporation in the past, even briefly, consider whether it
would be possible to ask them for an introduction. For example, have you ever had a
student job at a company? Is your uncle a frequent flyer on a specific airline? Look at
your LinkedIn network. Is there anyone relevant who is a friend of a friend? Can the
friend make an introduction?

Given the nature of Asylum Access’s work, we have found law firms to be natural allies.
They share common beliefs in appreciating the value of legal aid. With many lawyers
among Asylum Access staff and volunteers, the collective network of friends also
includes many connections to law firms. Peers from law school are often willing to
champion Asylum Access to their firms, or to connect its staff with pro bono
departments that make annual donations. This helps you start a relationship that could
grow over time.

(Note: In the US, medium to large law firms often make donations to nonprofits they
have provided pro bono assistance to. This may be different in your country).

While money to pay the office rent and utilities might be most valuable, consider how
other resources might help with your core needs. For example:

o Would a law firm be willing to offer 20 hours of a staff immigration lawyer’s time
per week, while covering their wages?
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« Would a company be willing to offer donated office space a few days a week to
host client consultations?

Engaging a corporation

A few best practices:

Come prepared

Understand their priorities and how your work is relevant. Have an idea of what’s
realistic to ask for, and be clear about the impact of those funds. For example, "$1,000
would enable us to rent an office for six months, and see an estimated 50 clients".

Your goal in a first meeting is to get the other person excited about your work

A request for donations at the end will be easier once you have accomplished this. Even
if they are unable to donate, they will remember you and might help in other ways. For
instance, you can ask if they know of individuals or companies willing to donate, or if
they would be willing to host a fundraising event at their office. A company’s staff might
make individual donations, even if the company can’'t commit funds. Think about how
you can build a long-term partnership. This is similar to working with foundations, where
you may not secure a donation immediately.

Excite a corporation with a narrative

Where does the story begin? Not at your office, but with the system or with a
marginalized refugee population. What can you accomplish with the funds you're asking
for? Show them in concrete terms the difference they can make by investing in you.
They want to feel that they are a part of something good, no matter how small the
donation. What recognition or reward might they receive? Remember that not every
corporation or corporate decision maker cares about the same things. Where possible,
leave them with something to ponder over, such as a brochure or a simple sheet from
your printer about your work and a client story.

Listen to their thoughts and concerns, and respond to them.

Corporations have official priorities, but decisions are often made by individuals with
specific interests of their own. Do they work on human rights issues, but care more
about children? Are they having trouble seeing the connection between your work and
their priorities? If you lack the information you need, send a follow-up email later. Be
prepared, but be flexible with what you highlight in the conversation.



Show gratitude and keep them feeling involved in your work

This can be done through updates and meetings to help them feel a part of something
important.

Grants and Grant Writing

Once you understand the funder’s interest and have reviewed grantee criteria to confirm
your eligibility, you will have the basic information to begin drafting an application.

In preparation for drafting, you should also research previous grants made by the body
you are applying to: how much do they usually give to organizations or projects similar
to yours? When deciding how much to ask for, consider the body's track record.

It is understandable that newer organizations might feel wary about managing large
budgets, along with donor conditions and reporting requirements, however asking for a
larger amount is a good practice, since donors often give less than the amount
requested. Generally speaking, US$100,000 is not considered a large request, for
example, and it is important to get over feeling uncomfortable when asking for money.

Understanding the components of a grant application

There are several key components necessary to complete a successful and well-written
grant application. In essence, you should explain your mission and objectives, and the
activities you will undertake to achieve them.

It is essential to include the problem you are trying to solve, and to present your project
as a solution. You can explain why your project is necessary and what the context is for
your work. Show an understanding of refugee issues and the scale of the problem. Use
data and examples to illustrate your points and tie the problem to your work.

At times, you may also be asked to discuss your target population. This is just another
way of asking about the problem you are working to solve.

This usually includes one or more long-term goals like, "empowering refugees with the
tools to rebuild their lives with dignity," and specific short-term objectives that are
measurable targets/indicators of success within the project implementation period, like,
“helping 200 refugees through the refugee status determination process”. How do you
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draft these numbers? You'll need to have done your research on the need in your
location, and consider what would be feasible based on number of staff and resources.

This section requires elaborating on your long-term goal and objectives. Don't just state
what you will do; instead state the impact of your work. For example, instead of saying,
“We will provide legal aid to refugees,” state that “We will provide 200 refugees with
individualized legal assistance to navigate the RSD process, helping them through a
complex legal process to obtain legal status, the first step to accessing all other rights
such as right to work, education and protection from injustice.”

In communicating policy advocacy successes, communicate the long-term implications
of your achievements. You may wish to go beyond the goals and objectives of the grant
to explain the indirect effects.

It also helps to share a client story to illustrate how legal aid makes an impact on one’s
life beyond legal status. Use a story to add a human face to your work and engage the
reader.

Potential funders want to know that you can do what you say you will in your
application, so it is helpful to list successes relevant to the proposed project. When your
organization is young, you might want to speak about your relevant work in refugee
legal aid as an individual, and the steps you have taken to set up the project in the
country.

For example, you could say, “We have spent the past year engaging the refugee
community in the city and building working relationships with other refugee-serving
organizations such as X, Y and Z. This has aided our planning to establish Country X’s
first refugee legal aid organization, and we have provided refugee legal aid to 12
refugees in our first # months.” Note that when you are calculating the number of people
assisted by your efforts, it is standard practice to include dependents.

Occasionally, an application might ask about potential risks or challenges that may
jeopardize your work. Here, they want to see whether you have considered the
operational risks and taken precautions. For a refugee legal aid organization, you will
want to consider the risks of being a human rights advocate in the country, the political
climate and how it may affect your work, and challenges to fiscal health or sustainability.
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State your concrete budget requests here. You should always research previous grants
made by the funder you are applying to, especially to find out how much they usually
give to organizations or projects similar to yours. Asking for a large amount of money is
a good idea, since donors often give less than the requested amount.

Include a table of costs and explanations. Keep it concise: two pages, including a
defense of each line item, is sufficient.

Tips for drawing up a budget:

o Itis acceptable to ask for the higher end of the range of grants a donor gives.

o Explain all costs. It might be useful to point out that salaries represent a key part
of your work, because you are a direct service provider. Point out that refugees
can’t generally afford even reduced legal fees.

« Office and infrastructure requests are directly linked to service provision. These
could be justified by pointing out that confidentiality requires privacy, which has
implications for office space.

Sample budget items for small legal aid start-ups (specify numbers):

Salaries

Senior lawyers

Junior lawyers
Administrative, communications or fundraising staff
Professional fees
Interpreters
Psychologists
Accountant

Operations fees

Rent

Utilities

Supplies

Furniture and equipment
Travel

Including information about how much your organization spent the previous year gives a
potential funder an idea of how much it costs to fund your work overall, and puts your
grant ask into context.
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A Monitoring and Evaluation process details how you are going to track progress during
the funding period. For refugee legal aid providers, this often includes case files and
statistics by gender and type of case. What indicators would help measure success or
failure? How are they collected? It can be as simple as stating that as part of your
project management cycle you have an ongoing monitoring mechanism with critical
benchmarks at which you review your goals and reorient or celebrate strategies.

Essentially, donors look for whether you reach a lot of people, undertake quality work,
and have successful case outcomes. Showcase those indicators you use which reflect
impact and measure the success of your mission, such as regular client satisfaction
surveys and focus groups, percentage of cases with 'successful' outcome — by
compliance with the Nairobi Code, by type of case or by positive RSD rate among
clients assisted compared to national positive RSD rate, without legal aid, if statistics
are available (taking note of first and second instance figures).

Financial compliance is less applicable here, as this is more an institutional or
operational goal. Monitoring and evaluation are traditionally thought of as related to
progress towards programmatic goals.

This includes information such as when you were founded, significant organizational
changes and growth, and previous work, particularly if this is very different from your
current project. Depending on the request template (or lack thereof) issued by the
donor, it may be a good idea to attach your Annual Report to the submission, in order to
fill in details less related to the specific request, such as organizational structure.

Now that you have reviewed the basic components of grant-writing, read one of Asylum
Access’s first grant applications submitted to Echoing Green in 2007.

Asylum Access Echoing Green Application




Assess:

o Can you identify where the writer discusses each of these components
mentioned?

« Within each of these components, can you identify what tools she uses to build
understanding (statistics, data, examples, etc.)?

o Where is this effective and why?

Once you have done this, you can review the annotated version of the application to
see how your notes compare with ours.

Asylum Access Echoing Green Application — annotated

Consider how you might employ similar tools to present your own work. (Note that this
is an application for a fellowship awarded to an individual, rather than an organization. If
you plan to use this application as a template, make sure to adjust your language
according to the needs of your application.)

A similar format can also be applied to Letters of Interests (LOIs) and Concept Notes,
which should contain the same basic outline as grants. For LOls, you might want to
include an additional letter addressing the program officer directly, briefly stating where
you have common interests and introducing your request. Here is a sample letter
Asylum Access submitted in 2012.

Sample Letter of Interest

Now that you have seen one of Asylum Access’s earliest (and therefore least polished)
applications, take a look at this general proposal submitted to the Blaustein
Philanthropic Group in 2013. Compare the two and consider how Asylum Access has
improved the way it discusses its work.

Blaufund General Support Application

In particular, consider the following items:

o The discussion of the fisherman parable in both applications. In the 2013
application, you'll see that Asylum Access fine-tuned its storytelling so that this
parable is more concretely analogous to its work with refugees.

e How Asylum Access presents its work in brief. In the 2013 application, this is
done succinctly in the first paragraph whereas the language was less tight in the
2007 application.

e How Asylum Access discusses impact in 2007 and in 2013. In the 2013
application, Asylum Access includes a client story, adding a human face to its
work and illustrating how refugee legal aid impacts individual lives.
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o« How Asylum Access is able to bridge the end of one section to the
beginning of the next section in the 2013 application. This is possible in part
because the Blaustein proposal is a general one and Asylum Access was able to
choose how to structure the application.

 How each activity listed detail both what Asylum Access does and what
results this would achieve.

Implementation and Reporting

Funds you receive from grants empower your organization to do the work it was
founded to do. But remember that funding also comes with accountability. In most
cases, you will need to submit a few reports during the grant period and at its
conclusion, detailing progress made, challenges encountered and assessing whether
you’ve achieved the goals you committed in your proposal.

If fundraising staff and project implementation staff are different, they will need to work
together to track the project’s progress and collect the necessary information to submit
reports to the funder.

Effective communication, with both project implementation staff and funders, is
important to ensure smooth processes. Implementing staff should be consulted about
the commitments you are making on their behalf (e.g. “We will provide refugee legal aid
to 200 refugees this year”). Both fundraising staff and project implementation staff
should also regularly review grant targets to evaluate progress and make changes as
necessary. If there are delays or unexpected challenges, communicate this to your
funder immediately and request changes to your grant agreement if needed.

As you get more grants, it will be easier to track progress if you create processes to
monitor project implementation. Asylum Access uses internal Quarterly Reports and
Skype conversations between fundraising and project implementation leaders to
facilitate communication within the organization. In addition, each office tracks the
number of refugee clients who receive services, including specific data according to
gender, country of origin, age group, type of legal services required and number of
family dependents

With this section designed for emerging refugee legal aid organizations, we have
omitted processes involved in fundraising for an international organization with multiple
offices.
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Donor Cultivation Events

Why do nonprofits organize events?

Events are one of the best ways to engage supporters and to bring new supporters into
your network. There is no greater investment in a personal donor than giving them a
personal connection to the cause, like feeling connected to the people involved with the
organization.

How to make the most of your event?
1. Determine your goals and draft a clear plan of action accordingly

Your goal may be to raise funds, but are you planning to accomplish this only at the
event? Donor engagement is a long-term project. Your event could also be less focused
on donations today, but with an eye for long-term support. Are you looking to raise
funds through ticket prices or an ask for donations at the end? This may depend on your
costs and norms in your community.

As an organization matures and has a group of key supporters, you might also want to
organize a donor event that provides a special opportunity to connect without an ask for
a donation. For example, when one of Asylum Access’s staff from Ecuador visited San
Francisco on a personal trip, the organization’s headquarter staff organized a cozy
gathering for 10 key supporters to meet her.

Your goal and target audience will help determine what kind of event you will host. Are
they potential big donors who can afford a fancy dinner ticket? Or are they less wealthy,
preferring a modest affair, supported by smaller donations? Know your target audience
realistically, and consider how you might reach them. Unless you have a celebrity
speaker, most guests will be those who are already connected to your work or someone
who is and invites them.

Most importantly, knowing your target audience will help you come up with a suitable
theme and program. What is the main feature of your event? Nonprofits often connect
guests with inspir-tainment (‘inspiring entertainment’ — see below) such as getting
beneficiaries to speak about how legal aid has made a difference in their lives. If this is
difficult, you might want to arrange for a video or photo presentation about your work,
and have a legal advocate speak. You could also ask donors who have seen your work,
or a Board member make an appeal for donations.
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Also consider the attitudes and trends towards philanthropy in your community. In San
Francisco, gala dinners or cocktail evenings offer a novelty experience for guests who
appreciate a good evening out in support of a good cause. In a smaller town, this might
be a cozier evening affair or bake sale at church. Can you get venue and food
sponsored in return for publicity and some tickets? Do corporations partner with local
organizations? In San Francisco, we seek larger donations from companies who
regularly donate to nonprofits.

2. Market your event with lots of advance notice and get guests to RSVP

Marketing and outreach will enable your fundraising event to reach the greatest number
of people possible in your target supporter group. Social media and Eventbrite.com is
free. Use them. Generate excitement through regular social media posts about the
activities leading up to the event. Make sure your current supporters are invited,
perhaps even personally, and encourage them to invite others. You might want to
provide discounts for bulk tickets as an incentive. Even if free to attend, requesting
RSVPs are important so you'll know how many people to expect.

Are there groups or communities that would be a natural fit for the cause? Find out if
they will support you. For example, an affordable fundraiser might be promoted to law
students. If you are fundraising for work that largely supports, say, a Colombian refugee
population, is there a church with Colombians in a nice neighborhood that might be
willing to share this event with their congregation? Is there someone from among your
supporters that attends and might help bring in new supporters? Consider having an
organizing committee of existing supporters who commit to bringing new supporters to
the event.

Of course, make sure event information is easily accessible and clear (do they need
tickets? Can they just show up?).

3. Deliver "inspir-tainment"

Provide "inspir-tainment", in other words an inspiring showcase of what you are trying to
do or have done. What would be the best way to convey the impact you would have on
your beneficiaries? Often, the best way is sharing a human story — one of a refugee
client. In previous years, we have brought clients on stage to share their lives or
screened a short video of a client story.

4. Have clear messaging across all organizing staff and volunteers

Staff and volunteers are the ambassadors of your organization. Make sure they are
well-equipped and informed to represent your work. Provide flyers or information for
donors to take with them, so they can share the word or learn more about the serious



details even after the event. Also, be sure to thank all volunteers and others who helped
organize the event!

5. Other considerations

If this is a direct fundraising event, be clear that you are seeking donations and facilitate
giving through available payment methods and easy processes.

Also, have email sign-up sheets where people can put down their email addresses to
receive updates, invites to future events and be cultivated as a long-term donor.

After the event, consider calling them up to ask for feedback. Besides helping you
improve the event, it's a chance to engage with guests personally.

Good luck!
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Communications

Communication efforts are vital to ensuring the reputation and credibility of your
organization in relation to working partners, funding partners, the media and the general
public. As an organization, it is important to intentionally define and plan both internal
and external communications. While internal communications help to motivate and
inform staff/volunteers, external communications enable an organization to effectively
convey the organization’s mission to the public, attract supporters and raise general
awareness about the cause.

Effective communications depend, to a large extent, on a comprehensive
communications plan that is directly related to the organization’s mission as well as its
strategic plan. In practice, good communication consists of accurate and updated
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information, well-written text, compelling graphic design (particularly for external use),
and consistency in tone, style and content to match the organization’s mission.

For the purposes of this Toolkit, we will focus on external communication strategies,
including how to develop an annual communications plan; how to manage public
relations; how to make use of social media tools; how to protect our clients while making
use of their stories, and how to effectively report on our activities.

On a day-to-day basis, external communication activities include, but are not limited to:

« Writing content for online or print material (e.g. drafting client stories, messaging
for online campaigns, social media, press releases).

« Graphic design for print material (e.g. flyers, reports, annual report, postcards)
and/or online content (e.g. website, e-thank yous, social media, infographics).

» Editing and archiving photo, video, and graphic design material.

« Tracking and analyzing web and social media traffic.

e Collecting monthly communication materials from overseas offices.

o Coordinating and editing quarterly e-newsletter articles with overseas offices.

o Training staff/volunteer and communication liaisons on communication
guidelines.

« Updating contacts database and syncing database with other applications (e.g.
Mailchimp for e-invitations and other email announcements).

This Communications section will cover the following:

StrategiC Planning ...........ooooiiiii e 102
0T o) Y 1= L= SRS 102
Strategic planning for COMMUNICAIONS ..........cooiiiiiii e 103
How t0 set goals: geNEral tiPS .....ccoiiuuiiiiiiiiie e 103
POLICY SEHING .. et e et e e e e e s e e e e e e e e e nees 105

Outreach to Traditional Media ... 106
Working With JOUMN@IISTS ........ccoiiiiiiii e e e 107
Op-Eds and Letters t0 the EdIitOr...........ooiiiiiiiei ittt 111

Outreach via Social Media.............oooooiiiiiiii 117
Overview of key Kinds of CONTENT .........c.uiii e 117
Social media posting: The DASICS.......cccuiiiiiiieiii e e e e saeeeas 117
Special posting guidelines for campaigns (e.g. holiday appeals or other events) ...................... 119

COoNFIAENTIAIITY ... 119
Guidelines on getting information out safely ...........ccco i 119
How to tell inspiring stories without jeopardizing safety ...........ccccoiiiiiiii e 122

N oL gL U= I =T o To ] PSPPI 122
How to write @an annual rePOIt ... ..ot e e e e e e e eas 122
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Communications Focal POINES ..........coooiiiiii e 125
What does a communications 1iaison (CL) dO?........ccueiiiiiiiiiiieie e 125
Working with volunteer photographers. ..........ooueiiiiiii e 125
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Strategic Planning

Non-profit communications covers a wide range of activities, from reporting to donors
and crafting publicity and campaign materials, to engagement with the press,
maintaining social media and online platforms, and producing information tailored to the
refugee community.

Use of Media

Using media is another way to get the word out about your work to a broad or particular
audience. Using media to communicate is usually best done as a part of a broader
strategy, and requires careful planning to be effective.

Use of media:

Effective media use can change opinions of the general public and of
policymakers

Good for highlighting organizational successes and addressing common
misconceptions

Not good for sensitive issues

Not good for detailed recommendations

Best Practices in Engagingthe Media

Research the media in your community — get to know who covers what topics.
Make connections with those reporters. Let them know that you can serve as a
resource for them on the stories that are related to your type of work.

Identify the opinion page editor(s) at your local paper and review their submission
guidelines.

When pitching a story idea, op-ed or letter to a local media outlet, be sure to
emphasize the local angle.

Avoid jargon and acronyms.

Use stories, anecdotes, statistics and any other type of easy-to-understand
information to drive home your points.

For any interviews, create a list of talking points you wish to hit upon and stick to
them. That being said, it is critical that you listen to the reporter's questions and
respond appropriately. It's great to be well prepared with talking points about a
subject, but you cannot repeat them by rote without applying them smartly to
answer a multitude of questions.

Be judicious with your outreach to reporters — only approach them when you
have news — and don't expect to get covered each time you have contact with a
reporter.
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o Once a piece has run, be sure to send a thank you note to the reporter or
producer. Thank them for bringing attention to the issue, but don't be overly
effusive — remember, they are independent and impartial and do not want to be
perceived as taking sides on any issue.

o Audience analysis is really important. One caution, if a particular issue is very
contentious to the general public, using really public media could actually hurt
your ability to change a particular topic because of the backlash.

o Media can also change opinions.

« Pair it with other strategies.

e Social media is more about building a base. Be consistent so people know what
to expect — 5 times a day, or 5 times a month, be consistent so you can build a
readership.

e Provide sample templates for press release and op-ed templates and samples

Tips for Working with the Media

Strategic planning for communications

Planning for communications requires organization-wide collaboration, given that a
large part of your work will be to communicate developments in your projects and
programs, and support policy advocacy campaigns and outreach. There will also be
day-to-day reactive communications work, responding to social media interactions, or
commenting on recent news relevant to the refugee rights movement. Therefore, you
will have to think strategically but leave room to be responsive to latest developments,
whether in response to fundraising achievements, program developments or national
and international events.

How to set goals: general tips

If you are new to this aspect of NGO work, it is important not to underestimate the time
communications tasks take.

Communications is interlinked with fundraising and program work
e You must be communicating regularly with your donors as well as with the
general public and other interest-group audiences. This may entail individualized

letters and human-interest stories, summaries of activities and achievements, or
more general progress reports. Your communications work-plan and objectives
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should be closely linked with your donor cultivation and fundraising goals. You
can plan production of communications tools based on these aims.

Annual Reports serve a dual communications and donor relations purpose.
Production of an annual report will need to be coordinated across all departments
of your organization, requiring advanced planning, leaving enough time for the
final formatting stages.

You may have diverse program goals that can be supported by communications
products. Liaise with advocacy staff in particular on campaign dates and factor
these into your plans.

Communications is also related to recruitment activities, and should be planned
in conjunction with human resources staff. Your website will likely host job offers,
and recruitment processes of staff and volunteers will be more successful if these
are shared via social media and other platforms such as www.idealist.org, or
www.reliefweb.int.

Keep your audience in mind at all times, and tailor your SMART (specific,
measurable, attainable, realistic and timely) objectives to your audience.

This means be clear about whether you plan to target donors, the refugee community,
lawyer networks, alumni or other supporters.

If you are promoting services to or seeking assistance from a diverse refugee
population, your focus will be on clarity and effective dissemination, which may
necessitate translation or time-consuming manual distribution of flyers to be
factored into your work plan.

Donor reporting documents may call for technical or legal jargon, and sound
analytical reasoning. This may necessitate a collaborative approach, coordination
of different departments’ work plans and lengthier editing timeframes.

You may plan to set up different platforms for different audiences (e.g. donor
newsletters, refugee work rights blog), though it is important to consider the
sustainability of a variety of initiatives in the long run. A Facebook page is often a
general interest page: planning for this could include deciding your number of
weekly updates, researching (through online surveys) into what page users find
most interesting, or when prime posting times are in your time zone — keeping a
global audience in mind.

In your plan, include measurable indicators to achieve which are capable of
demonstrating the impact of your work. This may include growth in the number of
unique visitors to your website, a statistic which can be monitored and managed via the
free Google Analytics tracker. This simple tool produces reports which acquaint you with
online trends and enable you to better understand how to market and drive traffic to
your website. It may include number of posts shared or interacted with on social media,
or number of human-interest stories drafted and kept on file per month.
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Be attentive to the way in which your communications may change over time, and
consider your short term and long-term image. In the start-up stages you are likely to
want to spread information regarding your services and purpose. How you plan to do
this will vary greatly depending on the context and whether internet access is
widespread or not. Planning for flyers and posters is a common first step. The costs to
be factored in here include printing, ad-space and website hosting fees. Later on, you
may wish to shift your focus to communicating achievements and needs to donors, once
the refugee population is aware of your services.

With these timeframes, collaborations and tips in mind, you should draw up an Annual
Plan for communications activities, detailing responsibilities. Asylum Access aligns all
communications and development (fundraising) activities: their Annual Plan and
simplified 'Master Calendar' for this area of work are as follows.

Note: Communication work may peak around World Refugee Day (20th June) and on
other symbolic dates.

Communications and Development Annual Plan Template
Communications and Development Master Calendar Template

Policy setting

You will likely want to set up policies which guide other staff members in how they talk
about your organization, and what language they use in external communications, in
order to send out a unified message. In elaborating such policies, part of the aim should
be to mitigate against the following risks:

« Will progressive or radical positions invite harsh public criticism,
jeopardizing other aspects of your work such as RSD decisions, your access
to populations or your influence with decision-makers?

o Can you ensure that quotes and figures are 100% accurate? Inaccuracy can
affect credibility and integrity both of your organization and of partners —
especially if quotes are used without permission.

e Accurate information can be misinterpreted or misrepresented. Personal
views can be misrepresented as organizational positions.

o The need for cultural sensitivity cannot be underestimated. \When op-eds
and other communications are produced, they may be received differently by
different partners, governments, UN Agencies and allies than by your primary
readership, and this may affect working relations, particularly with field-level
implementing staff.

« Will monolingual communications alienate a sector of your readership?
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Social media policy

A social media policy, covered in greater depth in the Social Media section, may also
prove useful, in order to guide staff on how to effectively engage a virtual audience: on
the importance of brevity and responsiveness. It could also include guidelines for
personal use of electronic communications and social networking on topics related to
the organization's interests.

Official statements policy

A document setting out your organization’s official policies on various political and legal
issues, and the instances in which a stance would have to be approved by senior staff
or board members before publishing is highly advisable. It may set guidelines on what
topics merit an official position, and proceed to elaborate on the principles or reasoning
of these official positions. Stances on refugee rights, international responsibilities and
duties, or the legal aid movement may be appropriate here. Include limitations on what
staff can say outside of their field of expertise.

Speaking guidelines

Highlight the most important points and issue common talking points for the
organization to ensure knowledgeable responses when staff members participate in
public speaking events or connect with donors and other supporters face to face.

Style guide

Attention to language is vital for sending out a coherent and unified message. There
may be phrases or terms that are controversial in some contexts — depending on culture
or donor audience — and these should be flagged to all staff, and taken into account
particularly in external communications. A style guide might also address how to write
the way you talk, or how to use empowered and gender-sensitive language, e.g.
'survivor of torture' rather than 'victim of torture.'

Confidentiality policy

This is of utmost importance as careless communications can defeat protection aims.

Outreach to Traditional Media

To facilitate the collection of communications material, it is important to have someone
on staff responsible for archiving and creating material. Office news, highlights, client
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stories, and other events for external publication should be recorded and saved for
immediate or future use. This also applies to photographs taken at speaking events or
newspaper articles written by staff/volunteers.

Outreach is an important first step that allows you to enlist the media in supporting the
goals of your organization, such as to demonstrate the success of your work, to ensure
the public understands what you do, and to change public perceptions and behavior
about refugee assistance when necessary. If your long-term goals include establishing
your organization as a leader in refugee rights advocacy, you must strive to be
perceived as a reliable resource which can provide expertise to the media regarding
refugee rights issues.

This section outlines the best practices in non-profit public relations and media outreach
strategy. It will provide practical advice on how to establish relationships with journalists,
and how to pitch your story to journalists. The subsections of the section will address
other ways to engage with the media, including writing an op-ed, letter to the editor, and
a press release.

Working with Journalists

All best practices for good nonprofit communications strategies cite establishing
consistent, mutually beneficial relationships with journalists as an essential prerequisite
for increased press coverage. As a small, relatively young organization, journalists are
not likely to reach out to you when in need of expertise on refugees until you have
established rapport with that journalist. This section will outline the initial steps to
contacting and building a relationship with journalists.

Creating a workable database

The first step to creating a media outreach strategy is to compile a database of
journalists who write on topics pertaining to your field. These journalists should come
from a variety of local, regional, national, and international news sources. To find these
journalists:

o Create a Google Alert tagged to words such as “refugee,” “displaced
people,” “UNHCR,” that will allow you to efficiently browse the most current
news stories pertaining to our work. Read these articles and if you feel you can
contribute expertise to the story, add the journalist’s information to your media
list.

» Research publications you would like to be published in. Identify large media
platforms as well as more feasible niche publications and local reporters. Look
for journalists at those publications who cover your areas of interests such as
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refugees, human rights, or the geographic area that you work in. Add the
journalist’s information to your media list.

e Look at the “press coverage” tabs on web pages of other nonprofits
working in refugee assistance to see which journalists are covering their work.
Add pertinent journalists to our media list. If you work closely with any of these
organizations, ask them to introduce you to these journalists.

Your final media list should have 40 writers. This list should detail the publication for
which each journalist works and its circulation, their email, their social media contact
information including Twitter handle and/or blog address, a brief description of their
topic area, and links to recent articles that could connect to your organization.

Any journalists who have already reached out to you or expressed interest in our
organization should be added to your media list and contacted immediately.

Initiating and cultivating relationships with journalists

Once you have solidified a list of reporters covering your field, the next step is to
establish contact with these journalists. There are four main routes to doing this: social
media, email, phone calls, and personal meetings.

Social media

Most PR professionals suggest engaging journalists on social media such as Twitter or
blogs before attempting an email or phone call. Journalists receive mass amounts of
email daily, and PR experts and journalists alike suggest that an initial contact on social
media is the best tool to get on their radar and present your organization as an expert in
the field.

Begin by following selected writers under your Twitter account to become familiar with
their content and learn how they prefer to use Twitter or their blog:

« Are they actively conversing with others?
e Do they speak to PR professionals?
o Do they ask for news tips?

Learning how a journalist uses social media will be a good indication of whether or not it
is worth trying to start a conversation vs. simply sending them an email or phone call.

This should be done primarily through an organizational handle to maintain consistency
and brand recognition; however, individuals may post from personal accounts to
expedite response time. If writing from a personal account, tag your organization's
handle in the tweet and include it in your Twitter bio.
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It is also suggested that you engage with journalists by responding to their blog posts or
online articles with intelligent commentary, informed critique, or your contact information
to act as a potential resource for future material. When crafting these responses, you
should use coherent messaging through consistent hashtags and taglines.

You will need to compose a list of about 10 to 20 journalists active on social media to
engage with via Twitter and article/ blog comments. You should begin by briefly
responding to 2 or 3 journalists, depending on your results. Record all outreach and
responses, including posting dates and social media metrics (number of likes, favorites,
retweets), directly on your social media list.

To expedite response time, if a member of staff identifies an article or post they wish to
respond to, they could be encouraged to independently respond to it immediately. This
response can be done directly through a personal account but should reference your
organization in some capacity and follow any guidelines or policies on taking a public
stance on an issue. Most responses should only be a few sentences or paragraphs and
should be completed within the same day or following day. This process can also be
utilized for writing Op-Eds and Letters to the Editor. Notify your communications staff or
focal point of these posts so journalist engagement can be documented and traced.

To be clear, story pitching should never occur over social media, only journalist
engagement.

Email

Email is the most widely accepted and conventional way of contacting and establishing
a relationship with a journalist. All story pitching should be done via email if there is no
pre-existing relationship with the journalist, rather than by phone.

Journalists overwhelmingly prefer brief, personalized emails to generic notifications of
press releases. When drafting an email to a journalist, read the last five articles they
have written to understand their writing style and personality. It may also be helpful to
look up the journalist on Google and social media to identify their area of interests or
personal background to reference in your email.

When composing an email to a journalist, make the email brief. Emails should be no
longer than 2 to 3 short paragraphs and should either present a lead for a newsworthy
story or an offer to provide expertise on a particular subject in the current news. If the
email presents a story, make sure it relates to a current national or international news
story. If it offers expertise, present a bio that describes how your particular
spokesperson or “expert” would be a helpful resource for the journalist and provide their
contact information.

Document the date a journalist is emailed, the date the email is responded to, and any
follow up steps required or additional information directly on the media list.
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Phone calls

A journalist should only be called if they specifically request a phone call or you have
already established relationship a with that journalist. This will usually occur only after
social media or email engagement. A phone call can be useful to briefly ask a journalist
what days they work, when their deadline is, the best day to supply a story, and what
type of stories or resources they would like to receive from us. A phone call is also a
good follow up step to say thank you for contacting us.

Document the dates of all calls with journalists and any follow up steps directly on the
media list.

Personal meetings

It can also be beneficial to arrange a meeting with a journalist over coffee or lunch. This
will only occur if you have already engaged that journalist via email or social media. In a
personal meeting, it is most advantageous to pitch them a ready-made story and/or
present yourselves as a helpful resource to the journalist when writing about refugees.

Pitching to journalists

When crafting a pitch to a journalist, you must constantly connect your message to
current news. To do this you need to monitor the media daily to look for stories about
refugee rights in order to contact those journalists directly and offer your services as a
reference on these issues. This can be done through a Google Alert tagged to keywords
relating to refugee rights.

Your media pitches cannot be focused only on your organization and the work you do.
Rather, they must communicate a compelling, newsworthy story that connects to
current events. To do this, you need to highlight a potential action plan or unusual
solution to a current crisis issue, such as focusing on refugee work rights rather than
“‘warehousing” in the Syria case, for example. You can also approach a pitch as a way
to provide expert commentary or perspective on a subject.

When pitching a report release, it is ineffective to send an entire report to a journalist as
an attachment. They simply do not have the time or expertise to read them. Drafting a
press release regarding the report is often time consuming and unlikely to be read in full
by a journalist. Rather, summarize the report into a few essential take-aways in bullet
point or short paragraph format that the reporter can easily reference as data for future
stories or follow up on if they are interested seeing the whole report. If there is a
compelling human story related to the report, inform the journalist of this in the pitch and
allow them to contact you for further information. If you do, however, decide to issue
press releases, you may refer to the Press Release section below.
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When dealing with a crisis issue, staff should consider if a media response is the
appropriate reaction. Media outreach is just one of many tools for changing policy and
public opinion about refugee rights. It is important to consider the audience and desired
outcome of media outreach before spending time pitching a story to a journalist;
perhaps direct advocacy to a particular government official could be a more efficient and
effective form of advocacy to further your goals. If it is determined that media
engagement is an important and feasible way to promote your cause, consider writing a
story, Op-Ed, or Letter to the Editor for a regional publication.

It is important to remember to distinguish your organization's rights-based message and
solutions from other nonprofits working in refugee assistance. Always include how your
approach to the issue covered in the story, crisis, or report is unique, in order to create
and reinforce a distinct niche within the field.

When pitching, only pitch a story to a single media source at a time. It is also
recommended that you pitch early in the day, before 9 AM, and avoid pitching on
Friday.

Op-Eds and Letters to the Editor

In addition to pitching your story to the journalist as addressed in Outreach to Media,
you may choose to write your own piece in the form of an op-ed or as a letter to the
editor. While letters to the editor usually respond to something written in the paper, the
topic of an op-ed is the writer's choice. Nevertheless, more relevant and timely op-eds
are more likely to be published. Both op-eds and letters to the editor can be effective
ways to call attention to an issue. This section will outline some practical advice on how
to write an effective op-ed and letter to the editor.

Sample Opinion Editorial- Page 17 Hospice Action Network

Scrapping legal aid for refugees will cost Australia more than it saves (Jane
McAdam, The Guardian, 2014)

In reference to writing a successful and compelling Op-Ed, Trish Hall, the New York
Times Op-Ed Editor states “we are only interested if its opinionated and we believe our
readers will find it interesting. We are especially interested in finding points of view that
are different from those expressed in Times editorials.”

When writing an op-ed, it is essential to voice a strong, unique opinion and back it with

evidence. Submissions that relate to the current news are most likely to be published,
especially if they arrive very quickly after a breaking news story. The focus of an op-ed
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should be very specific. For example, it should not be about refugees in general, but
about a specific refugee’s work rights case.

The op-ed should suggest a simple solution to a problem in the opening paragraph of
the article, and backed up with factual research or first-hand experience. Readers prefer
positive messaging, so it is helpful to provide concrete examples of solutions. Editors
receive many weighty, solemn letters and prefer those that can address a serious issue
in a unique and uplifting way. It is also preferred to make the topic of personal interest to
the reader. It should answer the questions:

e Why should | care about refugees?

e What can | personally do to help them?

« What is your call to action for people to take part in a well-defined solution, rather
than simply issuing a criticism?

The suggested writing style of an op-ed article is relatively casual and personal. Editors
prefer an article to be in readable conversational English, rather than with many jargons
used within the field. Rather than communicating in “expert speak,” editors suggest that
you embrace your own story and speak from human experience. Let the reader know
why refugee rights matter to you by telling them a story of a refugee and how this
personally made the writer feel. It is always preferable to use short sentences, short
paragraphs, and an active voice.

Most op-ed articles typically run from 400 to 1,200 words. They must be pitched to only
one newspaper at a time. If you do not hear back from the publication in 7 business
days, it is safe to assume the article will not be published and can then be pitched to
another publication. Each publication has a different way of submitting op-ed articles,
but most have a specific email address listed on their website. When submitting, include
the writers phone number, email address, photograph and a brief two or three sentence
bio that explains why we are qualified to write this piece. The editors will usually pick
their own headline and graphic to accompany the piece.

You can also submit a letter to the editor (LTTE), which has a slightly smaller PR affect
than an op-ed, but is often easier to secure.

A LTTE differs from an op-ed in that it is shorter, often a 4 to 5 paragraph response
ranging from 150 to 175 words that refers to an article that has appeared in the last
seven days. The submission must include the writer's address and phone number and
the writer will be notified within 7 business days if the letter will be published.

To write a LTTE, you should write quickly, concisely, and engagingly, focusing on one
or two points. It is preferred if you can submit the letter within a day or two of the news
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story that you are commenting on. These letters can be a response to criticism, a
statement of policy, or a view that adds a differing perspective of expertise to a debate.

Writing an Op-Ed (Advocates for Youth)

A press release, also called a news or media release, is the standard method of
distributing news or story to media outlets. Its objective should be to inform journalists of
your story or event, and be complete enough to be used with little or no change. A press
release is written specifically for a media audience. Note that in some countries, a press
release is a paid advertisement. This section refers to press releases that are not paid
for and that are sent to journalists on newspapers, magazines, radio and TV, to assist
them in producing stories. This section will outline the advantages and disadvantages of
using a press release as a communications strategy, and provide practical guidance on
how to write and distribute a press release.

A press release usually serves to achieve some of the following:

o Draw attention to an issue.

o Outline an organization’s response to an event or action.

e Provide information about an event or action that will take place, or a report to be
launched.

e Announce new campaigns and provide progress reports.

» Provide a report of a meeting.

« Report decisions taken by organizations/groups.

Should | write a press release?

When considering whether to write a press release, you may consider the advantages
and disadvantages outlined below.

Advantages of writing a press release

A press release is a very public form of advocacy that can increase pressure on
decision-makers to take action. With a press release, you can take your time to craft
your message before handing it over to a journalist. In this manner, it lets you control
the message by allowing you to offer your selection of facts and opinions, and by letting
you decide when to give the information.

You may choose to use press release as part of your advocacy campaign strategy
when the general public has been identified as an “indirect target” who will go on to
influence a direct target, e.g. voters who will influence a candidate. It may also be
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useful when influential people are the targets of the article, e.g. politicians, ministers and
community leaders reading a newspaper. Press releases are also useful when other
advocacy methods are not working or when looking for allies.

Disadvantages of writing a press release

Journalists receive a high volume of press releases on a frequent basis. Consequently,
your press release might run the risk of being disregarded, particularly if it is not
interesting or if a big news story ‘breaks’. It is also difficult to involve many people in
writing a press release.

It is not advisable to involve media in your advocacy work if you are not familiar with
how the media in your area or country operates, if there are disagreements within the
organization on the issue, or if bigger issues are dominating the media thus preventing
your issue from getting appropriate coverage.

How to write a press release
Content of the press release

A press release is a pseudo-news story, written in the third person. It seeks to
demonstrate to an editor or reporter the newsworthiness of a particular event, person,
service, product or point of view. You may choose to structure your press release with
the following advice.

o Headline: write a striking, simple and interesting headline that helps the
journalist understand the story and what the news is.

e Opening statement: the first sentence should summarize the most important
facts of the story

o Who is involved?

o What is happening?

o Where is it happening?
o When is it happening?
o Why is this happening?

« So what? How does this affect the reader? Why should they care?

o First paragraph: expand on these points in further detail. Include the most
important facts first and the least important at the end. The aim of this paragraph
is to persuade the reader of the facts and importance of the subject.

o Closing paragraph: your press release should end with a short paragraph that
describes you and your organization, and reiterates the importance of the given
issue.
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Writing style

Should be written in third person.

Use short sentences with around 20 words.

Use short paragraphs with two to three sentences.

Avoid using unnecessary adjectives or redundant expressions such as "added
bonus" or "first time ever".

Avoid using jargon — explain technical words, abbreviations, and initials.
Avoid fluff, embellishments and exaggerations.

Mimic the style and story structure of the newspaper or news source you are
submitting your press release to.

Use active, not passive, voice. Do not write: "It is hoped that". Instead, say "I
hope that".

Use a good case study or anecdote as evidence to support your point of view.

Quotations

Incorporate one or two brief and simple quotes that journalists can use in an article.

Quotes should be used wisely. For advocacy, it should be a strong statement of
condemnation or statement of the organization’s position, not a summary of facts
we can include as normal text.

Quotes are very useful for bringing a personal touch and for highlighting the
comments of well-known or key people.

Try to use direct speech quotations (as opposed to indirect quotations) from
people involved in the issue or activity that:

Express an opinion, fact, or be able to support the view you have expressed in
your press release.

Give a human dimension to the story.

Remember to get permission to use quotations or materials from other
organizations.

Presentation

Use or create headed paper so that it looks official and professional.

Make sure that it is laid out in a way that is easy to read.

Type it, using double spacing, on one side of the paper only.

Include the date and the name of the organization.

Provide contact information as available (name, telephone, fax number, and
email address).

Give an embargo time (the day, date, and time when the journalists are allowed
to use the information) if necessary.

Provide brief background notes for the journalist.

If appropriate, include photographs of key people, places or action mentioned in
the press release if you have them.
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« Remember to include them in the format specified by the publication.
« In addition to including the attachment, paste the text of the press release into
the email body, after your usual letter text so that journalists can review easily.

Distributing your press release

Once a press release has been written, it should be distributed to selected journalists
and press associations by fax or email. You can telephone them to ask for these
numbers/addresses. Try to research the most relevant journalist(s) and send the
release directly to them. When you send press releases, send to staff or freelance
journalists as well as editors.

Once the journalists receive the press release, they will consider whether to include the
story in their media work. They may also contact you for further information. As such, it
is best to select one person from your team that will serve as the main contact for
journalists and provide a 24-hour contact phone number on the press release if
possible, so that you can be contacted at all hours. Remember, journalists have a
different schedule than you do and may have some questions to ask pertaining to your
press release outside of your normal business hours.

When do I...

» Send a fax? If you do not have a personal contact, fax is a good way to submit
your press release. If you do not have a fax machine, try an online fax service,
which sends and receives faxes from your computer such as
http://www.myfax.com which is good and reasonably priced, and
http://faxzero.com/ which is free with certain page restrictions.

o Send an email? Most of the time. Paste your press release into the body of the
email instead of just as an attachment. You may attach the release as well, but
never just send an attachment.

o Make a phone call? When your story is very urgent and/or breaking news. Only
call if you have a 15 second pitch planned and ready to go.

o Send materials by postal mail? Almost never, only upon request.

Press Release Template (Asylum Access)

Press Release Sample: Public Unconstitutionality Action Admitted to Review by
the Constitutional Court of Ecuador (Asylum Access, 2013)

Press Release Sample: Standing up with Refugee Women and Girls on World
Refugee Day (Asylum Access, 2013)

TB-MDR Advocacy Toolkit (Advocacy Partnership, 2011)

Page 105 of this International HIVV/AIDS Alliance Advocacy in Action Toolkit
Writing Press Releases — Advocacy Partnerships
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Outreach via Social Media

Even if they do not have a website, most non-profits have some level of presence on
social media networks. Facebook and Twitter are convenient, free platforms upon which
to engage users from around the world. Your website and social media pages should be
listed on non-profit online directories: reach out to groups such as Guidestar.org, and
alert sister organizations to your online presence so that they can link to you from their
channels.

Social media can facilitate online fundraising, connect a wider audience — of potential
supporters — with your cause, and dispel myths about refugee rights in an interactive
forum. The following guidelines are meant to serve as recommendations rather than
strict rules: review them and adapt them to the requirements of each situation.
Remember that effective communication is a two-way process: this applied to social
media as well.' Listening' to other organization's activities and debates as disseminated
via social media channels can benefit your work too.

Overview of key kinds of content

Updates on your work and achievements

Posts from your blogs

Event posts and reminders

Links to external media coverage of organization

Links to external resources such as general media coverage on refugees
Occasional promotion of partners' events

Social media posting: The basics

Your primary short-term goals in social media engagement may include keeping your
supporters engaged and updated about your work and adding value to supporters by
providing information about refugees in general (within a somewhat narrow scope to
keep things manageable).

e In the medium to long-term, if you want to establish yourselves as the go-to
person for refugee rights issues in your area, all communications strategies
should support this.

« When posting general refugee content, keep your mission in mind, and endeavor
to tie in general articles to your mandate.

« If your primary social media audience is North American supporters, the ideal
posting time to effectively reach a large audience is 10am PDT (1pm EST) on
weekdays, except Friday.

o Tone should generally remain professional and engaging. Stylistically, you
should adopt practices indicated in your organization's style guide. This is
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Asylum Access practice, as we seek to communicate with UN and government
policymakers. However, if you are working primarily with refugee youth
communities and wished to reach out to them via social media, more casual
language and engagement may be considered.

« Avoid unnecessarily technical or legalistic language, unless it's very relevant to
who you are trying to reach.

o Don't'just state facts, explain the implications of an issue. E.g. We organized a
Know Your Rights workshop for 14 refugees, enabling refugees to learn about
their rights and how to assert them.

o Be creative about engaging people around refugee rights. Think about ways to
improve your message such as using images, quotes, statistics or other creative
lines instead of just stating facts and using the same rhetoric

e Visuals are always helpful in drawing people’s attention. Think about how you
might attach a photo to your post. Especially critical in campaigns!

» For posts to be meaningful to a broad audience, you will need more content than

just about your organization. Posting about yourselves only engages those who

are already interested. On the other hand, posting about, for example, refugees
in a certain community engages everyone interested in the topic, and people are
more inclined to share this and appeal to a larger audience.

Be succinct and clear. Social media is most effective when brief!

Whilst it makes sense to have a communications staff focal point, who is primarily in
charge of maintaining social media platforms, you may also wish to allow your director
and policy advocacy staff to post, following training on consistency and messaging
style.

Timely news articles and other time-sensitive updates should be encouraged by admins
at any time, regardless of whether it is prime social media posting time. Social media is
a fast-moving platform and with people checking their Facebook often, news grows old
very quickly. If you think it would be useful to repost during primetime, procedure should
be established so that staff admins check in with the communications focal point in
order to avoid posting repeatedly in a short period of time. This would not include job
postings, events and other non-time sensitive announcements.

Regardless of other news, you may wish to plan three meaningful updates specifically
about your work each week at. This will ensure a steady stream of updates regardless
of external media, which will be complementary but should not form the basis of your
social media engagement.

Sample Social Media Post- Save the Children Second a Da Ad
Who should post?
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Special posting guidelines for campaigns (e.g. holiday
appeals or other events)

To avoid being forgotten, a series of these should be planned and scheduled ahead of
time. They can be scheduled via Hootsuite.com and should be as engaging as possible.
Find creative ways to drum up interest instead of just asking people to buy tickets or
donate.

How NGOs can use Social Media (bigduck, 2010)

Best Practices in Social Media for NGOs (Ethinos)

Confidentiality

It is of utmost importance that all communications — both internal and external — are
considered with client confidentiality in mind. If your primary function as an organization
is to protect refugees, this obligation must be balanced with your obligation to
communicate to donors and supporters the details of your work. The Nairobi Code
provides in-depth guidance on client confidentiality, but there are cases where it may
not be enough, for example, if a client agrees to video interview for a campaign but is
actively pursued by their persecutors. This is not a Nairobi Code issue but presents a
clear security risk.

In order to mitigate risks, you may wish to institute a policy specifying that
communications staff should not receive anything that cannot be shared externally. This
would apply to:

Monthly communications reports

Client stories

Articles for newsletters

Information for funders/fund reports

Photos and videos produced by colleagues

Guidelines on getting information out safely

Why are these guidelines important?

Information is often shared among colleagues in your office, with global staff and also
with partners and supporters. As something you say spreads among colleagues,
including staff who may bring your stories to an external audience, it is important to
avoid any miscommunication and misinterpretation on what should and should not be
shared. This can be done through clear communication using the recommended
guidelines below.
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How to request information for external communications clearly

When asking for information to be used publicly be clear about what is needed and why.
That way the person you are asking can get you the info more easily and will know how
to deal with any confidentiality issues!

The following guidelines will help you think about whether you are being clear enough.
Include in your request to staff or clients the following specifics:

This information will be used for...: policy advocacy / grant application /
communications / other. Give details.

The audience will be...: explain what type and number of people.

The information is required by...: issue an internal deadline and explain your
external deadline if necessary.

This is important because...: explain how it affects the person involved, and how
it would affect the organization as a whole.

The topic required is...: explain the specific question that needs to be answered,
or theme that needs to be highlighted. Give an example of a few questions you
might ask the person.

Anticipated problems...: highlight confidentiality or political considerations as
appropriate.

What staff should do when contacting a client specifically to obtain information for
external communications

Be clear and transparent in how you will use their information, and give them a chance
to tell you their concerns and what they want excluded from external publicity. If you
identify security risks that they may not have considered, do take the initiative to
withhold information from publication. If communications staff identify gaps in the story
and seek more information, simply explain why information must be withheld due to
risks to your client.
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Sample dialogue

May, a VLA and Communications Liaison: Hi John, my colleagues have
asked for some stories about our clients to share with our partners and
supporters. Basically, this will enable us to put a human face on our work
and tell them why what we do is important and how it impacts refugee
clients individually. We won't publish your real name to protect your identity.
Would you be willing to answer a few questions please?

John, a client: Sure. | would be happy to. Just please do not mention what
happened to me in prison and my hometown.

May: Great, please do let me know if you're uncomfortable answering any of
these questions, and if there is anything else | should withhold, perhaps
your job, as you were a very high profile politician?

John: Yes, perhaps that would be best. Thank you.

Review the following checklist taking care to consider all aspects of the client's
protection needs:

Checklist for information sharing

If you were not approached for external communications materials, but want to share an
inspiring story or interesting conversation had with a partner with your colleagues, use
"stamps" as clear indicators at the start of the email, meeting or phone conversation, to
clearly indicate how information can be used. Use them at the top of an email, at the
beginning of a conversation, or clearly label a document. Note that Communications
Reports should always need to always be cleared for publication.

o Cleared for publication: You have done the checklist, all obligations have been
met, and this information can be used in the agreed upon public ways.

« Needs adjustment in __ ways: This content can go public if management staff
make certain adjustments that are very clearly stated in this correspondence
(e.g. blur face, change name, withhold hometown).

« Internal: this information needs to stay internal to the organization, but can be
shared internally.
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o Confidential: this information needs to stay between the people on the email
chain, and can’t be shared with others in the organization without further
approval.

This flowchart may help you to determine the appropriate label:
Confidentiality checklist for external communications

How to tell inspiring stories without jeopardizing safety

Use a pseudonym for client

Obscure face in video

Remove identifying characteristics

Country of Origin, if few refugees from his country in your location

Job and hometown, if this is very small and easily identifies client

Share only when/if client has been resettled

Keep story very general in conversations, e.g. "We helped this single mom get
refugee status, and with that she got a job and put her children through school."

Annual Reports

How to write an annual report

An annual report is a communications document, generally made available to the public,
as well as a useful supplement to grant requests. You should expect that donors,
UNHCR, government, and other partners or stakeholders will read them. They
showcase your work in an accessible format, reflect on achievements and challenges,
and signal your future direction. Stakeholders in particular will want to know why you did
what you did, how you spent your time and money, and what difference it made.

A typical length is around 20 pages, and may be put together by comparing and
compiling items from internal quarterly reports. Detailed budgets are generally not
included. Annual reports should be jargon-free, clearly presented, and ideally contain
visuals — engaging photos or pictures of clients, groups, and project activities that
contextualize each chapter. Sans serif fonts such as arial and calibri look neat and
professional. Captions are advised to anchor your illustrations in your narrative.

Duplicating information available on your website is not a problem, as an annual report
is a self-enclosed document. Equally, if the website is not as up-to-date as an annual
report this is understandable, given the priorities of a young legal aid office — this is
unlikely to be read as a difference in openness.
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Introduction

Could contain founder’s note, summary of year’s progress.

Overview of refugee situation in your country

Could contain explanation of what refugee status means for access to other rights, gaps
your organization aims to fill.

About the organization

Your mission (general) and objectives (concrete, such as the number of cases you hope
to take on in the coming year, or awareness-raising initiatives).

Activities to achieve mission and objectives

Brief activity report with images

Achievements

Such as numbers assisted (it is standard to include dependents).

Client stories

You may already have interviews with clients for other public information purposes.
Even if this is the case, it is advisable to obtain clients’ permission to use their photo or
story again (and in future).

Challenges

Concrete needs for accomplishing your ultimate goals. Contextual needs belong in a
grant request.

Organizational structure, team

If you choose to explain the management and advisory board structure, ensure that
titles are helpful and guiding: those on a board of directors are generally understood as
exercising supervision over management staff. An advisory board carries no legal
connotations and are external to the management structure.



Last reporting period’s income and expenditure

This need not be itemized; it can be by type of cost or income. Keep financial
information jargon-free and easy to understand. Explanations may be useful, detailing
your main fundraising strategies or implementation of cost-saving measures.

Conclusion

Aim to summarize and reiterate the progress the project has made towards achieving its
ultimate goal, besides that year’s specific objectives. Stress that there is work still to be
done and issue pointers as to how interested parties could support your work, either
with money or time.

An epilogue recognizing donors by name is common practice. Triple check this list for
spelling and correct full legal names of foundations and government departments.
Smaller donors need not be included if this makes the report too long. They can be
acknowledged in alternative communications such as newsletters.

Over-emphasizing fundraising achievements is less advised than mission-related
accomplishments. Readers will likely be more interested in what you did with the
money, rather than how you raised it. It is not inappropriate to include information on
fundraising progress; however this may come in the financial section, rather than under
achievements.

If you do not yet have good quality photographs to illustrate your report, search for
'royalty free stock photos' on the internet in order to complement your write-up.

Note the differences between Asylum Access’s 2007 — 2008 Annual Report and the
Asylum Access Annual Report 2011 — 2012. It is normal for formats to evolve as an
organization’s portfolio grows — the latest report includes some short, recently published
articles, and no longer itemizes salaries by position, for example.

Asylum Access Annual Report 2007 — 2008

Asylum Access Annual Report 2011 — 2012

saNGOnet Pulse: Guidelines to Prepare Your Annual Report
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Communications Focal Points

To facilitate the collection of communications material, it is important to have staff focal
points among volunteers and permanent staff, who can take charge of creating and
archiving material. Office news, highlights, client stories, and other events for external
publication should be recorded and saved for immediate or future use. This also applies
to photographs taken at speaking events or newspaper articles written by
staff/volunteers.

Asylum Access relies on designated staff or volunteer Communications Liaisons.

What does a communications liaison (CL) do?

Works with communications team to bring news from their office or department to
partners and supporters.

Information collection about office news, highlights, client stories and other
events for external publication. This can be collected in Monthly Communications
Reports to the communications team.

Enables communications staff to communicate effectively about the
organization's work through clear information, videos and photos.

A CL's work puts a human face on our work beyond mere statistics. For example,
client stories will show how legal aid impacts individual lives.

How can a CL's work be used?

Regular social media posts to keep grassroots supporters engaged.

Published as content in Quarterly Newsletters and on your website.

Aids grant-writing and report-writing through making examples available to
illustrate how your work is transformative.

Aids prospective partner engagement through illustrative examples in
conversations, email follow-ups and donor campaign outreach.

Working with volunteer photographers

On occasion, the opportunity to work with a volunteer photographer or videographer
may arise, whether among VLAs or external to your organization. Before working with
them, ensure that activities are planned ahead of time, that they know what to expect
and can get the learning experience they hope for in return for their time and skills.

Independent photographers*, or photographers who may use their photos for personal
purposes (i.e. their online portfolio, photo exhibits, or other projects), should sign a
photographer agreement to give us permission to use their photos. Volunteers within
the organization who are taking photographs exclusively for the organization’s use and
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would have no interest in using the photographs elsewhere for personal purposes do
not need to sign a photographer agreement.

When working with a volunteer, independent photographer, please do:

o Get them to sign the Photographer Agreement (sample available for download
below) to give us permission to use photos

o Confirm that they understand that this is a voluntary contribution, and

« Let them know in advance that they need their own separate waivers with clients
to publish any photos on their website.

Sample Photographer Agreement (Asylum Access)

Unlike other volunteers, independent photographers volunteer solely to produce visual
media. They may use photos for personal purposes like their online portfolio, photo
exhibits and photojournalism projects. The terms "Independent photographers" better
represents our relationship with them since they have greater autonomy over their work.

Sample Client Testimony Video Guidelines (Asylum Access)
Sample Publicity Waiver for Client Videos (Asylum Access)
Sample Monthly Communications Report Guidelines (Asylum Access)
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Human Resources

All organizations, regardless of size, benefit from a human resources department or, at
minimum, an employee skilled in people management. Human resources aids in the
settling of internal disputes and makes certain all employees understand organizational
policies and employer expectations. Additional responsibilities of the human resources
department include hiring and retaining the best people through the administration of
strong employee management systems and leadership and development trainings,
offering quality benefits, and the promotion of a positive, supportive, and inspiring
company culture.
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Perhaps most important, human resources ensures the organization abides by local,
and national labor laws, working to protect both employee and employer from potential
employment and labor disputes or abuses.

Human resources is a multi-faceted department charged with diverse responsibilities,
which support the growth and increased impact of the organization by taking care of
employees and employers alike.

Importance of Human Resource Management (Human Resource Excellence)
Ten Reasons Why the Human Resources Department Is Important (Small

Business)

Why is a Human Resources Department Important? (TriNet)

We'll cover the following in this section:

RECTUITMENT ... e e e e e e e e e e e e e e e e e eeneennnnns 129
[ T o T O PP PP PPPRTP 129
Recruitment ManUaL ...t e e e e e e e e e e eas 131
[N (o] g B o T T gL I o i o] o1 SRS 139

Employee Management. ... 147
Performance EValUGtioNS ............oiiiiiiiiie ittt e e s e e e et e e e e re e e e e enees 148
EXIt INTEIVIEWS ...ttt e e e e e e e et e e e e e e e e e e e e e e nneneeeeeeeas 151
Staff REIENTION ..o e e e e et e e e e et e e e e e nree e e e e nnneeas 154

Volunteer Program Management ... 156
The Volunteer Legal AdVOCate Program ...........coiiiiiiieiiiiiiiiee it 156

Human Resources Policies and ProCcedures ..o 164
Types Of PoliCIES AN PrOCEAUIES .........uviiieiiiiiiie ettt et e e e st ee e e e s st e e e s sbaaeeessnnraeeeeeanes 165
Recording and StOrinNg PONICIES .......ouuuiiiiiiiiiii e 165
Personnel and Volunteer PaperWork .......... ... oot a e 166

Supporting Staff and Volunteers............ooorieiiiii e 169
Emotional Support and SEIf-Care ..........coocueiiiiiiiiiie et 173
Professional DeVEIOPMENT ..........oii it e e e e e e e et e e e e s nrae e e e e e neees 174
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Recruitment
Hiring

The following section provides tools to manage both recruitment and hiring of new staff,
including resources for creating a job description, advertising the position, interviewing
candidates, and making offers.

Best Practices in Leadership Staffing
Sample Offer Letter
Sample Job Description

Through experience and conversations with refugee legal aid organizations, Asylum
Access has identified a set of key personality and cultural traits commonly found in
effective refugee rights leaders.

Finding the Right Leadership: Lessons Learned from Asylum Access

Recruitment Planning

Prior to hiring for any newly created or vacated position it is important to plan out the
recruitment process in detail to ensure that the recruitment process is thorough and
objective. Recruitment planning includes creating a hiring committee, recruitment
timeline, standard procedures, job description, and position advertisement. Effective
recruitment planning results in a stronger pool of candidates, cuts down on the
duplication of work, and facilitates a timely, efficient recruitment and hiring process.

Hiring committee

Starting the recruitment process requires the formation of a hiring committee that will be
responsible for creating the recruitment timeline, job description, advertisement, and
carrying out the entire hiring process.

The hiring committee then needs to designate specific roles and responsibilities to each
member prior to continuing with the planning process. Roles include but are not limited
to who will draft the job description, advertise the position, screen resumes, lead the
interview process, and send the offer letter and collect needed paperwork.
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Evaluating needs, resources, and creating the timeline

The hiring committee will evaluate the needs of the organization either technical or soft
skill needs, the resources available to compensate the new employee as well as fund
the recruitment process, and the preferred timeline for the start date of the new
employee.

Once the initial evaluation process is completed, the hiring committee will create a
detailed recruitment timeline that both gives ample time to carry-out a thorough
recruitment process while still ensuring timely hiring.

Job description

One of the first steps on the timeline will be to create a detailed job description that
includes daily and/or monthly tasks, larger projects, and overarching organizational
responsibilities as well as required and desired qualifications.

Evaluation criteria

After the job description is finalized, the hiring committee will meet to decide upon how
candidates will be evaluated. The committee will choose the top three to five qualities
they seek in candidates, as well as list anything that would be nice to have but not
required. This ensures that when it comes time to screen resumes there is an agreed
upon objective standard that ensures all candidates are evaluated fairly and equally.

Advertising the position

The designated person will write the position advertisement, making sure to promote the
position while still detailing out the job responsibilities, qualifications, and application
process.

The hiring committee will then decide upon an advertising strategy that outlines how
and where to advertise the position. To increase efficiency, the committee may choose
to create a standard record-keeping system that tracks where and when the position
has been advertised.

Resume screening

The person designated to conduct the initial screening of resumes should have in place
a standard system that will allow for easy tracking of strong candidates. Effective
recruitment planning includes deciding how the hiring committee will review strong
candidates to decide together on which candidates they would like to interview.
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The above listed steps make up the general recruitment planning process. A more
detailed description of what each step entails can be found in the Recruitment Manual
section. Information regarding the formal hiring process including the interviewing
process and making an offer are found in Hiring Procedures_below.

Top 10 Tips for Running a Good Nonprofit Hiring Process (The Bridgespan
Group)
Top 10 Tips for Running a Good Nonprofit Hiring Process (The Bridgespan
Group)

Hiring for Organizational Success: Part 1 (Third Sector New England)

It is important to map out all steps and milestones of the recruitment process against a
concrete timeline of dates. This will help you anticipate whether you are on track to have
a full team or need to strengthen recruitment efforts.

Your recruitment timeline will vary greatly depending on whether you hire volunteers as
well as staff, how long you require volunteers to work with your organization, and how
long they choose to do so. If all of your volunteers stay for 6 months, your recruitment
timeline will be very different compared to a situation where most volunteers prefer to
stay for a year.

The sample recruitment timeline below will help illustrate this concept. We encourage
you to develop a system for tracking where you are in the recruitment process in order
to ensure that you have a full team of volunteers throughout the year. Communication
across your organization with regards to recruitment needs is also essential to building
your team of volunteers alongside staff.

Please see the section on Annual Volunteer Planning for guidance on record keeping
for the arrivals and confirmations of volunteers, and the Employee Management section
for similar resources regarding staff.

VLA Recruitment Timeline

Recruitment Manual

The goal of the following recruitment and hiring guidelines and preferred procedure is to
ensure the organization upholds recruitment and hiring best practices and executes an
objective, fair, and thorough evaluation process of all qualified potential candidates.
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Hiring for a new position vs. employee promotion

Not all new or recently vacated positions require opening up the recruitment process to
external candidates. If a current employee has shown strong potential to advance within
the organization and has expanded their responsibilities to include a significant portion
of the responsibilities found within the new position description, the Country Director
and/or supervisor may choose to promote the employee to the newly available position.

For positions that would require a lateral move for an employee, meaning that the
majority of the position requirements and responsibilities fall outside of the employee’s
current scope of work, it is encouraged that the position be opened to external
candidates. However, where possible, the organization should try to allow internal
candidates to apply prior to opening up the process to the general public. Employees
wishing to transition into the available position should participate in the standard
application process, which is outlined in further detail below.

Hiring for International Leadership Positions

Upon the need to hire for a new or recently vacated leadership position in any of non-
headquarters offices, we encourage that a hiring committee be formed that includes, at
minimum, the Office Director, a HQ leadership staff member or equivalent, and an HQ
and/or in-country HR or operations staff member. Additional staff may be included in the
committee at the discretion of the Country Director, such as an employee that would
work closely with the new hire.

Hiring for international non-leadership positions

The hiring committee for a non-leadership position in a non-headquarters office does
not need to include an HQ staff member. The country office is encouraged to form an
internal hiring committee of at least two members, preferably three. The employees
chosen to form the hiring committee should include at least one leadership and one
human resource staff member, where possible.

Hiring for a new country office

When hiring for the Launch Director for a new non-headquarters country office, the
hiring committee will ideally include an HQ HR and/or Operations staff members, as well
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as an HQ leadership staff member or equivalent. Additional staff may be included as
needed.

To hire for the remaining positions in the new country office, it is recommended that the
hiring committee include an HQ HR or Operations staff member, an HQ leadership staff
member, the in-country Launch Director and/or new Country Director, and any
additional staff members as needed. However, it is encouraged not to exceed more
than five people on the hiring committee.

Hiring for HQ leadership positions

When hiring for HQ leadership positions the hiring committee will ideally include the
Executive Director, a HR or Operations staff person, and any other staff as needed.
Hiring for HQ Non-Leadership Positions

For HQ non-leadership positions the hiring committee will ideally include a HR and
Operations staff member and the new position’s supervisor. At the discretion of the new
position’s supervisor, an additional leadership or non-leadership staff member may be
invited to join the hiring committee.

If applicable, a member of the hiring committee will research and confirm the visa
requirements and labor laws specific to the respective country. Information collected
may include the legal requirements for hiring a non-national including the type and
length of visa, compensation requirements, and visa application and qualifying process.

Approved employment contracts

It may provide helpful to have pre-vetted contracts for each of the respective offices. It
can save time and potential legal hassles when going through the hiring process if the
hiring committee can easily refer to and use an already put-together, lawyer approved
hiring contract. The hiring committee may always exercise the right to make changes to
the contract, so long as any revisions fit within both the organization’s mission and
applicable labor laws.
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Creating the recruitment and hiring timeline

The first step of the recruitment process involves the creation of the recruitment and
hiring timeline by the designated hiring committee. The timeline includes but is not
limited to activities and deadlines such as, the completion of the job description, when
the position will be advertised, deadline for resume collection, interview schedule, and
steps for making an offer. For a more robust timeline, the committee may choose to
work back from a preferred start date and also include a potential training schedule for
the future hire.

Delegating responsibilities

It is recommended that members of the hiring committee leave the initial meeting with a
clear understanding of their responsibilities as related to the newly created recruitment
and hiring timeline. The hiring committee may find it helpful to designate each
committee member’s specific leadership and/or supportive role(s) for each task.

Writing the job description

To facilitate a strong hiring process, it is important to have a clear, detailed, and agreed
upon job description. While one person may lead the project, it is helpful that all
members of the hiring committee work together to detail out the responsibilities of the
new position. In addition to a position description, the hiring committee should take this
time to think carefully about technical and/or soft skill requirements and/or any preferred
but not required, skills or experience for the position.

Establishing evaluation criteria

After the completion of the job description and required and preferred skills, the hiring
committee is encouraged to discuss and agree upon the top five qualities for which they
will look for in candidates. This step helps set clear evaluation criteria, enabling the
committee to later implement a standardized and objective resume review process.

Finalizing interview questions and take-home task

Based on the job description and evaluation criteria, the hiring committee should make
every effort to confirm a list of “must ask” interview questions and a list of additional
questions to ask if relevant and time permitting. Interview questions may be pulled from
an organization’s standard interview questions (if available) or be freshly created to
screen for position-specific technical or soft skills. It is encouraged to include questions
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that evaluate a candidate’s soft skills, as they relate to the ability to succeed in the
position and/or advance the organization’s overall mission, vision, and values.

The hiring committee may choose to include a technical task that candidates, in their
final rounds of evaluation, take home, complete, and send back within a designated
amount of time. This is the time where the hiring committee may begin to think about
creating such a task, asking questions about how the task might be structured and what
questions would be most helpful in evaluating the needed high-level skills.

Completing each of the above steps helps the recruitment and hiring process to remain
standardized, objective, efficient, and thorough. Careful planning aids in the timely
completion of recruitment tasks and the meeting of the hiring deadline.

Advertising the position

The hiring committee will need to draft and finalize the position advertisement, which
should include the job description, position requirements, basic benefits (if deemed
appropriate to include), and application instructions. The position advertisement may
also include visa requirements if applicable such as requiring that applicants be able to
qualify for a visa and/or work permit. It is important applications instructions include to
whom candidates send applications.

Depending on the organization the application process may be opened to both internal
and external candidates. If opening it up to both types of candidates, it may be looked
upon positively to allow internal candidates the opportunity to review and submit their
application prior to opening the position to external candidates. Internal candidates may
be given the opportunity to start applying anywhere between one to four weeks before
the position is publicly posted.

The job advertisement may be posted on local, national, and international recruiting
websites and services depending on the need of the position. It has proved helpful for a
hiring committee to agree upon a way to track where, when, and how the job
advertisement is posted. One record-keeping option is to record in a separate Google
doc or a sheet within a larger relevant Google doc items such as posting location and/or
contact person, relevant contact, website, and date posted.

Resume screening and selecting candidates to interview

The committee member responsible for receiving and screening applicants should make
sure to evaluate applications based on the pre-determined evaluation criteria and skill
requirements. Similar to how a committee may track job postings, the committee may
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choose to set up a single spreadsheet to list all of the strong candidates who may be
invited to interview. Information can include applicant’s contact information and relevant
notes to provide easy access to the rest of the hiring committee for review.

It is helpful and