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A Tool for Assessing your Environment

and Creating an Initial Strategic Plan  

A - Advantages
refer to organizational or internal capacity

C - Challenges
T - Threats
refer to societal or external environment

O - Opportunities
N - Next steps
refers to initial plan of action

EXAMPLE OF ACT-ON ANALYSIS FOR TOBACCO CONTROL MOVEMENT IN US
ADVANTAGES (Internal movement strengths)

While there have been disappointments and conflicts within the tobacco control movement, as well as unimagined advances, this movement continues to enjoy potent strengths, as well as the benefit of valuable, if painful, lessons learned in the upheavals of the past several years.  These strengths – or advantages – include:

· Moral authority grounded on a strong scientific base;  

· A deep reservoir of dedicated human resources, among them a growing army of veteran advocates throughout the country; 

· A solid movement infrastructure of technical support and funding; 

· A growing diversity of advocates, both culturally and politically;

· Many mature, experienced state and local coalitions;

· New partnerships forged with public health and education organizations, trial lawyers, the faith community, elected policy makers, pharmaceutical companies, and even tobacco growers; and 

· Hundreds of advocates adept at media advocacy and a veteran press corps with whom they have developed working relationships of trust and confidence.

CHALLENGES (Internal movement weaknesses)

Many of our challenges are the mirror image of our advantages.  Perhaps the most formidable challenges deal with our relationships with each other.  As one veteran state advocate told us, “there is a challenge to improve collaboration and cooperation within the movement.  A need to find ways to throw bombs at the industry, not at each other.”  

Among the challenges we face are:

· The growth and bureaucratization of the movement, which has leeched some of the inspiration and energy that sprung from being citizen Davids challenging the industry Goliath;

· Dependence upon public and philanthropic funding, which constrains advocacy, coupled with an aversion to political engagement among too many tobacco control professionals, even in their role as private citizens; 

· The persistent narrowness of the tobacco control movement’s base, despite new outreach efforts, among minority communities, parents and educators, labor, faith communities, business and tobacco farmers;

· Flawed intra-movement strategic communications that leave many state and local advocates feeling “out of the loop” in strategic decision making, and sometimes lead to inflammatory misinformation;  

· A lack of sufficient resources for state and local coalitions to effectively address all tobacco control policy objectives, coupled with a reluctance to set priorities;

· The persistent gap between tobacco control funding and tobacco industry war chests;

· Serious internal divisions among tobacco control advocates over core values and goals, strategies, leadership roles, and issues of open communication and information exchange; and

· A residue of lingering resentments, valid or not, including perceived inequities in funding, perceived  self-promotion, perceived patronizing arrogance of some newcomers towards tobacco control veterans, perceived patronizing by some national leaders of state and local leaders, and perceived conflicts of interest.

THREATS (External threats to the movement)

The tobacco control movement’s success has itself engendered a new set of external threats.  Among them:

·  High profile media coverage of such challenges to the tobacco industry as the state attorneys general law suits and the multi-state settlement has left many Americans believing that the tobacco “problem” has now been dealt with;

· Years of exposing tobacco industry wrongdoing has left the public numbed to additional revelations, and there is even evidence of nascent sympathy for an industry   that appears to have been “punished enough;” 

· There are signs of disenchantment with tobacco control programs that do not result in immediate and dramatic declines in youth and adult tobacco consumption; 

· There is increasingly harsh commentary by journalists and others – not industry flacks –who raise concerns about the effectiveness, the fairness, the overreaching, and the political expediency of tobacco taxes and other tobacco control objectives; 

· Some citizens suspect that advocates for new, large tobacco control programs are more motivated by self-interest in potential new jobs than in the public health.

While tobacco control advocates initially heralded the state attorneys general lawsuits as opening a powerful new front against the tobacco industry, the multi-state settlement opened the door to several threats including:  

· Preemptive language and other tobacco industry subversion of state settlement enabling legislation and appropriations;

·  Straitjackets on tobacco control funding, such as limiting media initiatives to ineffective “just say no” campaign;

· Tobacco industry payments under the settlement, even when not applied to tobacco control programs, providing politicians an excuse for opposing any new tobacco excise tax increases. 

There is no “new” tobacco industry, but there are efforts underway to cultivate the appearance of a contrite and reformed industry that is now a responsible corporate citizen.  This “new” tobacco industry is armed with an arsenal of more subtle strategies designed to deflect public outrage and prevent implementation of programs that aggressively attack the tobacco industry and that promise effective tobacco use reduction.
Both the Congress and the state legislatures remain treacherous forums for tobacco control, as tobacco industry-backed legislators work hand in hand with tobacco’s bipartisan army of lobbyists to undermine in the shadows what they would not dare to do in the spotlight of media attention.

Meanwhile, that critical spotlight dims as broadcasters and publishers lose interest in the “old news” of tobacco fights, which are crowded out by new events and new public issue agendas.  

OPPORTUNITIES (External movement opportunities)

Despite the struggles and pitfalls delineated earlier, no set of opportunities holds greater potential than those presented by the November 1998 $206 billion multi-state tobacco settlement.  Throughout the country, state coalitions this year are seeking nearly $2 billion, or roughly 30% of the first year settlement payments. These funds can not only underwrite an effective tobacco control program in every state, they have already spurred renewed collaboration, organizing, and alliance building as tobacco control advocates join together to fight against their diversion to politicians’ competing pet causes.

In Washington, D.C., there may be a convergence of forces promoting the adoption by Congress of broad, strong FDA authority over tobacco products – although not without struggle and risk.  There is also untapped opportunity for riding the continuing momentum towards strong local clean indoor air ordinances and private workplace policies.

In addition, there are:

· Opportunities for exploiting the “treasure chest” of tobacco industry documents for media advocacy, renewing public outrage at the tobacco industry’s corrupt practices;

· Accelerating litigation opportunities to unearth more damaging industry documents, to force settlements that result in public health advances and to cause financial harm to the industry, precipitating  tobacco price increases which discourage use; and

· Opportunities for forming new partnerships and alliances with interest groups seeking a portion of the settlement funds.

Perhaps the most encouraging developments in 1998 occurred not in the United States but internationally.  These international opportunities include the ascension of the dynamic Dr. Gro Harlem Brundtland to Director General of the World Health Organization (WHO).  She has already set tobacco control as a top priority and recruited an exemplary tobacco control team.  WHO’s priority initiative – the adoption of a worldwide International Framework Convention for Tobacco Control that includes an international model for national tobacco control laws – can give impetus to U.S. domestic legislative efforts, as well as those in lesser developed countries.

NEXT STEPS

This analysis points the way to both short-term and long-term public policy initiatives and movement-building needs.

Short-term common ground policy initiatives:
As of January, 1999, and at least through the current legislative sessions, several priority campaigns command broad consensus:

· State-by-state campaigns to secure the appropriation of settlement-generated funding for comprehensive, politically unshackled tobacco control programs;

· Pursuit of federal legislation securing unfettered FDA authority to regulate the marketing and manufacture of tobacco products – and steadfast resistance to any “Trojan Horse” federal legislation which masks a weakening of FDA authority or unjustified concessions to the tobacco industry;

· Reinvigorated local clean indoor air initiatives, supported and sustained by the national organizations – and efforts to roll back preemption of strong local ordinances in those states where state preemption laws still prevail;

· Advocacy for greater and better-targeted investment in tobacco use prevention and control research by NCI, CDC, and the soon to be established national foundation, funded by the multi-state settlement; and

· Advocacy for the funding of cessation/treatment programs.

Short-term funding and technical support needs:

· Comprehensive technical assistance and unrestricted funding to support state-wide campaigns, especially to hire lobbyists specializing in state appropriations processes;

· National strategic media advocacy campaigns designed to rekindle and sustain appropriate outrage at tobacco industry corrupt practices; and

· State media advocacy campaigns, supporting tobacco control funding initiatives, tailored to the political culture and environment of each state. 

 Long-term movement building initiatives: 

This strategic analysis strongly indicates the need for additional long-term movement-building initiatives including:

· Unity-building strategies that encompass long-term strategic planning, priority setting and consensus building through participatory and collaborative decision-making;

· Broadening movement leadership; nurturing and developing leadership capacity;

· Rewarding political supporters and punishing political foes;

· Broadening policy objectives beyond a youth focus;

· Strengthening intra-movement communications;

· Developing the capacity to engage in “watch dog” advocacy as states and the federal government implement new tobacco control programs; and

· The integration of international and national tobacco control advocacy.
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