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Levels of Community Change
A Game to Teach the Social Ecological Model and  

Policy, System, and Environment Change

Time: 20-50 minutes
Equipment and Supplies

• Game mat or area delineated 
with lines or ropes. (See Set-
up.)

• Targets (shaded areas, 
buckets, boxes, as 
appropriate)

• Health behavior scenarios
• Objects to toss to targets 

(balls, bean bags, coins, etc.) 
and timer (optional)

Do Ahead
• Review activity instructions
• Select appropriate scenarios 

and insert in envelope
• Prepare game area

Intended Audience
Adults or youth ages 14-18
Lesson Objectives
Participants will . . .

• Identify levels of community 
change that influence health 
behaviors (based on social-
ecological models).

• Identify factors that influence 
health behaviors at each 
level.

• Recognize the relative 
difficulty and potential 
impacts associated with 
strategies at each level of 
community change.

• Explore ways to target 
numerous levels of change.

BACKGROUND
Social ecological models recognize that individual choices and 
behaviors are influenced by numerous, interrelated factors across 
multiple levels, suggesting that health promotion strategies should 
target individual change (education), and social, organizational/ physical 
environment, and policy changes.

WHAT TO DO
Set-up
Levels of Community Change can be played in 
a small, indoor area or in a large, outdoor area. 
Generally speaking, the set up involves these 
steps: 

1. Lay out a set of four concentric circles to 
represent the levels of community change, 
also known as the social ecological model. 

2. Choose four targets appropriate for the size 
of your circles. Ideally, the targets get smaller 
in size as they move out to larger circles.

3. Label the targets (beginning in the center 
circle):

• Individual level = 1 point
• Group/Social level = 5 points
• Organizational level = 10 points
• Policy/System level = 20 points

For play in a small or indoor space: 
1. Draw concentric circles on a large sheet of paper or form them on 

the floor with tape or rope. Place a strip of tape about 5 feet from 
the bottom of the circles.

2. Draw circles as flat targets or choose containers, like boxes or 
bowls, for three-dimensional targets.

For play in a large or outdoor space: 
1. Create large circles with rope on 

a grassy area or with chalk on a 
playground area.  A Hula-Hoop 
or other large ring may be used 
for the smallest circle. Use a small 
rope or other marker to create a 
line for players to stand behind.

2. Choose targets such as 5-gallon buckets or something that is big 
enough to hold the tossed objects.

X



Experience: Setting the Stage
Ask the following questions to help introduce the 
concept of levels of community change. 

1. To what extent do you think factors beyond your 
own knowledge and preferences affect your eating 
decisions? A great deal or not much?

2. In what locations do you usually purchase/eat foods?
• What impacts your own decisions in those 

places?
• Who influences which foods are in those 

locations?
• What kinds of rules or regulations impact which 

foods are there?
3. Which factors influence your choice to buy or 

consume nutritious vs. unhealthy foods? How 
often are those factors within your control (mostly, 
sometimes, or rarely)?

Read the descriptions of the levels of community change 
and a few scenarios. Explain how each scenario fits into 
one or more levels.

Level Descriptions
Individual—knowledge, skills, attitudes, beliefs, 
preferences, demographic factors, and personality 
traits
Group/Social—the support or lack thereof provided by 
friends, family, and peers, as well as social norms and 
identity 
Organizational—rules, regulations, guidelines, policies, 
cultures, and structures in place at institutions where  
people live, work, worship, and play, including the built 
environment 
Policy/System—local, state, and federal policies, laws, 
and wide-reaching systematic practices

Experience: Playing the Game
1. Divide into two teams; form two lines behind the line. 
2. Have a player select and read a health behavior 

scenario. 
3. After the player’s team agrees on the level of 

community change most needed to address the 
scenario, the player tries to toss a coin or bean bag 
from behind the tape into the square at that level.

4. Award points for landing in the correct area; team 
must justify other levels to get points.

5. Teams alternate taking turns to toss object.
6. Options: Allow an additional chance to toss an object 

toward the target and score points if the team can 
describe an action they could actually take related 
to the scenario. Move the throwing line closer to the 
target each round. Allow for other creative ways to 
attain points. Purposely give one team some type of 
advantage.

TALK IT OVER 
Reflect

• Why is the individual level target the largest?
• Why is the systems level target farther than the 

others?
• Why is it worth the most points?
• Are most of your decisions about health behaviors 

affected by factors at one level, two to three levels, 
or all four levels of the model?  Give examples.

• Did anything else happen that mirrors real life?  (Was 
the playing field uneven, were the rules bent, etc.)

Generalize
• Why is individual or group change easier to 

achieve than organizational or policy change?  Give 
examples.

• Which types of change can impact the most people? 
Which require the most effort from individuals?  
Which are passive?  Give real-life examples.

• Are disadvantaged populations affected differently 
by some change strategies?  Give examples.

Apply
• Name a health issue you are concerned about.  How 

could you encourage change at each level within 
your community related to that issue?

• How can community groups promote change at all 
levels?

FACILITATOR INSTRUCTIONS
Interested in reaching a large audience with multiple 
games and facilitators? Check out the Facilitator 
Instructions available at ohio4h.org/changegame.

Share your game experiences: smathers.14@osu.edu
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A high school student got only 4 
hours of sleep, so she consumes 
energy drinks for an energy boost.

A runner believes that reflective strips 
looks goofy, so he refuses to wear 
reflective clothing when running late 
at night.

Community B Community B

A freshman is in the habit of stopping 
by a fast food restaurant each day on 
her way home from school.

A parent packs school lunches for 
her child every day and always 
includes the child’s favorite fruits and 
vegetables.

Community B Community B

Families you work with report that 
they do not eat meals as a family 
because of busy or conflicting 
schedules.

A middle school basketball team 
provides only sport drinks, like 
Gatorade or PowerAde, during 
games.

Community B Community B

Whenever a group of friends hangs 
out, they eat potato chips, popcorn, 
and candy while watching movies and 
playing video games.

Pat’s friends never wear seatbelts 
when driving. Pat chooses not to wear 
a seatbelt when riding with them to 
avoid feeling out of place.

Community B Community B

A Girl Scout or Boy Scout troop 
makes sure lights out occur at 10 p.m. 
each night to ensure that teens get 
enough sleep.

A group of high school friends 
decides to start swimming at their 
YMCA every weekend.

Community B Community B

For every family gathering your 
grandma makes and serves her 
famous cinnamon rolls for dessert.

Public schools in your county want 
to serve fresh fruits and vegetables 
from local farmers, but cannot find 
affordable products.

Community B Community B
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A school has reduced physical 
education offerings due to budget 
cuts.

An apartment complex does not have 
sidewalks leading to the pool, laundry 
room, or business office, which 
encourages residents to drive (rather 
than walk) to those facilities.

Community B Community B

Your town park holds weekly 
recreation days at which community 
kids and teens can participate in 
soccer, volleyball, and kickball.

A family living in low-income housing 
notices unsafe objects and unfamiliar 
groups of teens in local playgrounds. 
They decide to keep their children 
inside to play at all times.

Community B Community B

Companies market sugary snacks and 
beverages to teenagers in specific 
ethnic groups.

Despite signing the Partnership for 
a Healthier America commitment, a 
hospital continues to offer sugary soft 
drinks to patients as their first choice 
following surgery.

Community B Community B

Laws require drivers and passengers 
to wear seatbelts to prevent the 
number of injuries and deaths from 
accidents.

Concerns about food waste have 
increased since a law began requiring 
public schools to serve healthy meals 
that include a range of fruits and 
vegetables each week. 

Community B Community B

Your town passes a bill to fund the 
creation of a new bike path.

Laws require food companies to list 
their ingredients on their product 
labels.

Community B Community B

Your community votes to increase a 
levy that funds physical education 
classes at the high school.

The U.S. Department of Health and 
Human services releases a series 
of commercials encouraging youth 
to get at least 8 hours of sleep each 
night.

Community B Community B



Your father hates jogging so he 
refuses to work out.

A child loves the taste of sugar, 
so he eats as many candies as his 
mom allows.

Youth A Youth A

A college student got sick from 
bad tomatoes once. Now he won’t 
eat tomatoes unless they’re in 
spaghetti sauce.

A teenager got only 4 hours of 
sleep, so she consumes energy 
drinks for an energy boost.

Youth A Youth A

Your mother desires to lose 
weight, so she has begun 
exercising 30 minutes a day.

A teenage girl learns how to 
properly read nutrition labels, so 
she begins doing this each time 
she buys a snack in the store.

Youth A Youth A

A teenage girl is in the habit of 
stopping by a fast food restaurant 
each day on her way home from 
school.

You believe that reflective strips 
look goofy, so you refuse to wear 
reflective clothing when running 
late at night.

Youth A Youth A

Your parents pack your school 
lunch every day and always 
include your favorite fruits and 
vegetables.

Your Girl Scout or Boy Scout troop 
makes sure lights out occurs at 
10 p.m. each night to ensure that 
teens get enough sleep.

Youth A Youth A

Your basketball team provides 
only sports drinks, like Gatorade 
or PowerAde, during games.

Your 4-H club always includes a 
physical activity at meetings.

Youth A Youth A
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Whenever a group of friends 
hangs out, they eat potato 
chips, popcorn, and candy while 
watching movies.

You and your friends decide to 
start swimming at your YMCA 
every weekend.

Youth A Youth A

Your friends never wear seatbelts 
when driving. You choose not to 
wear your seatbelt when driving 
with them because you don’t want 
to feel out of place.

At family reunions, your grandma 
always makes and serves her 
famous cinnamon rolls for dessert.

Youth A Youth A

Public schools in your county 
decide to serve fresh fruits and 
vegetables from local farmers.

Your neighborhood YMCA installs 
free water bottle filling stations.

Youth A Youth A

Your school has removed physical 
education from the class schedule 
due to budget cuts.

Your county 4-H requires all youth 
taking bike projects to wear 
helmets.

Youth A Youth A

Your town park holds weekly 
recreation days at which 
community teenagers can 
participate in soccer, volleyball, 
and kickball.

State Fair project judging begins 
at 8 a.m. Because you have a 2 
hour drive, you wake up early and 
get only get 4 hours of sleep.

Youth A Youth A



Your apartment complex does not 
have a sidewalk leading to the 
pool, laundry room, or business 
office, discouraging walking by 
residents.

The U.S. Department of Health 
and Human Services releases 
a series of commercials 
encouraging youth to get at least 
8 hours of sleep each night.

Youth A Youth A

Companies market sugary snacks 
specifically to teenagers.

Your town passes a bill to fund the 
creation of a new bike path.

Youth A Youth A

Citizens in a California county vote 
to place a small tax on beverages 
high in sugar.

Laws require food companies 
to list their ingredients on the 
product labels for people to read.

Youth A Youth A

Laws require us to wear seatbelts 
to prevent the number of injuries 
and deaths from accidents.

Your community votes to increase 
a levy that funds physical 
education classes at your high 
school.

Youth A Youth A

A law requires public schools to 
serve healthy meals that include 
fruits and vegetables.

The vendors at your county fair 
sell only deep-fried foods.

Youth A Youth A
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Levels of Community Change: A Game to Teach About
Policy, System, and Environment Change
Carol A. Smathers, MS, MPH1; Theresa M. Ferrari, PhD2

INTRODUCTION

Health promotion organizations in-
creasingly encourage multilevel,
multisector interventions, because such
approaches can produce more wide-
spread and sustainable impacts than
individual behavior change efforts
alone.1 Many public health agencies
and foundations recommend or
require that funded projects include
policy, system, and environment (PSE)
change activities. Growing numbers of
health coalitions and youth advoca-
cy programs inspire members to
implement community-level changes.
The Cooperative Extension System,
which includes the 4-H Youth Devel-
opment Program, has adopted a
National Framework for Health and
Wellness2 calling for strategies in-
formed by the social ecological model
(SEM) principle that behavior is in-
fluenced by multiple interacting
factors.3-6 In reality, however, practi-
tioners often lack familiarity with and
confidence in applying PSE change
strategies or find terms such as policy
change daunting.7 Recognizing that
educational games convey and rein-
force knowledge,8,9 an interactive game
was developed to help practitioners
identify various PSE strategies, under-
stand basic tenets of the SEM, and
explore ways to initiate PSE changes.
Feedback from 94% of 118 nutrition
educators who engaged in the game

(n = 111) supports the efficacy of the
game in meeting these objectives and
points to the feasibility of its use with
various groups.

OVERVIEW

The Levels of Community Change
game was initially developed to teach
teens serving as healthy living
advocates10 about the SEM. Acknowl-
edging youth advocacy as a promising
health promotion strategy,11,12 the
game was intended to provide a fun
and engaging way to communicate
SEM concepts, illustrate challenges in-
volved in targeting health-related
behavior changes at each level, and
help teens view themselves as capable
of engaging in environment change
projects in their clubs and communi-
ties. The game’s format is based on the
experiential learning model, which is
a key theoretical framework prac-
ticed in 4-H: engage in an experience,
reflect on it, and apply what is learned
to other situations.13 The game has
been modified for a variety of audi-
ences and used successfully with
groups of teens, mixed groups of teens
and adults, and professional audiences.

Game materials consist of health
behavior scenarios, a large vinyl floor
mat, and objects to toss at targets on
the mat. The game mat has 4 concen-
tric circles representing levels of the
SEM, with square target areas that de-

crease in size and increase in point
value as they move out from the center
of the model to reflect increased chal-
lenges and potential wider, more
sustainable impacts (Figure 1). Sets of
customized health behavior scenarios
developed for specific interest areas
include public health, obesity preven-
tion, healthy beverage choices, falls
prevention, and local foods (Table 1).
With adaptations, the game can ac-
commodate as few as 4 players to >100
(Figure 2). In large groups, 1 game mat
and facilitator is needed for every 12–
14 players.

The objectives of the game are for
participants to (1) identify a variety of
influences on health behaviors at 4
levels of community change, (2) rec-
ognize the relative difficulty and
potential impacts associated with strat-
egies at each level of community
change, and (3) explore ways to iden-
tify potential interventions targeting
various levels of influence on health
behaviors. Players read a health-related
scenario, decide as a team what aspect
of the SEM is represented, and attempt
to toss an object onto the target cor-
responding to the identified level
(Table 2). Debriefing afterward ensures
that participants grasp the key con-
cepts. Debriefing questions focus on
the relative difficulty, potential
impacts, and real-life pitfalls associ-
ated with strategies at each level of
community change (Table 3). These
questions can form the basis for
ongoing discussions about how to
become agents of change for healthier
options in communities.

EVALUATION

To evaluate whether the game met its
intended objectives, 111 of 118 pro-
fessionals attending a nutrition
education conference provided feed-
back after participating in a workshop
on PSE change that included the Levels
of Community Change game. On a
4-point scale (very helpful, helpful,
somewhat helpful, or not very helpful),
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2Department of 4-H Youth Development, Ohio State University Extension, Columbus, OH
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most rated the game either very
helpful or helpful to participants for
recognizing real-world challenges and
opportunities related to PSE changes
(55% very helpful and 37% helpful);
identifying how behaviors are influ-
enced across levels (40% very helpful
and 49% helpful); exploring ways to
initiate promoting policy, system, and
environment changes (48% very
helpful and 39% helpful); and under-
standing the basic tenets of the SEM
(35% very helpful and 50% helpful).
More participants indicated that they
thought the game was suitable for
professional vs student audiences:
Supplemental Nutrition Assistance
Program–Education program or Ex-
panded Food and Nutrition Education
Program staff (91%), community health
coalitions (89%), public health and nu-
trition professionals (86%), college
students (68%), high school classes
(57%), and 4-H groups (49%).

APPLICATION

Those who work with professional
or teen audiences may find the Levels
of Community Change game helpful
to introduce the concepts of the
SEM to set the stage as part of larger

Figure 1. Levels of Community Change game mat.

Table 1. Examples of Scenarios Used in Levels of Community Change Game Customized for Specific Health Interest
Areas

Level of Change Interest Area Scenario

Individual Healthy beverages A high school sophomore thinks water tastes bad and drinks a 2-L bottle
of cola every day.

Individual Falls prevention In response to an increase in reported falls, a community center offers a
falls prevention class that teaches seniors to make changes to their
homes, such as adding hand rails.

Social/group Healthy beverages Your coach insists that all players drink sports drinks before each game to
stay hydrated.

Social/group Obesity prevention/
physical activity

Very few children in your community wear bike helmets because those
who do are sometimes teased that they are uncool.

Physical/organizational Healthy beverages The vending machines at your community center do not have any water,
milk, or diet soda.

Physical/organizational Workplace wellness The chief executive officer of company X signs a healthy workplace
pledge to demonstrate a commitment to the health of his employees,
but hesitates to enforce it because he fears getting complaints.

Policy/system Healthy beverages A local coalition tries to pass a tax on sugar-sweetened beverages, but
the beverage association outspends them and defeats the measure.

Policy/system Obesity prevention/
physical activity

A local school locks up its track and playground during non-school hours.

Note: Some scenarios can fall into >1 level, depending on how they are interpreted.
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Figure 2. Levels of Community Change game in action with youth and professional audiences.

Table 2. Step-by-Step Instructions for Using Levels of Community Change Game as a Teaching Activity

1. Facilitator provides a brief introduction, social ecological model definitions, and an explanation of the rules.

2. Player stands behind tape (placed approximately 5 ft from mat’s edge).

3. Player draws a scenario. In discussion with team members, player decides on the level of community change most
needed to address the scenario.

4. Player tries to toss an object into the box or square corresponding to identified level. Points are awarded for landing in
correct area. If the object lands in another level, the team will get points if they are able to justify how the scenario also
fits this level.

5. A second toss attempt is awarded to the player if the team can identify a realistic approach for addressing situations
similar to the scenario occurring in their community.

6. Teams alternate selecting a scenario and responding. After each round, the tape is moved closer to the edge of the
game mat.

7. Play continues until all scenarios are drawn or time runs out.

8. Facilitator engages the group in debriefing discussion questions.

Table 3. Debriefing Questions Used in Levels of Community Change Game to Convey Concepts From the Social
Ecological Model

1. In what ways did the game help you to think about factors at different levels that influence individuals’ behavior?

2. Why is the individual-level target the largest on the game mat? Why is it worth the fewest points?

3. Why is the policy-level target the smallest? Why is it worth the most points?

4. Why are additional opportunities to earn points awarded for determining realistic approaches?

5. Why does the tape get moved up after each round?

6. In community work, does it sometimes happen that groups aim for a specific level but hit their target through activities
at another level? Can you name an example?

7. Did any players get especially creative? How?

8. Are there other analogies that you can make to organizational, program, or coalition-led policy, system, and
environment changes?
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change initiatives. This interactive
activity can supplement online
PSE tool kits and trainings for
Supplemental Nutrition Assistance
Program–Education and Expanded
Food and Nutrition Education Program
professionals.14,15 Because the game
was originally designed for teens and
adapted with input from teens, it
can be used to familiarize youth au-
diences with PSE and SEM concepts
and help them convey those con-
cepts to others. Game leaders are
encouraged to customize the game
scenarios to increase the relevancy
of the activity to their audiences.

NOTES

The Ohio State University Office
of Responsible Research Practices
determined this investigation to be
exempt (Study No. 2016E0424). More
information about Levels of Com-
munity Change game materials, in-
structions, and scenarios is available
online.16 The material described here
was presented at the National Exten-
sion Association of Family and
Consumer Sciences Annual Meeting on
September 15, 2016, in Big Sky, MT,
and at the National Health Outreach
Conference on May 4, 2017, in An-
napolis, MD. Financial support was
provided in part by an Ohio State Uni-
versity Community Access to Resources
and Educational Services (CARES) grant
from The Ohio State University Out-
reach and Engagement Office. The
authors thank Shawna Hite for work
on the initial version of the game, and

Jane Wright and the Ohio 4-H Cur-
riculum Team for technical assistance.
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INTRODUCTION 

This Seven Steps for Policy, Systems and Environmental Change: Worksheets for Action is a 
companion to both Action4PSEChange.org and the accompanying Action for PSE Change: A 
Training. The George Washington University (GW) Cancer Center developed these resources 
to assist comprehensive cancer control (CCC) professionals in planning, designing, 
implementing and evaluating PSE change initiatives. Each is organized around the seven 
steps of the PSE change process. 

Action4PSEChange.org is an online tool that provides an explanation of each step of the PSE 
change process and highlights PSE change success stories from CCC programs in states, 
Washington, D.C., tribes and U.S. Associated Pacific Islands/territories. The site also provides 
an extensive list of resources that you may wish to consult in conjunction with the worksheets 
in this guide.  

The free, web-based Action for PSE Change: A Training thoroughly explores PSE change, 
from its evidence base to a full-length case study. The training provides background 
information on the PSE change process, a PSE action plan template, real-world examples and 
suggests theoretical and evaluation approaches to help grow the PSE change evidence base.  

The training is available at the GW Cancer Center’s Online Academy. The Online Academy 
offers a number of training and education opportunities for health care and public health 
professionals to help advance patient-centered care and evidence-based public health 
practice. 
 

HOW TO USE THIS RESOURCE 

This guide is intended to be a companion resource to the web-based training and online 
tool. You can use the worksheets in this guide as a starting point for thinking through your 
PSE change strategy or as a brainstorming tool for your team members. 

If you need technical assistance or would like more information, please contact us at 
cancercontrol@gwu.edu.  
 
Viewing this PDF in Google Chrome? Use “Ctrl+Click” on links to open them in a new tab. 
 

First published September 1, 2017 
Suggested Citation: The George Washington University Cancer Center (2017). Seven Steps for Policy, 

Systems and Environmental Change: Worksheets for Action. Washington, DC. 
 

Electronic copies of the most recent version of this toolkit can be downloaded at 
www.cancercontroltap.org/resources  

 
Copyright © 2017 The George Washington University Cancer Center  

http://www.action4psechange.org/
http://www.action4psechange.org/
http://bit.ly/GWCCOnlineAcademy
mailto:cancercontrol@gwu.edu
https://smhs.gwu.edu/cancercontroltap/resources
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ABOUT THE INSTITUTE FOR PATIENT-CENTERED INITIATIVES AND HEALTH EQUITY 
AT THE GW CANCER CENTER 

The mission of the Institute for Patient-Centered Initiatives and Health Equity at the GW 
Cancer Center is to foster healthy communities, prepared patients, responsive health care 
professionals and supportive health care systems through applied cancer research, 
education, advocacy and translation of evidence to practice. Our vision is a cancer-free world 
and health care that is patient-centered, accessible and equitable.  
 
The GW Cancer Center is a collaboration between the GW Hospital, the GW Medical Faculty 
Associates, and the GW School of Medicine and Health Sciences to expand GW’s efforts in 
the fight against cancer. The GW Cancer Center also partners with the Milken Institute School 
of Public Health at GW, and incorporates all existing cancer-related activities at GW, serving 
as a platform for future cancer services and research development.   
 

ABOUT THE COMPREHENSIVE CANCER CONTROL PROJECT 

In 2013, the Institute for Patient-Centered Initiatives and Health Equity (formerly the GW 
Cancer Institute) was awarded a 5-year cooperative agreement to work with CDC to design 
and implement comprehensive, high-quality training and technical assistance to CCC 
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programs and their partners to implement cancer control activities. To learn more, visit 
www.CancerControlTAP.org.  
  

DISCLAIMER 

This work was supported by Cooperative Agreement #1U38DP004972-04 from CDC. Its 
contents are solely the responsibility of the authors and do not necessarily represent the 
official views of the CDC. 
 

http://www.cancercontroltap.org/
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BACKGROUND 

Health outcomes are the result of a 
complex combination of factors including 
not only biological or genetic causes but 
also race, ethnicity, gender, sexual 
orientation, socioeconomic status, 
education level, mental health and 
geography (U.S. Surgeon General, n.d.). 
Health problems are influenced by 
policies, systems and environments (PSE) 
that make it easier to sustain unhealthy 
behaviors than to foster healthier choices. 
 
Individual lifestyle choices are only one part of our ability to live healthy, productive lives. A 
mix of social, economic and physical factors drives health disparities, or “differences in the 
incidence (new cases), prevalence (all cases), mortality (death), and burden of diseases and 
other adverse health conditions that exist among specific population groups” (National 
Institutes of Health, 2002). Despite progress in cancer prevention, screening and treatment, a 
disproportionate share of uninsured, medically underserved and minority populations across 
the United States are impacted by cancer (American Cancer Society, 2009). Health disparities 
are nearly impossible to address without a multi-level, ecological or PSE change approach 
that considers the opportunities and challenges facing all people in the community. 
 
Following several reports in the early 2000s from the National Academy of Medicine (NAM) 
focused on an increased recognition of social determinants of health and social ecological 
approaches to population health (NAM, 2000, 2002, 2004), CDC convened the National 
Expert Panel on Community Health Promotion, and the PSE change approach was born 
(Liburd & Sniezek, 2007; Comprehensive Cancer Control National Partnership, 2015). To 
achieve quicker change and foster healthier communities, one NAM report recommended 
policymakers and public health professionals (NAM, 2004): 

• Support community and neighborhood empowerment 
• Establish strategic partnerships 
• Educate stakeholders and decision-makers 
• Identify community leaders and build on existing resources 
• Gather and use relevant data 
• Maintain a focus on evaluation throughout the PSE change process 
• Share successful strategies with other communities 

 
The PSE change approach includes and addresses these types of recommendations. By 
adjusting the policies, systems and environments that impact our daily lives, we can create 
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settings that allow for sustainable, healthy behaviors. PSE change facilitates embedding 
healthy options in the fabric of our society. 

 

STEPS OF THE PSE CHANGE PROCESS 

As you proceed through each step of the PSE change process, use the corresponding 
worksheet to help you think through your strategy. You may wish to provide copies of each 
worksheet to your team members in order to prepare in advance of a team meeting. 
Alternatively, you may prefer to use a whiteboard or flip chart to brainstorm ideas in a group 
setting. 

Please note that while these steps follow a linear order, that is not necessarily the case for the 
PSE change process. In practice, individuals can approach the steps in an order that makes 
sense, keeping in mind that they may overlap. You should revisit the steps regularly 
throughout the PSE change process to stay current with changing conditions.  

In this guide, you will find a worksheet devoted to each of the following PSE change steps: 

Step 1: Engage – Build partnerships and engage the community 
PSE change initiatives involve a wide variety of people, agencies and 
organizations from all corners of the community, working toward a 
common goal. As with other public health initiatives, partnerships are vital 
to any PSE change process. They make it possible to divide the work so it 
can be completed more efficiently. Working with diverse partners also 
strengthens efforts by capitalizing on each member’s strengths and 
reaching each member’s constituencies. 

 Traditional Public Health Behavior Change: 

• Time limited touch point 
• Often results in only short-term behavior 

change 
• Traditionally individual level 
• May be done in isolation or not part of a 

larger plan 
• Short-term effort (typically 1-3 years) 
• Less sustainable (usually funding-

dependent) 
 

PSE Change: 

• Ongoing 
• Produces longer-term behavior change 

over time 
• Community/population level 
• Part of an ongoing plan and engages 

multiple stakeholders 
• Long-term 
• Sustainable 

 
 

Adapted from Food Trust (2012). 
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Step 2: Scan – Perform environmental scans 
An environmental scan can help determine what actions should be taken 
within the broad health issue you want to address. The environmental scan 
allows you to identify gaps, trends and factors affecting the political, social, 
economic and legal contexts to help you understand the drivers of PSE 
change. 
 
Step 3: Assess – Identify priority areas 
After you have scanned the external environment surrounding the health 
issue you want to address, you now understand the drivers and challenges 
of your potential PSE change initiative. However, you need evidence to 
support your position and the development of SMART objectives. Assess 
and review available data to determine which specific aspect of the health 
issue can be potentially resolved or lessened through PSE change. Your 
state, tribe or territory cancer control plan is a great place to start. 
 
Step 4: Review – Assess feasibility of interventions 
Once you have developed SMART goals and objectives, review the 
feasibility of your proposed PSE change intervention to determine if your 
goals and objectives can be implemented. Work with stakeholders to 
develop a strategy for turning an idea, goal or objective into action, 
including a discussion of the political climate and readiness. Ensure that 
key champions are involved to provide support. 
 
Step 5: Promote – Promote awareness, communicate and educate  
You are ready to communicate the need for your PSE change effort. 
Communicate to all stakeholders the need for PSE change prior to 
implementation to help lessen potential resistance. Incorporate various 
forms of media to educate and build support from stakeholders and the 
public, when appropriate. 
 
Step 6: Implement – Take action 
The first five steps of the PSE change process lead to the implementation of 
your PSE change intervention. Carry out PSE change activities that link 
directly with goals and objectives in your cancer control plan.  
 
Step 7: Evaluate – Measure your success 
Evaluate the processes employed during the implementation of your PSE 
change intervention, as well as the short-term, intermediate and long-term 
outcomes expected to result from the intervention. Evaluation can provide 
quantitative and qualitative data to demonstrate the change(s) that 
occurred. 
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WORKSHEETS 
 
Step 1: Engage – Build Partnerships and Engage the Community 
Use this worksheet as you consider how to identify and engage partners necessary for PSE 
change. 

Why are partners integral to PSE change?  Consider the following: 

• Why should others care about PSE change? 
• How does PSE change impact others in the community? - Identify your stakeholders 
• What can be accomplished as a group that cannot be accomplished by individual 

people or organizations? 
 

How will you identify and evaluate your potential partners? Consider the following: 

• Which stakeholders (decision makers, patients, caregivers, employers, providers, 
researchers, etc.) should be included in the PSE change process? Why?  

• Are there any other partners who should be brought into the conversation? – Consider 
non-traditional partners like businesses, industry or non-health care organizations 

• Why does (or should) each stakeholder care about the issue(s)? 
• Will any stakeholders be opposed to the change? Why? 
• Do the stakeholders’ missions align to accomplish the shared goal(s)? How?  

o If not, what common ground do you all have? 
• What resources (tangible and intangible) do you need that stakeholders can provide? 

 

How can you hold stakeholders accountable?  Consider the following:  

• Have you identified a leader (either an individual or a committee/group) to hold the 
team accountable and drive the process forward? 

• Which model of leadership will work best for the PSE change initiative? 
 
 
Notes: 
 
 

 

 

 

 

 

 

 
  

Action for PSE Change WORKSHEET 
Step 1: Engage – Build Partnerships and Engage the Community  
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Step 2: Scan – Perform Environmental Scans 
 

Use this worksheet as you consider how to identify factors affecting the external environment 
to determine the actions necessary for potential PSE change. 

Assuming you have identified a broad health issue you want to address, how will you 
determine the appropriate actions for PSE change?  Consider the following: 

• What is the ultimate purpose of the PSE change? 
• What is your “ask”? – Identify an area of interest 
• What level of PSE change is necessary (local, state, federal or institutional)? 
• Is the environment conducive to the PSE change? – Consider public opinion and 

identify community champions 
 
What factors should you think through when conducting an environmental scan as you plan 
your PSE change effort? Consider the following: 

• Who is already attempting PSE change efforts? 
o Identify additional partners as well as supporting or opposing stakeholders 

you could bring to the table 
• What is the current political context? What is the nature of the relationship between 

community stakeholders? – Look for grey literature (non-commercial or academic 
literature) such as reports, white papers, government documents or any non-academic 
publications 

• What is the current economic context? 
o What economic impact (positive or negative) could the PSE change effort have 

on community stakeholders?  
o What programs are being funded and who is funding them? – Look at funding 

announcements 
• What is the current social context? – Think about social determinants of health, such as 

housing, education and income, and how demographic factors may play a role in the 
health issue 

• What is the current legal context? – Look at trends related to proposed and passed 
legislation to understand potential windows of opportunity and challenges associated 
with the legislative process 

• What opportunities and threats are posed by the above gaps, trends and factors in 
the environment? – Summarize the challenges identified in your scan 
 

Notes: 
 
 

 

 

 

 

Action for PSE Change WORKSHEET 
Step 2: Scan – Perform Environmental Scans  
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Step 3: Assess – Identify Priority Areas 
Use this worksheet as you consider how to assess existing data that will help you determine 
which specific aspect of the broader health issue can be addressed through PSE change. 

 
What issue(s) are important and why?  

• Is this issue more relevant for any particular subpopulation in your community, tribe, 
territory or state? 

 
 
What data do you need to support your position on the issue(s)? Consider the following: 

• Where can you obtain data to support your position? 
• Are there data that can be used in opposition to your position? 
• What kind of data can you obtain (qualitative, quantitative, peer-reviewed journals, 

trusted primary sources, etc.)? —  Ensure that the data are evidence-based, objective, 
reliable and valid 

• Are data/evidence available regarding the potential costs and benefits of the PSE 
change? 

• Are the data compelling? Can you tell a story to make your case? 
 
 
What are your SMART (specific, measurable, attainable, relevant and time-bound) goals and 
objectives for your PSE change initiative?  Consider the following:  

• What is the rationale for each of the goals and objectives? 
• What is your timeline for accomplishing these goals and objectives? Why? 
• What would happen if the issue(s) is/are not addressed? 
• What are the milestones along the way to reach the goals and objectives? 
• What would success look like? – This sets you up for Step 7: Evaluate 
• What happens if you achieve success? 

 
Notes: 
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Step 4: Review – Assess Feasibility of Interventions 

Use this worksheet as you consider project feasibility – it will help you develop a strategy for 
turning your ideas, goals and objectives into action. 
 
Are your goals and objectives feasible in the current economic and political environment?  
Consider the following: 

• What authorizing environment(s)/setting(s) must you work within? 
• Who are the gatekeepers and decision makers in this environment/setting? 
• Do key stakeholders hold assumptions or biases that need to be addressed or 

mitigated? How might you do this? 
• Has someone already taken a stand on the issue(s)? If so, what happened? 

o How might this impact your PSE change efforts? 
 

What is your group’s capacity to implement this PSE change? Consider the following: 

• What resources exist to promote and implement your PSE change? 
• Are there well-resourced opponents who might attempt to counter your promotion 

and implementation efforts? 
• What resources do you still need to accomplish your goals and objectives? 

o Will your activities cost money? If so, where will that money come from? 
• What are the barriers to implementing the PSE change? Can they be overcome? 
• Now that your PSE change activities are better defined, are there additional partners 

who might have resources or be able to help the group overcome unforeseen or 
anticipated barriers? 

o How can you bring them to the table? 
• Do the original goals and objectives need to be redefined based on this information? 

 
 
 
Notes: 
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Step 5: Promote – Promote Awareness, Communicate and Educate 
Use this worksheet as you consider how to communicate and frame the need for a specific PSE 
change. 
 
How can your message be best framed for each of your stakeholder audiences?  Consider 
the following: 

• What do you want your intended audience to do?  
• What do they get out of your intended PSE change? – You’re trying to generate buy-in 
• What are your intended audience’s strengths and how can those be incorporated into 

your messaging? – Help them feel empowered to work toward the PSE change 
• How can you use the information and data obtained in the previous steps to 

determine what stakeholders need/want to hear and understand? 
• What cultural and/or community norms can be incorporated to strengthen the 

message and make it more relevant for each audience? – Do not make assumptions. 
Work with gatekeepers to inform your messaging 

• Have you checked with community members to get their feedback on the messaging? 
o How will you incorporate their feedback? 

 

How will you communicate with your stakeholders? Consider the following: 

• How can you best communicate your message so the intended audience understands 
it? – Consider language proficiency and health literacy 

• How can you use the information and data obtained in the previous steps to 
determine how best to reach your stakeholders? 

• Which media platform(s) are best suited to promoting the message for each 
audience? 

 

How will you get your promotion effort off the ground?  Consider the following:  

• Will you need specific resources in order to communicate your message? – Decide 
whether you need financial, in-kind, consultation (advice from experts) and/or access 
(to people, organizations and systems) 

o How will you obtain the resources? 
• Do you have partners with communication experience to help lead these efforts? 
• Do any partners have large and influential networks to disseminate the information? 
• What obstacles may you need to overcome in order to communicate your message? 

 
Notes: 
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Step 6: Implement – Take Action 
Use this worksheet as you consider how to carry out your PSE change activities. 

 

Have you done due diligence to prepare to implement your goals and objectives?  Consider 
the following: 

• Have you developed a detailed PSE agenda and action plan detailing all that needs to 
take place to meet your objectives? 

• Has enough awareness-raising taken place among stakeholders about the issue and 
the need for PSE change? 

• Are stakeholders committed and engaged? –  If yes, this will help ensure success 
• Are partners committed to maximizing what they can bring to the project? 
• Have sufficient resources been established to ensure successful implementation and 

sustainability of the PSE change effort? 
 

As you prepare to carry out your planned activities, what is your overall vision for success? 
Consider the following: 

• What are some potential short-term successes and what do they mean for the overall 
PSE change process? 

• What are some potential long-term successes and what do they mean for the overall 
PSE change process? 

• How will you determine if additional resources are necessary to sustain change? 
• How will you continuously engage stakeholders and keep momentum going? 
• How will you adapt to a changing environment? 
• What would it look like if your efforts were not successful?  

 
 
Notes: 
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Step 7: Evaluate – Measure Your Success 
Use this worksheet as you plan to measure the impact of your PSE change activities or as you 
reflect on the effort once it concludes. 
 
What are the outcomes of the PSE change?  Consider the following: 

• What difference did the PSE change make in the short-term? 
• What type of intermediate changes occurred? 
• What was the long-term difference/impact of the PSE change? 
• How will you measure/document the impact of the PSE change? 
• What were the reactions of stakeholders? 

o Were you able to meaningfully address concerns or challenges? If not, why? 
• Were there barriers to implementing the PSE change? If so, what were the lessons 

learned? 
 

What will your next steps be following the PSE change? Consider the following: 

• How will you communicate to stakeholders the outcomes and impact of the PSE 
change effort? 

• What contingency plans are in place if you are not completely successful? 
• How will you adjust your goals and objectives if you are not successful? 
• What will your new goals and objectives be if you are successful? 

 
 
Notes: 
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POLICY, SYSTEMS, AND ENVIRONMENTAL CHANGE 
RESOURCE GUIDE 





 

PURPOSE OF THE GUIDE 
The Policy, Systems and Environmental Change (PSE) Resource Guide is the result of several years of 
collaboration between the Comprehensive Cancer Control National Partners and select CCC Program 
PSE demonstration projects. While working together, additional resources were identified to support 
various phases of the PSE process. The purpose of the Resource Guide is to provide models and tools to 
assist you with planning and implementing your PSE agenda.  

ABOUT THE COMPREHENSIVE CANCER CONTROL 
NATIONAL PARTNERSHIP 
The Comprehensive Cancer Control (CCC) National Partnership is an influential group of organizations 
that use their strengths within the cancer community to change the course of the cancer burden in the 
U.S. Sixteen leading cancer organizations have joined together to facilitate and maintain CCC coalitions. 
These coalitions develop and sustain implementation of CCC plans at the state, tribe, territory, U.S. 
Pacific Island Jurisdiction, and local levels. CCC coalitions are change agents and have a strong affect on 
important cancer challenges facing the U.S. today. 

If you would like more information, please visit the CCC National Partnership website at 
http://cccnationalpartners.org/. 
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GUIDE OVERVIEW  
Welcome to this health resource guide, which has been put together to give you an overview of the policy, systems, and environmental 
change approach for creating healthier communities. It’s known as the PSE approach for short. Take a look at the topics below to find out 
what you’ll learn about in this guide: 
 
 

Sustaining 
Momentum 

 How can PSE 
initiatives 
sustained? 

 
 How can we 

keep our 
team 
engaged? 

Developing a 
Policy Agenda 

 What do we 
mean by policy 
change? 
 

 What are the  
key steps in 
creating a policy 
agenda? 

Reaching Out 
to Stakeholders 

 Who has a 
stake in the 
issue? 
 

 How do we 
strategically 
engage 
stakeholders? 
 

 How do we 
manage 
opponents? 

Understanding 
PSE Change 

 What is PSE 
change? 

 
 What are the 

advantages of 
this approach? 

Implementing a 
PSE Framework  

 What are the  
key resources, 
activities, and 
outcomes of the 
PSE approach? 
 

 What elements 
are necessary to 
implement the 
PSE model? 
 

 How are 
communities 
incorporating 
PSE change into 
their health 
programs? 

Creating 
Strategic 

Alliances and 
Facilitating 

Change 

 What are some 
ways to bring 
about desired 
changes in 
community 
infrastructure  
or policy? 

 
 What is direct 

action 
organizing? 

 
 What is 

community 
engagement? 

Organizing a 
PSE Task Force 

 How do we 
organize a PSE 
task force? 
 

 What are the 
roles and 
responsibilities 
of the task 
force? 
 

 How do we 
build the 
capacity of our 
task force? 

 

Using a PSE Approach Building 
Strategic Capacity 

Wielding 
Tactical Expertise 
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Understanding PSE Change 

Section I Section I  
Section I 
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According to the Institute of Medicine of the National 
Academies (IOM), “It is unreasonable to expect that 
people will change their behavior easily when so 
many forces in the social, cultural, and physical 
environment conspire against such change.”  
(IOM, 2003) 

 

INTRODUCTION 
Let’s start by giving you a little background information. In the past, public health interventions  
promoted changes to the behavior of individuals. The idea behind this was that if people know what is 
healthy, they will make healthier lifestyle choices. Critics of this approach think that focusing on lifestyle 
interventions puts too much emphasis on individual behavior without  looking at the impact of social 
influences on health. 

We’ve since learned that healthy living is about 
more than just personal choices, and that a 
variety of factors influence health behaviors. 

For example, if a person chooses not to smoke, 
it doesn’t automatically mean  their health will 
be good; indoor environments must also be 
smoke-free to eliminate exposure to cigarette 
smoke. Clearly then, health is about more 
than “individual-level” factors. 

With this in mind, a new socio-ecological model 
of population health proposes that “systems-
level” factors affect individual and community 
health. What this means is that interpersonal 
dynamics as well as organizational, community, 
and public policies are very important in 
determining the behaviors of individuals and their 
exposures to risk (IOM, 2002). 

The National Expert Panel on Community Health Promotion was convened by the Centers for Disease 
Control and Prevention (CDC) in 2007. Based on the findings of the 2003 IOM Report, the panel 
recommended a renewed emphasis on interventions that address the social, family, and community 
networks. This means living and working conditions, as well as broad social, economic, cultural, health, 
and environmental conditions (Liburd and Sniezek, 2007). 

This marked the beginning of the Policy, Systems, and Environmental (PSE) change approach. 
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Successful PSE strategies are evidence-based, multi-
sector community collaborations that create 

changes to make healthier lifestyle choices an easy 
and feasible option for every member 

of the community. 

 

WHAT IS PSE CHANGE? 
Now that you know how the PSE change approach started, let’s take a closer look at what it is. Your 
experience has probably already shown you how systematic intervention can produce long-term and 
sustainable improvements in population health. This can be achieved by new public policies, 
organizational practice changes, and improvements in the psycho-social and built environments. PSE 
change supports the improved health and well-being of individuals and families through a 
comprehensive and practical approach. This means that it’s effective in organizations, schools, and 
health-care systems. What’s more, PSE change can be used as a way to leverage community, legislative, 
and organizational action to bring about positive change in our physical environment. 

To some extent, PSE change relies on changes 
to individual behavior. It also creates an 
environment that encourages specific individual 
behaviors to achieve healthy outcomes. 

Let’s look at some examples of what PSE change 
does. To start with, it can encourage individuals 
to select healthier foods and increase access to 
health screening. Within bike- and walk-friendly 
communities, it can also support access to 
physical activity. 

Along with encouraging healthy choices, PSE 
change can discourage unhealthy ones by 
restricting public smoking and promoting low-
sugar or unsweetened snacks in vending 
machines in schools and workplaces. 
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To achieve faster change and create healthier communities, an IOM committee (IOM, 2005) 
recommended that we:  

• Empower communities and neighborhoods. 
• Change the environment. 
• Forge strategic partnerships. 
• Educate stakeholders. 
• Identify leaders and build on cultural assets. 
• Collect and share local data. 
• Evaluate programs and interventions. 
• Transfer successful interventions to other 

communities.  

By adjusting an individual’s environment, PSE change can lead to modifications in their behavior that are 
permanent and beneficial. 

Setting Traditional Approach PSE Approach 

School Teach a unit on healthy 
nutrition. 

Provide fruits and vegetables on the lunch menu. 

Workplace Offer health screenings once a 
year. 

Provide access to a gym on site, and offer free 
fitness classes for employees. 

Community Organize annual races or walks 
to raise awareness of diseases. 

Increase the community’s access to green space 
and public transport; create walking and biking 
paths.  

 

 

Engagement in these activities is 
crucial to the success of any PSE 
change program. Addressing the root 
causes of chronic diseases and related 
risk factors fosters sustainable change 
and reduces the burden of chronic 
disease. 
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Community engagement is a powerful partnership 
vehicle for facilitating behavioral changes. 

 

WHAT ARE THE BENEFITS OF THIS APPROACH?  
There are many advantages of a PSE approach to health interventions. Unlike behavioral change 
programs, which target individual change, a PSE approach has an impact on population health. It’s a 
long-term approach that’s designed to make a sustained improvement in community health.  

A PSE approach that builds on the cultural and social assets of the community has a greater chance of 
success, and because of this, community engagement is essential. In turn, engagement empowers 
communities to take part in the process and advocate for their own health. It also fosters strategic 
public-private partnerships to improve the health of the community. 

Community engagement, or community mobilization, is defined as working collaboratively with and 
through groups of people that are united in some way. It might be by geographic proximity, special 
interests, or similar situations to address issues that affect the well-being of that group of people.  

During the last two decades, researchers have 
determined that community involvement affects 
not only the incidence of illness, but long-term 
health improvements as well. Systematic 
changes that occur at multiple levels in a 
community support more consistent long-term 
health improvements. The disease prevention 
and health promotion communities now use 
community engagement practices as a key tool for 
program planning (Association of Ontario Health 
Centres, 2006; Morgan & Lifshay, 2006). 

Community engagement also helps to identify 
community leaders who can offer a hand in 
overcoming cultural and social barriers to successful 
PSE implementation. This is important in making it 
possible for communities to create or adapt successful interventions to meet their own needs. Public 
health interventions usually involve large-scale changes that address the needs and the preferences of 
large, and often diverse, groups of people. At the same time, political or media pressures and other 
factors can dilute how effective these actions are. This may lead to inefficient or ineffective programs, 
loss of valuable resources, and compromised health impacts. PSE is evidence-based, public health 
decision making. It combines scientifically supported interventions with what the community prefers to 
improve the health of the population. Community engagement in the assessment and decision-making 
phases is a major ingredient of this approach. The program planning framework is based on health 
behavior theory, and interventions come from peer-reviewed evidence. The success of any PSE 
approach hinges on evaluating and sharing these findings with the stakeholders for continued program 
improvement and support.
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Implementing a PSE Framework 
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WHAT ARE THE KEY RESOURCES, ACTIVITIES, AND OUTCOMES 
OF THE PSE APPROACH? 
Before you learn about the practical aspects of putting a PSE approach into action, let’s briefly cover 
some theory. The diagram below shows a conceptual framework that was developed by the CDC after a 
thorough environmental scan. It covers PSE interventions to reduce the cancer burden. This theoretical 
and evidence-based model is based on one developed earlier by the CDC’s Office of Smoking and Health 
(OSH) along with peer-reviewed literature on coalition and policy development. 

 

Figure 1. Centers for Disease Control and Prevention 

The model emphasizes the role of partnerships in Comprehensive Cancer Control programs to achieve 
PSE change strategies. These are based on cancer-plan goals, with a specific focus on cancers with the 
highest burden. The model also identifies key elements that operate within the political, social, 
historical, geographic, and programmatic context of national comprehensive cancer control programs.  

These include: 
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• Resources to put chosen PSE activities into action. One example is funding to recruit and retain staff 
with expertise in PSE.  Other examples of resources are technical assistance, guidance, and trainings 
provided by CDC and national partners. 

• Capacity to develop infrastructure for PSE interventions. 
• Capacity to carry out strategies for PSE change. 
• Capacity to measure and evaluate PSE change-related outputs and outcomes. 

The PSE model focuses on supporting and strengthening the program capacity through strategic 
alliances. Effective PSE coordination includes members from organizations that are in a strategic 
position to put cancer control activities into practice. Representation from diverse population 
subgroups, non-health organizations, and other chronic disease programs are built in as well. A PSE 
committee or task force can educate and inform key stakeholders about the impact of evidence-based 
policy, environmental approaches, and community-clinical linkages. They can also help to develop and 
implement an effective media plan.  All of these activities are essential to the success of any PSE change 
program.  

WHAT IS NECESSARY TO IMPLEMENT THE PSE MODEL? 
To  implement the PSE model, you’ll need to:  

Build partners Successful partnerships are critical to the success of any PSE change 
program. 

Perform environmental 
scans 

Programs may use environmental scans to identify priority health issues 
and related activities. 

Address priority areas Programs may assess and review options for addressing priority areas. 

Assess feasibility of 
interventions 

Programs may use feasibility studies to assess interventions, keeping in 
mind the political, programmatic, and social landscape. 

Promote awareness It is important to promote and support PSE approaches. 

Engage community Community engagement and community buy-in help to identify 
champions of program initiatives. 

Communicate/educate Media can be an effective way to communicate with stakeholders and 
educate them about issues related to policy. 

Measure your success Programs should have an established plan to measure the difference that 
PSE change has made in the community. 
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How are communities incorporating PSE change into their health programs? 
After recognizing the benefits of PSE change strategies, communities across the country are 
implementing a wide range of health-related policy changes. These include changes affecting physical 
activity, nutrition, tobacco use, and cancer screening. Let’s look at some examples: 

EX
AM

PL
E 

O
N

E 

Several school districts are addressing the rising obesity crisis among their student population. 
To do this, many are improving the nutritional quality of their school lunches through the Farm 
to School program. This type of program directs nutrition services departments to increase the 
purchase of fresh and locally grown produce to use in school lunches (policy change). The 
nutrition services, local farmers, and health stakeholders then work together to incorporate this 
locally grown produce into school lunches (systems change). Access to healthy menu options 
helps students learn about healthy eating, and as a result, improves their eating habits 
(environmental change). 

EX
AM

PL
E 

TW
O

 As the agricultural capital of the world, the Fresno, California metropolitan area is home to 
numerous farmers markets, but this was not always the case. Until recently, the community had 
no access to local produce. A closer look revealed that Fresno’s municipal zoning laws didn’t 
allow for farmers markets in the city. Changing the zoning laws (policy change) meant that the 
community could develop farmers markets because the city provided mechanisms for their 
formation (system change). The creation of farmers markets increased access to healthy foods 
for the local community (environmental change). 

EX
AM

PL
E 

TH
RE

E 

A PSE strategy doesn’t have to start with a policy change. Community organizations can play 
a role in changing behaviors, conversations, and expectations about healthy living conditions. 
They can also build community support through partnerships, and advocate for policy change. 
PedNet, a community advocacy group in Columbia, Missouri, did just that. Through programs 
such as walk-to-school days, cycling education, walking school bus, and social marketing 
campaigns, they created an environment that gained the public’s support for proposed walking 
and biking trails to schools. The result: Columbia has the strongest Safe Routes to School 
program in the country. 

Source: ChangeLab    

CLICK HERE TO LEARN MORE ABOUT IMPLEMENTING A PSE FRAMEWORK  
BY VIEWING A MINI-RECORDED WEBINAR 
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Section III 

Organizing a PSE Task Force 

 
Section III 
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Identify and recruit individuals who have skills and 
experience relevant to, as well as an 

interest in, implementing PSE 
change strategy. 

 

HOW IS A PSE TASK FORCE ORGANIZED? 
A CCC coalition can assist in creating a new PSE task force or expanding an existing policy committee, 
and can help to combine existing policy efforts with PSE change strategies. An effective task force 
includes a core group of knowledgeable and committed people. 

When recruiting a new task force or additional members for an existing policy committee, it’s important 
that you find and recruit people who have skills and experience relevant to implementing a PSE change 
strategy. What’s equally important is that new recruits should have an interest in putting PSE change 
strategy into action. Also consider recruiting task force members who currently work on related issues 

or work with the target population (e.g., media, 
event planning, and policy development). It’s 
important to inform all members of the amount 
of time they need to commit to serve on the 
task force. 

Create working groups within the task force to 
focus on specific areas of the change strategy. 
The chairs of individual working groups need to 
report back to the task force to give updates on 
the progress of their group. 

Ideally, each working group will have four or five 
members and will focus on a specific area, such as 

policy, communications, evaluation, or community 
engagement. 

Working groups also allow the task force to recruit 
more members, build capacity in PSE implementation, 

and rotate members in different roles within the task 
force. 

 

This is critical to sustaining motivation and interest among members for the long-term sustainability 
of the task force. 
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Characteristics of a PSE Task Force 
The task force will play a crucial role in all aspects of implementing the PSE activities. It’s important to 
carefully consider the makeup and responsibilities of the task force. Characteristics of a successful task 
force that you should be aware of include: 

Strong 
leadership 

Establish strong leaders early in the development process to provide guidance and 
coordinate activities of the task force members. 

Diverse 
membership 

Recruit the right mix of people from the right organizations. They’ll be invested in 
the policy issues being pursued and able to lend their expertise in policy, media, 
and evaluation so that the PSE strategy of the task force can be implemented. 

Clear objectives 
and expectations 

Early in the process, establish clear objectives and expectations to help avoid 
misunderstandings about roles and responsibilities.  

Committed 
membership 

Recruit individuals who are able and willing to join the task force. Most members 
are volunteers, so it’s important to recognize their service and dedication.  

Positive 
environment 

Create a positive environment that fosters collaboration, promotes continuous 
improvement, and encourages input from the team. This is important for the long-
term sustainability of the task force and its goals. 

Appropriate 
stakeholders 

Identify, recruit, and engage stakeholders whose policy agendas align with those of 
the coalition and task force. It’s important to find common ground among all 
stakeholders to be able to accomplish both short- and long-term goals. 

Sustainable 
 task force 

Develop a plan early on to sustain the task force and its priorities. Allow room for 
flexibility to be able to adapt to changing circumstances.  

Champions Identify champions who will promote and support the implementation of the 
policies pertaining to task force priorities. 

Adaptability Strategically adapt to political and environmental change. 

Diverse portfolio Create a diversified resource portfolio to deal with unforeseen changes and to 
provide opportunities to engage multiple stakeholders.   

Collaboration Enhance and strengthen relationships among coalition members and establish 
relationships with external partners with similar PSE goals. 
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Composition of a PSE Task Force 
The core of the ideal PSE task force will include a person from a Comprehensive Cancer Control (CCC) 
program. This person acts as a leader, a coordinator, a policy analyst, a communications specialist, and 
an evaluator. Once the primary task force is formed and has drafted its policy agenda, the task force can 
identify partners to help it carry out the policy agenda.  

 
 

Next you’ll identify and recruit key people from those organizations. Ideally, a task force will have a chair 
or co-chairs, community opinion leaders, key stakeholders, and policy makers. Each stakeholder group 
should appoint one to two members to the task 
force. Select your members based on their 
knowledge, skills, goals, and work styles. If you can 
get a mix of experienced members as well as 
younger, less experienced ones this will provide 
balance and makes sure different viewpoints aired. 
This is important to a high-functioning task force.  

Having the right people at the table is vital to any 
successful PSE strategy and implementation plan. 

Members with diverse areas of expertise 
and different levels of experience will 
benefit the task force. Diversity, combined 
with a commitment to PSE change, is the 
foundation for a productive task force. 
Engage organizations that work directly 
with the community, as well as community 
leaders.  
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Task force members need to know they are headed in 
the right direction. To accomplish this, keep members 
informed of all task force activities 
at all times. 

 

WHAT ARE THE ROLES AND RESPONSIBILITIES 
OF THE PSE TASK FORCE? 

If you want to put together a successful task force, each member has to understand their own 
responsibilities and how they relate to the overall goals. The most effective task force leaders know their 
members’ skills, expertise, and availability before assigning responsibilities. If you give people tasks that 
match their skills, it ensures they stay interested in the task force objectives. Members are most 
effective when given tangible assignments. 

Successful leaders keep task force members 
informed of activities. Regular interaction and 
communication helps to maintain the 
momentum once activities are underway. The 
result is a more effective task force that uses 
team working to overcome any barriers 
that come up.  

The best leaders ask for regular feedback 
from members about how the task force 
is working. Implementing the 
recommendations of members lets them 
know that they’re valued within the team. 
Thank-you notes or public recognition at 
special events can also achieve this and will 
go a long way towards improving overall 
morale. 

Members of CCC coalitions can help support 
implementation of PSE strategies, and provide 
subject matter expertise in policy, media, and evaluation related to the strategies. 

  19 | P a g e  
 



 

To get the right people into the right positions, make sure your task force includes primary members 
that fulfill the following roles:

Comprehensive Cancer Control Program 
Director (or designee)  

This member knows and understands 
comprehensive cancer control, the state 
coalition’s work, and the National CCC Program. 

Community Organizer(s) 

This role requires someone with a thorough 
knowledge of community engagement who will 
be the messenger between the PSE task force 
and the community. 

Communications Specialist 

The specialist keeps members and stakeholders 
up-to-date on group activities as well as 
creating and distributing media releases about 
the group’s activities to print and broadcast 
outlets. 

They also organize events to increase 
awareness or knowledge of PSE activities 
among stakeholders and the public. Besides 
this, they respond to incoming information 
requests from media outlets, control 
information output, and promote cooperative 
relationships between task force members, 
stakeholders, lawmakers, and the public. 

Health Systems Administrator 

The health systems administrator helps the task 
force understand the workings of medical care 
organizations, health-care regulations, and 
emerging trends in health-care innovation and 
delivery. 

Meeting Facilitator 

This person takes notes at meetings and has to 
be acceptable to all task force members. They 
have no decision-making authority, but help the 
group identify and solve problems as well as 
make decisions. The facilitator also contributes 
structure and process to interactions and 
enables the task force to function effectively 
and make high-quality decisions. 

Policy Analyst 

This member can perform a policy scan and 
knows how to frame policy issues. They know 
how to develop a policy systems and 
environmental change agenda and build 
partnerships and consensus among a group of 
stakeholders. 

Representative from the Comprehensive 
Cancer Control Coalition 

This member understands the goals, objectives 
and activities of the coalition. In addition, the 
CCC coalition member knows the importance of 
involving and collaborating with broad sectors 
of the community. 

Representatives from state agencies and 
programs, community-based 
organizations, and other state or local 
coalitions 

Representatives may be individuals from faith-
based and underserved communities who work 
on issues relevant to the task force’s PSE 
implementation strategy. Issues could include 
tobacco control, nutrition and physical activity, 
and cancer survivorship.
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HOW IS TASK FORCE CAPACITY BUILT? 
To build capacity, you can start with task group discussions about progress, new opportunities, partner 
strengths, and the resources needed. CCC National Partners with PSE expertise can offer extra help to 
the task force in assessing capacity building needs. Task force members might want to work with the 
National Partners to plan a technical assistance workshop to address gaps in resources and pinpoint new 
opportunities. This will also help to build a relationship with National Partner experts who can continue 
to provide guidance. Building relationships with PSE task force members from states that have 
implemented or plan to implement PSE strategies could be helpful as well.  

 

  

 

 

 

CLICK HERE AND LEARN MORE ABOUT ORGANIZING A PSE TASK FORCE  
BY VIEWING A MINI-RECORDED WEBINAR 
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Developing a Policy Agenda 

 
Section IV 
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Don’t lose sight of the smaller  
                 policy changes that you 

                                      can bring about. 

 

WHAT IS MEANT BY POLICY CHANGE? 
Before a committee or task force develops a policy agenda, it needs to understand what policy change 
means in the context of policy, systems, and environmental change.  

Generally, a policy is a guideline or principle that reflects decisions by government or a 
nongovernmental organization. 

These written statements can be:  
• Resolutions; 
• Standards; 
• Zoning laws;  
• Contracts or agreements;  
• State, federal or local laws;  
• Local ordinances;  
• Company policies;  
• School policies, etc.  

These policies significantly affect the people in the community or organization. Effective policies 
must be supported by appropriate enforcement mechanisms.   

In the context of PSE change, a policy change 
is a plan that addresses local, regional, or 
state issues important to the Comprehensive 
Cancer Control (CCC) programs and its 
partners. 

For example, a change in a school policy that 
increases the nutritional content of lunches 
served in the cafeteria will have a positive 
impact on the health of many students.  

Bringing about statewide policy changes can 
be a longer-term activity, and putting these 

policies into action can take time. With this in 
mind, it is important to keep focused on policy 
changes that you can achieve in the short term 

and the combined impact of those small 
changes on the “ultimate” goal.

  23 | P a g e  
 



 

WHAT ARE THE KEY STEPS IN CREATING 
A POLICY AGENDA?  
Policy development includes identifying problems and bringing them to the attention of leaders. The 
next stage is framing the problems before  formulating a policy. Together, these steps determine 
whether a problem or policy proposal is acted on.  

 

Before a task force can implement a policy agenda, it must figure out which PSE issues to follow up. 
Besides this, it has to identify the issues that groups are already working on at the state or local level, 
who the partners are, and which issues have gained momentum. The task force also needs to identify 
initiatives that haven’t been successful by checking what other states have done and learning from 
those experiences. By carrying out a community assessment, you can learn more about local and 
regional problems and sponsored initiatives. For example, shared use is an initiative of the American 
Heart Association. What this means is that many resources, including technical support, are already in 
place for PSE task forces to access. 

A task force looks for solutions to the problems you’ve identified. In the initial steps of this process you 
need to: 

Conduct a Policy Scan 
PSE change is evidence-based, and gathering and reviewing cancer surveillance data is an important first 
step. For example, knowledge of the state’s cancer burden data is essential in helping to develop 
targeted cancer interventions. You can do this by working with state CCC  leadership teams and local 
coalitions to identify communities that will be good places to gather local data.  In turn, the data can be 
used to inform your PSE strategy and make a compelling case for your policy agenda. 
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Understand and Define the Problem 
First, conduct a statewide environmental PSE scan. This scan 
will give you a broad understanding of ongoing initiatives and 
proposed or implemented state or local policies. It’s also 
helpful for you to find out about initiatives that haven’t 
worked in the past and some of the barriers that have come 
up as well as contextual issues related to proposed PSE 
policies or approaches. Efforts undertaken in other 
states are also very informative. 

Know the Political Landscape 
It is important to develop a policy agenda based on 
defined needs and capabilities, rather than on what is 
politically feasible at the time. A policy agenda that shifts with 
changes in the political climate can be confusing, so it’s critical 
that you understand your political landscape. If you need help, 
contact the American Cancer Society Cancer Action Network and 
other National Partners. They can give information on current national and state policy issues before 
you start to develop your PSE change strategy. Recognize that even if the political landscape is not 
suitable for bringing about a big policy change, meaning legislation, you can still achieve powerful and 
effective systems and create environmental changes that support your PSE strategy. 

Identify the Issues 
Stakeholders’ interests may help identify important issues. Stakeholders may take different sides of an 
issue like the laws on tobacco control for example. Some stakeholders might want to control the use of 
tobacco products, while others look for policies that help smokers to access lower-risk products like e-
cigarettes. In other cases, stakeholders may take the same position on an issue, but for different 
reasons.  

Frame the Issue – Systems Approaches 
The way a problem is stated or an issue is framed influences the types of solutions put forward. Framing 
is how a problem is presented; it includes the use of particular messages and images that capture 
people’s attention, helping them to understand an issue. Issue framing can help stakeholders convince 
policy makers to recognize the issue as a problem, include it on their agenda for debate, and determine 
appropriate policy responses. Issue framing often sets the terms for policy debate. “The eventual fate of 
a policy proposal is also a function of how it is formulated in the first place—how it defines the problems 
to be attacked and what it offers in the way of policy solutions.” (Porter, 1995) 
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Assess Readiness  
Assess the timing and timeliness of activities. These are important considerations and can often be 
overlooked. Determine whether there are efforts that already have momentum. If so, are the issues well 
covered? Do you want to participate in these activities or work on other issues? Determine the collation 
members who are ready to embrace the issue and are ready to partner to take action, and the potential 
impact on the population. Will activities impact populations with the greatest cancer burdens? 

 

CLICK HERE TO LEARN MORE ABOUT DEVELOPING A POLICY AGENDA  
BY VIEWING A MINI-RECORDED WEBINAR 
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Reaching Out to Stakeholders 

 
Section V 
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WHO HAS A STAKE IN THIS ISSUE? 
Engaging a diverse group of stakeholders can help broaden the debate about solutions and policy 
actions. Depending on the policy change being considered, potential stakeholders could include 
members of: 

• External cancer 
organizations 

• Organizations protecting 
children’s health 

• State or local lawmakers 
• Parents 
• Media 

• Cancer survivors and their 
families 

• Research entities 
• Contract lobbyists 
• Neighborhood community 

groups/associations 
• School districts 

• Parent-teacher associations 
• Local chambers of 

commerce 
• CCC program staff 
• PSE staff 
• Key CCC partners

 

Before you invite potential stakeholders, prioritize their influence on key issues such as legislation, 
finance, community engagement, and others. Ask them to help identify relevant policy issues and ideas 
for getting those policies in place to support your PSE intervention.  

HOW ARE STAKEHOLDERS ENGAGED STRATEGICALLY? 
Determine how best to engage your stakeholders, keeping in mind your resources. Engaging with them 
based on their power and influence may be the best use of time and human resources. Identify a small 
group of key internal and external stakeholders. Look for individuals who: 

• Care about finding the best solution 
• Can do what you can’t—educate, advocate, and lobby 
• Have close relationships with key decision makers 
• Have expertise on the evidence needed to support the solution you’re looking for 
• Have valuable relationships with the media 
• Have expertise on opposing arguments 

There are a lot of ways to analyze stakeholder involvement. In this guide, we’ll focus on two approaches. 
The first compares stakeholder power and influence versus their interests. When using this approach, it 
is important to include people who support the issues as well as those who don’t. The second approach 
compares the attractiveness of a policy, plan, or proposal against the capacity of the stakeholders to put 
the effort in. This approach is used to analyze potential partner organizations—those who are essentially 
aligned with the issues. Let’s take a look at the two options for stakeholder analysis next. 
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High 
Power 

Low 
Power 

Low 
Interest 

High 
Interest 

 
MANAGE 
CLOSELY 

CONSULT 
AND 

MONITOR 

ENGAGE 
AND 

MONITOR 

KEEP 
INFORMED 

AND 
MONITOR 

High 
Attractiveness 

 

Low 
Attractiveness 

Low 
Capacity 

High 
Capacity 

PURSUE 
POLICY, 

PLAN, OR 
PROPOSAL 

RESEARCH 
AND 

MONITOR 

 
KEEP ON 

FILE 

CONSIDER 
BUILDING 
CAPACITY 

Stakeholder Power versus Stakeholder Interest 

High Power - High Interest 
• Assess key allies or opponents. 
• Engage and consult allies regularly. 
• Closely monitor and manage opponents. 

High Power - Low Interest  
• Assess allies and opponents. 
• Consider strategies to further engage allies. 
• Monitor opponents. 

Low Power - High Interest 
• Assess allies and opponents.  
• Consult allies around interest areas. 

Low Power - Low Interest 
• Consider keeping allies informed. 

Stakeholder Capability versus Attractiveness 
of a Policy, Plan, or Proposal 

High Attractiveness - High Capacity 
• Pursue these worthwhile policies, plans,  

or proposals. 

High Attractiveness - Low Capacity 
• Consider time and resources needed for  

capacity building.  

Low Attractiveness - High Capacity 
• Assess why attractiveness is low. 
• Consider reframing the issue. 
• Consider other ways to engage stakeholders. 

Low Attractiveness - Low Capacity 
• Consider keeping these on file. 

Adapted from Bryson, Freeman and Roering, 1986 

 

Adapted from Eden and Ackerman, 1988 
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Your knowledge of the opposition  
is your power. 

 

HOW ARE OPPONENTS MANAGED? 
In community work, expect opposition and be prepared for it. Even if everyone agrees on the goals, they 
may have different opinions on how to achieve them. Familiarity with your opposition and their 
strategies will help identify the best ways for your team to respond to them.  

What are some useful tactics? 
Some general tactics to deal with opposition are:1 

• Understand your opposition’s strategy. 
Knowing your opposition’s beliefs, 
background, and position will put you in a 
stronger position to respond to and 
deal with them. An opposition you 
understand will be easier to deal with 
than one you don’t. Your knowledge of 
the opposition is your power. 

• Turn negatives into positives. Making a 
bad situation work for you can put you in 
a very powerful position. As the saying 
goes, “When you get lemons, make 
lemonade.” 

• Set the agenda. Make sure you establish 
or influence the agenda, which in turn 
will give you an opportunity to express 
your views. Don’t let the opposition be the only ones to talk about their strengths.  

• Publicly state your opposition’s agenda. Not only will it make your team aware of the opposition’s 
agenda, but you may also win the sympathy and respect of your stakeholders. This is especially true 
if your opponent is more influential than you are.  
 

1 This list adapted from Community Tool Box: Section 2. How to Respond to Opposition Tactics. 
 http://ctb.ku.edu/en/table-of-contents/advocacy/respond-to-counterattacks/respond-to-opposition/main  
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What are some useful tactics? 
• Be careful about how you present your opposition to the public. Some information that you might 

want to consider making public includes:  

– What your opponent has said or done 
– Why it’s untrue and/or unfair 
– What’s true and/or fair 
– How the truth affects you and your opponent 

• Ask for a third-party facilitator. Facilitators make it easy for opposing parties to reach their goals by 
refocusing their thinking in terms of interests rather than positions. Facilitators also provide process 
leadership and expertise to resolve differences and conflicts. In a nutshell, a facilitator can help you 
reach a compromise in less time. 

• Learn from the past. If an organization or individual has a history of responding in a certain way, it’s 
likely that they’ll respond the same way in the future. Knowing the history and preferred tactics can 
help you anticipate and prepare for any likely turn of events.  

• Be willing to compromise. Agree to disagree. Compromise is a common solution to resolving 
disagreements in negotiation and mediation processes. Using compromise to settle a conflict or 
dispute requires the parties to be aware that the outcome might be less than they had originally 
hoped for. Yet, if the focus is on what’s achieved, rather than on what’s given up, it’s more likely 
that the parties will accept and leave feeling satisfied.  
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Section VI 

Creating Strategic Alliances and Facilitating PSE Change 

 
Section VI 
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Creating basic changes in infrastructure, systems 
and policies empowers members of the 

community by allowing them to take the 
initiative in improving their 

 quality of life. 

 

WHAT ARE SOME WAYS TO BRING ABOUT DESIRED CHANGES  
IN COMMUNITY INFRASTRUCTURE OR POLICY?  
Let’s look now at some of the ways that the PSE Task Force can have an impact on the infrastructure and 
policies in their community. These are:  
• Direct Service: Individuals can perform direct service to the community on their own time or in the 

work they do.  
• Education: The task force can build community awareness of a policy or program through outreach 

or other education efforts. Education includes research, analysis, and spreading information. For 
example, the task force could: a) educate the community about an available cancer screening 
program, or b) analyze the performance of a particular cancer screening program and share that 
information with a policy maker in the community. 

• Self-Help: The task force can encourage and empower community members to take advantage of 
existing programs, such as cancer screening programs. 

• Advocacy: Through advocacy, individuals and organizations can propose policy change and influence 
policy makers.  

• Direct Action: The task force can use a combination of stakeholder engagement and advocacy in 
relation to specific policies.  

WHAT IS DIRECT ACTION ORGANIZING?  
Direct action organizing is a process for engaging 
with policy makers to benefit the community. 

Creating basic changes in infrastructure, 
systems, and policies empowers members of  
the community by allowing them to take the 
initiative in improving their quality of life. It 
establishes and strengthens direct lines of 
communication between policy makers and their 
communities, informing decision makers of the 
needs of the community.  

It also establishes community members as a tremendous 
resource for those who create policy to benefit the 

community. 
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After working with many organizations involved in direct action work, campaigns, and policy change 
efforts, the Chicago-based Midwest Academy has developed a useful direct action organizing strategy 
chart for organizing and implementing a policy campaign.  

This tool gives stakeholders a road map to develop a strategy for planning and organizing their PSE 
change efforts. It helps the task force to map out exactly what they want and what they are going to do. 
What’s more, it allows them to do it in a way that lets them to build power and influence.  

The strategy chart that follows on the next page is best completed over a period of time or over a series 
of meetings. For example, a task force might start with the goals and some of the organizational and 
coalition considerations. Then they might revisit them later and discuss constituents, allies, opponents 
and targets. It’s important to take time and put in some thought when completing the strategy chart.  

It’s very important to involve key partners—the people who are knowledgeable not only about the 
issue, but also about the community and the target population. It’s always good to engage more people 
in the process; perhaps not everyone would be intimately involved in the development of the strategy 
chart, but they could be a great benefit during its review and approval.  
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MIDWEST ACADEMY STRATEGY CHART 
Organizing and Implementing a Policy Campaign 

After choosing your issue, fill in this chart as a guide to developing strategy. Be specific. List all the possibilities. 

GOALS ORGANIZATIONAL CONSIDERATIONS CONSTITUENTS, ALLIES & OPPONENTS TARGETS TACTICS 

1 List the long-term 
objectives of your 
campaign. 

1 List the resources that your 
organization brings to the campaign. 
Include money, number of staff, 
facilities, reputation, canvass, etc. 
 
What is the budget, including in-kind 
contributions, for this campaign? 

1 Who cares about this issue enough to 
join in or help the organization? 
• Whose problem is it? 
• What do they gain if they win? 
• What risks are they taking? 
• What power do they have over the 

target? 
• Into what groups are they organized? 

1 Primary Targets 
A target is always a person; it 
is never an institution or 
elected body. 
• Who has the power to give 

you what you want? 
• What power do you have 

over them? 

1 For each target, list the tactics that 
each constituent group can best use to 
make its power felt. 

Tactics must be: 

• In context 
• Flexible and creative 
• Directed at a specific target 
• Understandable to the membership 
• Backed up by a specific form of 

power 

Tactics include: 

• Media events 
• Actions for information and 

demands 
• Public hearings 
• Strikes 
• Voter registration and voter 

education 
• Lawsuits 
• Accountability sessions 
• Elections 
• Negotiations 

2 State the intermediate 
goals for this issue 
campaign. What 
constitutes victory? 
How will the campaign: 
• Win concrete 

improvements in 
people’s lives? 

• Give people a sense 
of their own power? 

• Alter the relations of 
power? 

2 List the specific ways in which you 
want your organization to be 
strengthened by this campaign.  
Fill in numbers for each: 
• Expand leadership group 
• Increase experience of existing 

leadership 
• Build membership base 
• Expand into new constituencies 
• Raise more money 

2 Who are your opponents? 
• What will your victory cost them? 
• What will they do/spend to oppose 

you? 
• How strong are they? 
• How are they organized? 

2 Secondary Targets 
• Who has power over the 

people with the power to 
give you what you want? 

• What power do you have 
over them? 

3 What short-term or 
partial victories can you 
win as steps toward 
your long-term goal? 

3 List internal problems that have to be 
considered if the campaign is to 
succeed. 

© Midwest Academy 
28 E. Jackson Blvd. #605, Chicago, IL 60604 
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What’s important to think about when identifying goals?  
The first task for the group is to determine their goals. Coming up with realistic goals and a realistic 
timeline for achieving them is vital for the success of the campaign. 

Begin by establishing short-term, mid-term, and long-term goals. At the start of a campaign it is 
important to set achievable, short-term goals. Achieving short-term goals produces early “wins” that 
give the motivation and enthusiasm needed to keep people committed and drive long-term projects 
forward. Don't forget to also identify long-term goals; they represent the sustained improvement to 
health and quality of life that lies at the heart of the task force’s efforts. 

What’s meant by organizational considerations?  
This step involves matching available resources to the needs of the task force. Consider short-term and 
mid-term goals and the desired outcomes. Do you want to have a bigger task force? Do you want to 
engage individuals or organizations that are key influencers of your targets? Maybe identifying some 
new partners is important. Increasing community involvement and support for a given issue may be an 
important goal for your task force, and you might want to find some new allies to support the effort.  

Organizational considerations can help identify task force resources such as people, money, and 
information. At this stage, the task force can determine exactly what’s needed, establish a path to meet 
those needs, and discuss potential barriers.  

What’s important to keep in mind about allies and opponents?  
The people who will be affected by policy change or a campaign issue may support you, but they may be 
unaware of your efforts. Champions are not clearly highlighted on the chart, but they are an important 
consideration. These are the people who have power and are key influencers with decision makers. It’s 
important to identify these people and continue to engage them. They’ll carry the torch for the task 
force and be vocal and dedicated advocates on that particular issue.  

Consider who might be opposed to the campaign. These are the people who will counter your campaign 
efforts every step of the way. It is important to remember that as hard the task force is working to get a 
particular policy changed or implemented, the opposition is working just as hard to prevent that from 
happening. Consider the power and resources they have at every step of the process. 

An environmental scan can be used to identify potential allies and opponents. 
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What’s important to know about primary targets?  
You should remember that targets are always individuals, not institutions. The task force can use specific 
tactics to engage targeted individuals, which will affect the entire organization if successful.  

Targets are the people who can make decisions and vote yes or no. Consider who at the task force table 
may have a relationship with these key individuals. Also consider secondary targets—perhaps a staff 
person or a family member. You can engage a number of people (secondary targets) to influence that 
primary target.  

What are some examples of tactics used in a successful campaign?  
It is important that you understand the difference between a strategy and a tactic. A tactic is an action you 
will take; a strategy is a blueprint for what will have to be done over the course of the entire campaign. 

  

Be flexible and creative when thinking about tactics. In some instances, a rally or a demonstration could 
be enough to influence a decision maker. Often one-on-one meetings are needed. Other tactics are 
working with media outlets to carry a story, writing letters to the editor, conducting press conferences, 
spearheading a petition drive, phone banking, opinion polling, asking for a formal meeting, or making a 
request under the Freedom of Information Act. 

When thinking about tactics, consider the specific target. Don’t do something merely for the sake of 
doing it. Consider whether the tactics make sense to the members of the task force and whether they 
have the buy-in of task force members. One member of the task force may want to engage in specific 
tactics, while others may not. If this is the case, one organization can engage in the activity under that 
organization’s name, but not in the name of the task force. It is important to distinguish clearly between 
activities that reflect the task force’s priorities and related activities undertaken by an individual 
member organization. 
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Community engagement is a powerful vehicle for 
bringing about environmental and behavioral changes 
that will improve the health of the community  
and its members. 

 

Some other things to consider 
You’ll have to think about the financial resources needed to carry out the campaign. Your budget might 
include funds and in-kind contributions and support. Identify task force partners and others who are 
able to provide this support. Also consider who’s going to be responsible for putting your tactical plan 
into practice and set a timetable for achieving these steps.  

Once the draft strategy chart is completed, it’s important to engage the leadership and key members 
within the CCC coalition. Present the information and ask for their feedback and support. Have an in-
depth discussion about the chart’s organization to make sure that it reflects the concerns of the 
coalition members. 

Revisit the strategy chart frequently to modify it, and make adjustments as necessary. Strategy charts 
are dynamic, active documents that reflect the changing strategic landscape. A number of things could 
change along the way, and the strategy chart should be updated to reflect that.  

WHAT IS COMMUNITY ENGAGEMENT? 
As you’ve learned already, whatever strategic approaches the task force chooses, community 
engagement is an essential part of it. Engagement is going to help create long-term change and make 
healthy options available, accessible, and 
convenient for all residents.  

The CDC Agency for Toxic Substances and 
Disease Registry Committee for Community 
Engagement has defined community 
engagement as: The process of working 
together with and through groups of people 
connected by geographic proximity, special 
interest, or similar situations to address issues 
affecting the well-being of those people. These 
partnerships help mobilize resources, influence 
leaders, and serve as catalysts for changing 
policies, programs, and practices. They are “a 
powerful vehicle for bringing about 
environmental and behavioral changes that will 
improve the health of the community and its 
members” (Centers for Disease Control and 
Prevention Public Health Practice Program 
Office, 1997). 
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Keep these points in mind when working with the community: 
• Make the purpose clear  
• Know the community 
• Build relationships within the community 
• Accept self-determination of the 

community 
• Foster partnerships within the community 

• Recognize and respect community diversity 
• Identify and mobilize community assets 
• Engage organizational and individual 

change agents 
• Strengthen long-term commitment of 

partners 

(Centers for Disease Control and Prevention Public Health Practice Program Office, 1997)  

Before starting a community engagement effort you should: 

ST
RA

TE
G

Y 

Be clear about the purposes or goals of the engagement effort and the populations and 
communities you want to engage. Although you should certainly do so, communicating why 
community participation is necessary for PSE implementation won’t always be enough to 
guarantee involvement. If this is the case, it’s important to understand the barriers to 
engagement and have plans to overcome them. Make sure you have the resources and 
expertise to engage effectively with the community. 

RE
SE

AR
CH

 

Learn as much as possible about the community before reaching out to them. Familiarize 
yourself with the community’s economic conditions, political structures, norms and values, 
demographic trends, history, and experience with engagement efforts. Learn about the 
community’s perceptions of those setting up engagement activities. This will help you to map 
community assets, develop a picture of how business is done, and identify the individuals and 
groups whose support you need. The information may also provide clues about who must be 
approached and involved in the initial stages of engagement. Determine how your efforts to 
engage or mobilize the community around new issues may affect any preexisting efforts. 

PL
AN

 Design and put into action engagement activities that address community diversity. This is 
important to the success of any PSE implementation strategy. 

For engagement to happen, it’s necessary that you:  
• Go into the community, make relationships with formal and informal leaders, build trust, and look 

for commitment from community organizations and leaders to create processes for mobilizing the 
community.  

• Maintain the utmost ethical conduct when engaging with communities. Once trust is lost, it’s very 
difficult to overcome and may obstruct future engagement. If engagement in a PSE effort has any 
risks, the community must be informed of them so that they can make informed decisions regarding 
their involvement 
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Build trust and seek commitment from community 
organizations and leaders to create processes for 
mobilizing the community. 

 

• Use County Health Rankings & Roadmaps as a call to action to engage the community. The report is 
a compilation of health outcomes and health factors that reflects the overall health of every county 
in every state in the country. Engagement will occur if people in the community identify with the 
issues being addressed, consider them important, and feel they have influence and can make 
contributions. The report can be used to: 

– Engage the community in conversations about health needs. 
– Raise awareness in the community about the various factors that influence health. 
– Act as a pointer to suggest areas where more in-depth analysis might be helpful. 
– Come up with a more detailed community health assessment (when combined with 

additional data). 
– Inform policy makers about the many factors that affect a community's health. 
– Help set up strategic planning efforts where none previously existed. 
– Promote and revitalize existing community health improvement efforts. 
– Provide justification in securing grant funding to conduct community health improvement 

efforts. 
– Help to address health disparities. 
– Provide validation to the community of needed policy, systems, and environmental changes. 
– Facilitate celebrating a community’s successes. 

(South Dakota Department of Health, 2012) 

Participation will also be easier if people 
encounter few barriers to participation, find 
that the benefits of participating outweigh the 
costs (e.g., time, energy, and dollars), 
and believe the participation process 
and related organizational climate are 
open and supportive. Building trust and 
engagement requires long-term 
commitment, so it is important to be 
patient (Centers for Disease Control and 
Prevention Public Health Practice 
Program Office, 1997). 
 

CLICK HERE TO LEARN MORE ABOUT DIRECT ACTION ORGANIZING 
BY VIEWING A MINI-RECORDED WEBINAR 
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Sustaining Momentum 

 
Section VII 
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HOW CAN PSE INITIATIVES BE SUSTAINED? 
The PSE task force needs to decide how long the initiatives you’ve implemented will be kept going. The 
decision will vary from initiative to initiative. Some questions you can ask to help make this decision are: 

• How long will it take the task force to achieve its goals? Will it take a year? Twenty years?  
• Will the task force have an ongoing mission, or end after a specific goal is achieved?   
• Is there sufficient community support to maintain the task force’s initiative?     

If you determine that the task force is a long-term organization, develop a sustainability plan. A 
sustainability plan can help your group get support from stakeholders, define policy strategies, and 
create a plan to make the best use of resources and organize information, including activities, evaluation 
findings, and budgets. 

Your efforts to engage partners and promote needed policy strategies will help ensure sustainability. 
The process of creating a sustainability plan requires task force members to define their work and their 
level of commitment. Developing and implementing a sustainability plan takes significant time and 
resources, but it is worthwhile to do the planning at the outset rather than creating it at the end.  

Right from the start, ask your team to decide on answers to these questions:2 

• What aspects of the PSE effort need to be sustained to achieve long-term community health? 
• Are the goals subject to change? 
• What resources are needed to support the sustainability of the effort? 
• What are the sources of funding, now and in the future? 
• What are the potential obstacles to sustainability? 
• What community support is there for the effort? 
 

Some core elements of successful sustainability planning include: 3 

• Buy-in and support from key decision makers and community members 
• Sufficient leadership, funding, and channels of communication 
• Procedures to monitor policy implementation through enforcement and compliance 
• Flexibility to input quality improvement measures as needed 

2 List adapted from CDC’s Healthy Communities Program, Sustainability Planning Guide, page 9 
http://www.cdc.gov/nccdphp/dch/programs/healthycommunitiesprogram/pdf/sustainability_guide.pdf 
 
3 List adapted from the CDC’s Healthy Communities Program, Sustainability Planning Guide, page 10 
http://www.cdc.gov/nccdphp/dch/programs/healthycommunitiesprogram/pdf/sustainability_guide.pdf 
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Communication is one of the key strategies in keeping 
your team members engaged. 

 

HOW IS TEAM ENGAGEMENT MAINTAINED? 
What motivates individuals to support your efforts? Everyone is motivated in different ways, and it’s 
usually presumed that money is a key motivator. But research shows that this is not the case. Many 
people would list respect, a sense of accomplishment, and recognition as the most motivational factors. 
With these in mind, here are some ways to keep your team engaged:4 

Involve your team members  
in the decision-making process 
They often have great ideas that can make a 
significant difference. When they are 
involved, they resist less and buy-in faster. 
The end result is that changes can be 
implemented more quickly and easily.   

Communicate 
Keep everyone informed. Team members 
want regular updates on the progress  
of the organization and their personal 
performance. Conduct regular face-to-face 
meetings, email, and conference calls to 
keep your team up to date. 

Celebrate individual and task force 
performance 
This can include giving individual people awards or highlighting achievements in regular newsletters or 
other stakeholder correspondence. Small gestures such as token gifts to each team member can also 
promote good team morale.  

Set challenging goals 
Set smart, measurable, achievable, realistic, and time-bound—SMART—goals, and give your team the 
opportunity to perform. People hold themselves to high standards and like to achieve what is expected 
of them. 

4 List adapted from SUSTAIN Factsheets. How to Keep a Team Motivated.  
http://solihull-sustain.org.uk/uploads/How-to-motivate-a-team.pdf 

  43 | P a g e  
 

                                                           

http://solihull-sustain.org.uk/uploads/How-to-motivate-a-team.pdf


 

A motivated and enthusiastic leader usually leads a 
motivated and enthusiastic team. 

 

Give people the tools to succeed 
Motivation quickly goes down if team members lack the tools they need to complete required tasks. 
Listen to your team members about what they believe is needed to carry out their role. After this, give 
them reasonable and effective tools so that they can succeed. 

Provide regular feedback 
Feedback is important so that task force members know what they are doing well and what to change if 
there are issues. Although some leaders are reluctant to provide feedback, it is necessary for the team 
to thrive. Ignoring issues can lead to a decline in morale and may interfere with the task force’s overall 
goals. Create a system through which leaders can regularly provide feedback to all team members. This 
will make sure that everyone’s on the right track. Team members will respond accordingly and actually 
be more comfortable because they always know where they stand.  

Lead by example 
As a leader, you set the tone for task force 
members to treat each other with respect and 
dignity. A motivated and enthusiastic leader 
usually leads a motivated and enthusiastic 
team. 

As a leader, expect your team to look to you 
for direction and guidance. 
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BEST PRACTICES 

Cancer Control P.L.A.N.E.T. 
Web-based resources on cancer data, current research findings, evidence-based programs, and 
potential partners 

http://cancercontrolplanet.cancer.gov/ 

Commission on Cancer 
Library of best practices, resources, and standards, including previously asked questions and 
answers about the standards and guidance on meeting the standards 

https://www.socialtext.net/cancer_standards/coc_best_practices_repository 

Healthy People 2020 Structured Evidence Queries 
One-click search queries for information related to the Healthy People 2020 objectives 

http://phpartners.org/hp2020/index.html 

National Cancer Institute’s Research Tested Intervention Programs (RTIPs) 
A searchable online database of cancer control interventions and program materials 

http://rtips.cancer.gov/rtips/index.do  

The Guide to Community Preventive Services 
A review of the effectiveness and feasibility of various programs and interventions to improve 
health and prevent disease 

http://thecommunityguide.org/index.html 

The National Association of County & City Health Officials  
Model Practice Database 

A searchable online database of innovative public health programs and practices 

http://www.naccho.org/topics/modelpractices/database/ 
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GENERAL TOOLS, TOOLKITS, AND TOOLBOXES 

Cancer Data and Evaluation 

 
Cancer Facts & Figures This annual report provides the most current information about 

cancer, including the projected numbers of new cancer cases and 
deaths for the publication year. 

American Cancer Society 

http://www.cancer.org/research/cancerfactsstatistics/allcancerfac
tsfigures/index 

 
Colorectal Cancer  

Facts & Figures 
This biennial publication provides information about colorectal 
cancer, including statistics on cancer occurrence, as well as 
information about risk factors, prevention, early detection, and 
treatment. 

American Cancer Society 

http://www.cancer.org/acs/groups/content/documents/document
/acspc-042280.pdf 

 
Evaluation Toolkit This toolkit explains how to evaluate activities intended to increase 

awareness and use of colorectal cancer screening. 

National Colorectal Cancer Roundtable  
http://nccrt.org/about/public-education/evaluation-toolkit/ 

Webinars: 
Evaluation 101 Part I: 
https://www.youtube.com/watch?v=BphQT3xE4Yw&index=2&list=
PLzbBB85oLWGEohJyUba2NeBTLPA1w5f1O    

Evaluation 101 Part II: 
https://www.youtube.com/watch?v=-
IsbcNf8tXA&index=2&list=PLzbBB85oLWGEohJyUba2NeBTLPA1w5f
1O  

Evaluation 101 Part III: 
https://www.youtube.com/watch?v=SwBm1wKS2RY&list=PLzbBB8
5oLWGEohJyUba2NeBTLPA1w5f1O&index=1 
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Surveillance, 

Epidemiology, and  
End Results (SEER) 

This cancer database provides information on cancer incidence and 
survival in the United States. 

National Cancer Institute 

http://www.cancer.gov/statistics/tools 

Planning 

 
Cancer Plan  

Self-assessment Tool 
This tool helps CCC programs evaluate their state cancer plans. 

Centers for Disease Control and Prevention 

http://www.cdc.gov/cancer/ncccp/CancerSelfAssessTool.htm  

 
The Community Toolbox This toolbox offers tips and tools for building healthier 

communities and bringing about social change. 

University of Kansas 

http://ctb.ku.edu/en 

 
Local Comprehensive 
Cancer Control (CCC) 

Toolkit 

This toolkit provides resources, tools, and tips to build successful 
and sustainable coalitions that are organized to implement CCC 
strategies. 

National Association of County and City Health Officials 

http://www.lhdcancer.org/ 

 
PSE Resource Library This collection of resources includes reference materials for 

evaluation, media and policy planning. 

Comprehensive Cancer Control National Partnership 

https://www.dropbox.com/sh/r7jk9ddyj1s99jr/AABwWAkrbPYm4h
pFrH5-NlvFa?n=71102144   
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Partnerships 

 
Circle Of LifeSM 

Program 
The program provides cancer education and resources to help 
health educators work with American Indian and Alaska Native 
communities. 

American Cancer Society 

http://www.cancer.org/circleoflife/app/index 

 
Engaging Businesses in  
Comprehensive Cancer 

Control Coalitions 
Toolkit 

The toolkit includes processes and tools for identifying and tapping 
into the business community. 

C-Change 

http://c-
changetogether.org/Websites/cchange/images/CCC%20Toolkit%20
Page/Toolkit_Final_for_Website.pdf 

 
Steps for Increasing 

Colorectal Cancer 
Screening Rates:  

A Manual for Community 
Health Centers 

The manual provides step-by-step instructions to help community 
health centers implement processes that will reduce clinician 
workload and increase colorectal cancer screening. 

National Colorectal Cancer Roundtable  

http://nccrt.org/about/provider-education/manual-for-
community-health-centers-2/  

Policy 

 
Public Policy Resources 

 

The American Cancer Society Cancer Action Network web page 
includes public policy documents relevant to the organization’s 
core mission and work. 

American Cancer Society Cancer Action Network 

http://www.acscan.org/policy-resources/ 

 
ACS CAN Action Center 

 

This American Cancer Society Cancer Action Network page 
highlights a variety of federal action alerts. 

American Cancer Society Cancer Action Network 

http://www.acscan.org/takeaction 
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TOPIC-SPECIFIC TOOLS, TOOLKITS, AND TOOLBOXES 

Breast Cancer 

 
Breast Cancer Education 

Toolkit 
The kit supports educators in providing breast health education to 
Hispanic/Latino communities. 

Susan G. Komen 

http://komentoolkits.org/ 

Colorectal Cancer 

 
Developing and Running 

a Primary Care Practice 
Facilitation Program:  

A How-To Guide 

This guide focuses on advanced collaboration and practice 
facilitation. 

Agency for Healthcare Research and Quality (AHRQ) 

http://pcmh.ahrq.gov/sites/default/files/attachments/Developing_
and_Running_a_Primary_Care_Practice_Facilitation_Program.pdf 

 
FluFOBT Program This program assists medical practices in increasing colorectal 

cancer screening rates among their patients. 

American Cancer Society 

http://www.cancer.org/research/cancerfactsstatistics/allcancerfact
sfigures/index 

 
fluFIT The site includes information about offering colorectal cancer 

screening during annual influenza vaccination campaigns. 

Department of Family and Community Medicine 

http://www.flufit.org/index.html  

 
Increasing Quality 
Colorectal Cancer 

Screening: An Action 
Guide for Working with 

Health Systems 

The guide helps Colorectal Cancer Control Program (CRCCP) 
grantees work with health systems to increase high-quality CRC 
screening at the population level. 

Centers for Disease Control and Prevention 

http://www.cdph.ca.gov/programs/Documents/CRC%20Health%20
Systems%20Action%20Guide.pdf 
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How to Increase 

Colorectal Cancer 
Screening Rates in 

Practice: A Primary Care 
Clinician’s Evidence-

Based Toolbox and 
Guide 

The guide outlines practical ways for practices to get eligible 
patients the colorectal cancer screenings they need.  

National Colorectal Cancer Roundtable 

http://nccrt.org/about/provider-education/crc-clinician-guide/ 

Webinar: 
https://acs200.webex.com/acs200/ldr.php?RCID=d2a3414ce454fc1
538e2ffc5c352ff89     

 
Steps for Increasing 

Colorectal Cancer 
Screening Rates:  

A Manual for 
Community Health 

Centers 

This manual provides step-by-step instructions to help community 
health centers implement processes that will reduce physician 
workload and increase colorectal cancer screening.   

http://nccrt.org/about/provider-education/manual-for-community-
health-centers-2/  

Webinar: 
http://www.youtube.com/watch?v=hCnxuIS_wpQ&feature=youtu.
be   

 
Rural Messaging 

Campaign Kit 
This kit provides a variety of tools focused on messaging for rural 
communities to leverage in increasing public awareness about 
colorectal cancer. 

National Colorectal Cancer Roundtable 

http://nccrt.org/about/public-education/rural-messaging-
campaign-kit/ 
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WORKSHEETS

Elements Necessary to Implement the PSE Model 
Build partners 
Which partners are critical 
to a success? 

 

 

 

 

 

Perform environmental 
scans 
Do we need to conduct an 
environmental scan to 
identify priority health 
issues and related activities, 
or does this information 
exist? 

 

 

 

 

 

 

 

Address priority areas 
Based on our research, what 
are the priority areas to 
address? 

 

 

 

 

 

Assess feasibility of 
interventions 
What feasibility studies will 
help us assess interventions 
in terms of the political, 
programmatic, and social 
landscape? 

 

 

 

 

 

 

 

Promote awareness 
What resources do we have 
to promote and support PSE 
approaches? 
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Elements Necessary to Implement the PSE Model 
Engage community 
How will we engage the 
community to help us 
identify champions of 
program initiatives? 

 

 

 

 

 

 

Communicate/educate 
How will we use earned 
media to communicate with 
stakeholders and educate 
them about issues related 
to policy? 

 

 

 

 

 

 

Measure your success 
What resources do we have 
to measure and evaluate 
the difference that PSE 
change has made in the 
community? 
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PSE Task Force 
Strong leadership 
Who can help provide 
guidance and coordinate 
activities of the task force 
members? 

 

 

 

 

 

Diverse membership 
Who is invested in the policy 
issues being pursued? Who 
can lend their expertise in 
policy, media, and 
evaluation? 

 

 

 

 

 

 

Clear objectives and 
expectations 
What are the main roles and 
responsibilities of task force 
members? 

 

 

 

 

 

Committed membership 
Who is able and willing to 
join the task force?  How will 
we recognize their service 
and dedication? 

 

 

 

 

 

Positive environment 
How will we create a positive 
environment that fosters 
collaboration, promotes 
continuous improvement, 
and encourages input from 
the team? 

 

 

 

 

 

 

Appropriate stakeholders 
Whose policy agendas align 
with those of the task force? 
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PSE Task Force 
Sustainable task force 
What resources are needed 
to sustain the task force and 
its priorities? 

 

 

 

 

 

Champions 
Who will promote and 
support the implementation 
of the policies pertaining to 
task force priorities? 

 

 

 

 

 

Adaptability 
What resources are available 
to help us be aware of 
political and environmental 
changes? 

 

 

 

 

 

Diverse portfolio 
Who might help us deal with 
unforeseen changes?  Who 
else might help us with 
important resources? 

 

 

 

 

 

Collaboration 
Do we have strong 
relationships with the state 
and national cancer 
coalitions? How can we 
complement what they are 
doing? 
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Policy Agenda Steps - What are the key next steps? Who will complete them and by when? 
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Stakeholder Power vs. Stakeholder Interest 
High Power/High Interest 
STAKEHOLDERS TO MANAGE CLOSELY 

 High Power/Low Interest 
STAKEHOLDERS TO ENGAGE & MONITOR 

   

   

   

   

     

Low Power/High Interest 
STAKEHOLDERS TO CONSULT & MONITOR  

 Low Power/Low Interest 
STAKEHOLDERS TO KEEP INFORMED & MONITOR 

   

   

   

    

 

Stakeholder Capability vs. Attractiveness of a Policy, Plan, or Proposal 
High Attractiveness/High Capacity 
POLICY, PLAN OR PROPOSAL TO PURSUE 

 High Attractiveness/Low Capacity 
CONSIDER BUILDING STAKEHOLDER CAPACITY 

   

   

   

   

     

Low Attractiveness/High Capacity 
POLICY, PLAN OR PROPOSAL TO  
RESEARCH & MONITOR 

 Low Attractiveness/Low Capacity 
POLICY, PLAN OR PROPOSAL TO KEEP ON FILE 
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Organizing and Implementing a Policy Campaign 
GOALS 

1 List the long-term objectives of 
your campaign. 

 

 

 

2 State the intermediate goals 
for this issue campaign. How 
will the campaign: 
• Win concrete improvements 

in people’s lives? 
• Give people a sense of their 

own power? 
• Alter the relations of power? 

 

 

 

 

 

 

3 What short-term or partial 
victories can you win as steps 
toward your long-term goal? 

 

 

 

ORGANIZATIONAL CONSIDERATIONS 

1 List the resources that your 
organization brings to the 
campaign. Include money, 
number of staff, facilities, 
reputation, canvass, etc. 
What is the budget, including 
in-kind contributions, for this 
campaign? 

 

 

 

 

 

 

2 List the specific ways in which 
you want your organization to 
be strengthened by this 
campaign.  
Fill in numbers for each: 
• Expand leadership group 
• Increase experience of 

existing leadership 
• Build membership base 
• Expand into new 

constituencies 
• Raise more money 

 

 

 

 

 

 

 

 

3 List internal problems that 
have to be considered if the 
campaign is to succeed. 
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Organizing and Implementing a Policy Campaign 

CONSTITUENTS, ALLIES & OPPONENTS 

1 Who cares about this issue 
enough to join in or help the 
organization? 
• Whose problem is it? 
• What do they gain if they 

win? 
• What risks are they taking? 
• What power do they have 

over the target? 
• Into what groups are they 

organized? 

 

 

 

 

 

 

 

 

 

2 Who are your opponents? 
• What will your victory cost 

them? 
• What will they do/spend to 

oppose you? 
• How strong are they? 
• How are they organized? 

 

 

 

 

 

 

 

TARGETS 

1 Primary Targets 
A target is always a person; it is 
never an institution or elected 
body. 
• Who has the power to give 

you what you want? 
• What power do you have 

over them? 

 

 

 

 

 

 

 

2 Secondary Targets 
• Who has power over the 

people with the power to 
give you what you want? 

• What power do you have 
over them? 
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Organizing and Implementing a Policy Campaign 

TACTICS 

1 For each target, list the tactics 
that each constituent group 
can best use to make its power 
felt. 
Tactics must be: 
• In context 
• Flexible and creative 
• Directed at a specific target 
• Understandable to the 

membership 
• Backed up by a specific form 

of power 
Tactics include: 
• Media events 
• Actions for information and 

demands 
• Public hearings 
• Strikes 
• Voter registration and voter 

education 
• Lawsuits 
• Accountability sessions 
• Elections 
• Negotiations 
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