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PLANNING YOUR CAMPAIGN
WORKING BACKWARDS

The best way to plan an effective campaign is to work 
backwards! This means starting with the end goal 
you want to achieve, and then working backwards 

to decide what needs to happen to get you there. 
Remember to keep focusing on impact as you plan 
your campaign.

Impact
What do you want to achieve?

Outcomes
What needs to happen on the way?

Outputs
What will need to be the results of 

activities?

Activities
What activities should you do to 

achieve these results?

Imputs
What resources do you need 

(including people and money) to  
make these happen?
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Practice Managers 
If one of your objectives is to change a policy on 
appointments, Practice Managers would have some 
power to do this.

Pharmacists
If you want your local pharmacy to give patients 
copies of our 15 Healthcare Essentials with their 
prescription, pharmacists would be the people to 
contact.

NHS Commissioners
They are responsible for buying the services in a 
local area. If you want a service to be improved, 
saved or set up, they will be key targets.

Diabetes Lead or Hospital Chief 
Executive
To make sure that people with diabetes see a 
diabetes specialist during inpatient stays, you’d need 
talk to managers at your local hospital.

HOW DO I REACH MY TARGET?

WHO SHOULD THE 

CAMPAIGN TARGET?
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A target is the person, group or institution that has the 
power to decide whether or not to make the changes in 
policy or practice that are being sought by your campaign 
–the ones who can really make a difference. They can be 
both local and national: the Chief Executive of your local 
hospital, or the Secretary of State for Health. 

To make sure your campaign is aimed at the appropriate 
target, you need to identify the person who will say yes or 
no to your request.

For most local campaigning and influencing on 
diabetes issues, this will usually be the person who has 
responsibility for delivering the local services in your area. 

In some cases, you might be able to go directly to your 
target to raise your campaign issue. However, it can also 
be effective to work through others to get to them. There 
will be other people or groups who are able to influence the 
decision-maker – these are your influencers.

Influencers don’t have the power to make the changes 
the campaign is seeking to make, but they might agree 
to help you make your case, increasing the pressure on 
your target. Use them to persuade your target to make the 
change you want to see. 

INFLUENCERS COULD BE:

CAMPAIGN ACTIVITIES

What’s the most effective way to communicate 
with your target and influencers? They will all have 
different motivations and interests. You will be 
most likely to win them over if you consider what 
matters to them.

• MPs
•  Members of Scottish Parliament, Welsh Assembly   

Members or Members of Legislative Assembly 
(Northern Ireland) 

• Members of European Parliament
• Local celebrities/grandees
• Local employers/community leaders
• Mayor
• Local councillors
• Newspaper editors/news desks
• Individual journalists
• Local patient groups 

Your local politician is a good example of someone who 
probably will not have the power to make the change 
you are looking for themselves, but will have a lot of 
influence over NHS decision-makers. Local government 
organisations are taking on more responsibility for providing 
health services so you may also want to involve your local 
councilor or local authority in your campaign.

Now you’ve identified your target and your influencers, 
think about how you want to get your message across. 

Face to face meetings
Meeting people face to face is the most effective way of 
winning them over to your cause. 
•  Plan what you want to cover at the meeting in 

advance. What information do you want to tell people 
in the meeting? What would you like to find out?

•  Try to get commitment to action out of the meeting. 
What would you like them to do? What are you willing 
and able to do to support the work yourself?



3

•  Follow up after the meeting. Write a brief summary of 
what was discussed and what actions were agreed. 
Send this through to all attendees.

The module, Setting up meetings and making the most of 
them, explains more.

Letter writing
A letter gets your message across directly. Show how much 
support your cause has by encouraging lots of people to 
write to your target on the issue.
•  Keep your letter short and to the point. Make it clear 

what you are writing about in the first sentence. Include 
a short personal example, if relevant.

• Be clear about what you want your target to do.

•  Type your letter. If this isn’t possible, make sure your 
handwriting is easy to read.

•  If a group of people are writing letters, decide on the 
key points you all want to convey, but do not write the 
same letter. Include individual experiences in the letters. 
This shows the widespread concern on an issue.  

•  Include a brief with your letter. Your brief should outline 
what the problem is and explain exactly what changes 
you want to make

The Want More section on page 6 has more information 
on writing letters.

Presenting evidence
Written reports can be useful to show why the change 
you’re campaigning for needs to be made, and can be used 
as a hook for media coverage or arranging meetings. 

The best reports include data on the current situation, as 
well as personal stories that show the need for change. 
Look at the issue from all angles. This gives you the 
opportunity to show that you understand why people 
disagree with you, and to outline why yours is the best 
approach.

Report writing can be very time consuming so only take it 
on if you can see a clear benefit. Writing a report can be 
useful if facts are disputed.

Petitions
Be cautious before choosing to start a petition. They are 
simple to do, but asking people to write individual letters can 
often be more effective as they allow people to include a 
personal call to action.

Are you still thinking about impact? Which of 
these activities are most likely to move you closer 
to achieving your goal?

•  Have a simple leaflet to give out, setting out the main 
messages of your campaign. Suggest other ways they 
can support the campaign.

•  Start with something like “We urge the Government/
local health provider …”. Have columns for names, 
addresses and signatures.

•  Do not use the address as a mailing list without the 
permission of those signing. You could add a column  
for people to tick if they want to be kept up to date with 
the campaign.

•  If you are sending the petition out to people, put on the 
bottom of every petition form the date they should be 
returned by and the address to return them to.

Involving the media 
Media coverage is a great way of putting pressure on 
decision-makers. It can sometimes be possible to get a 
newspaper to campaign with you to ask for a change to 
be made. There is ‘Guide to involving the media in your 
campaigning and influencing.’. The first step will always be 
to review your local press and start thinking about how your 
campaign could fit in.

Publicity stunts
These can bring your campaign to the public’s attention 
and can be a good hook for media coverage, especially if 
they involve a good photo opportunity. If you decide to do a 
publicity stunt, make sure it is closely linked with the goals of 
the campaign so that it does not look like a gimmick.

WHEN PREPARING PETITIONS

WHEN ORGANISING  

A PUBLICITY STUNT:

•  be clear about the message you want to get across. Be 
creative, but keep it simple. Stick to one idea

•  make sure you have any relevant permissions, particularly 
if it’s happening on private property 

•  think through the event in advance. How will it work? 
What time must people arrive? Who is bringing the 
banner and how will this get there? What might go wrong 
and how will you deal with that? Who will talk to people 
who want to know what is going on?

Collecting signatures is a public activity, which raises the 
profile of your campaign and encourages people to support 
it. A lot of local support means you can generate publicity 
and some media attention when you hand your petition to 
decision-makers.



4

EXAMPLE CAMPAIGN: HOW 

TO SAVE A SERVICE

TEMPLATE ACTION PLANNER

•  Contact your local councillor or the person 
responsible for delivering the service and explain 
how you feel about the effect this closure will 
have on you. Make more of an impact by getting 
a group of you together first.

•  View the consultations on your council or health 
services website and respond to them. Ensure 
that the opinions of service users and carers are 
included for an evidence based argument.

•  Reply to articles in your local paper or arrange an 
event they will want to take photos of to raise the 
profile of your campaign. The Diabetes Voices 
Team can help you prepare for talking to the 
media, or can comment on your draft  
press release.

•  Get local celebrities on your side as the media will 
show an interest and you will gain more attention. 
Their involvement will have even more of an 
impact if they have a personal interest in your 
campaign issue.

•  Write a short briefing about the service and 
send it to your MP. Explain the situation, what 
result you want, and what they can do to help. 
Ask them to speak publicly and support your 
campaign. They could also contact the council or 
health service on your behalf.

 This action planner is a tool for you to record how you 
want to change where you live, your goals and the 
steps you’ll take to achieve them.

Use this action planner to note down what you’re 
going to do to improve diabetes services where  
you live.

Identify your issue
What is it that you want to see changed and why? 

Identify your targets

Identify your aims and objectives

Identify partners

Write a sentence which states what you aim to achieve and 
why you need to achieve it eg to make sure that people living 
with diabetes have access to regular retinal screening.  Your 
aim can then be broken down into components of what 
you are going to do to achieve this goal and these are your 
objectives eg keep the diabetes one stop shop open.

Who could you work with to make this change happen? eg a 
local voluntary group, other patients, staff in the service

Why has this change not happened already?  Who or what 
needs to change? eg lack of dedicated funding

Who has the ability to make the change?  How am I going to 
reach this person?

Who do they listen to?  eg If your key influencer is a 
commissioner because they are able to commission the 
service you want to see, you may want to use another 
person within the health service to influence them.

What is their current position on this issue? If you don’t 
know, how can you find out?

•  do not make a stunt last for too long. If people start 
drifting away, the end will feel flat. Gather people  
together and thank them for attending and celebrate  
with them afterwards.
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Identify actions

What do you need to achieve to reach your aim? What are your demands?

What actions will you need to do so your demands are met? What are your tactics?

When is the best time to take these actions? What is your timescale for the 
campaign?

DIABETES
 VOICES
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WRITING EFFECTIVE  
CAMPAIGN LETTERS

WANT MORE

WHY WRITE A LETTER 

OR EMAIL?

It’s not always easy to get a face-to-face 
meeting, but sending a letter or email can be 
an effective alternative. Writing to the person 
you’re trying to influence will not only help get 
answers but can be a first step in building a 
relationship with people who have the power 
to help achieve your goals.

Although face-to-face meetings are the most effective way 
to influence and persuade other people, there will be times 
when it’s necessary to write a letter. Reasons for letter 
writing include:

• finding out information about services

• highlighting poor performance

• passing on information about the work you are doing

• asking about plans for future improvements. 



LETTER WRITING AS A CAMPAIGN TOOL

Letter writing can be a powerful campaign tool as decision-
makers are obliged to respond to the issues raised. 

If decision-makers receive a large number of letters about 
the same issue, this highlights that a number of people feel 
strongly about it. If you are campaigning as part of a group, 
it can be more effective to each send your own letter rather 

than send one letter on behalf of the group. Make sure 
that each letter makes the same request (for example, an 
additional two full time diabetes specialist nurses), but that 
each letter includes personal calls to action. For example, 
one person could include their own experience as a reason 
to act, whereas another might draw attention to financial 
benefits. 
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Include copies of other 
relevant information
If you have other relevant letters or 
background information, include them 
with the letter or as email attachments.

Be clear about  
what you’re asking 
them to do
Bullet points can be useful for this.

What’s in it for them?
Make the letter personal by showing 
the recipient what they will get out 
of working with you.

TIPS FOR LETTER WRITING

How much does 
the recipient 
already know?
How much background 
information do you need to 
give? Remember that things 
that are obvious to you might 
not be obvious to someone 
with little experience of 
diabetes

Put your key 
messages at the 
beginning
Make sure you start by 
making your point clear and 
add further information later.

Keep it brief 
If necessary, you can signpost 
the reader to additional 
information.
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<insert name> 
<Address> 
<Date>

Dear <insert name>

I am writing to you to find out more about <insert topic you want to find out about>.  

In the UK, one person is diagnosed with diabetes every three minutes and three people die from its 
complications every hour. Diabetes is a serious condition that can lead to heart disease, stroke, kidney failure, 
blindness and amputation. Estimates indicate that the NHS spends some 9% of total hospital expenditure 
on treating diabetes and diabetes complications. Furthermore, an estimated 10% of NHS hospital beds are 
occupied by people with diabetes. 

I am writing to you to find out more about diabetes services and care locally and would appreciate if you 
could answer the following questions:

• <Insert list of questions>

OR 
I am writing to ask you to take action to address  
<explain the issue>

You can  
<insert the action you want them to take>

Thank you in advance for your time.  I look forward to hearing from you.

Yours sincerely,
<Your Name>

CAMPAIGNING  
LETTER – TEMPLATES
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<Insert name>
<Address>
<Date>

Dear <insert name>

Thank you for meeting with me on <insert date> to talk about <insert what you talked about>. The meeting 
was very useful and I feel we can make progress together to make sure <insert what you’re trying to 
achieve>.

During the meeting we discussed <insert what was discussed>. We agreed that you would: 
1. <insert what the person you met agreed to do>
2. <insert what the person you met agreed to do>
3. <insert what the person you met agreed to do>.

We also agreed that I would:
1. <insert what you agreed to do>
2. <insert what you agreed to do>
3. <insert what you agreed to do>.

We decided that we should do these actions by <insert date> and that we would meet again/correspond 
by telephone/email.

Thank you once again for meeting me and I look forward to hearing from you soon. I will keep you up to 
date with any campaign developments.

Yours sincerely,
<Your Name>.

CC. <Anyone that was present>.


