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Preface

Preface
This handbook aims to help Caritas

and organised study visits in 2019 and 2020, and

environment: to strengthen their own

the handbook is to bring together the information,

organisations create an enabling

organisations and by doing so to be in
the long term better situated legally,

financially, and politically to carry out
effective Political Advocacy actions
for the benefit of people in need.

This handbook is part of the “Fundamentals for Caritas
Europa” series, which builds on the experiences of

Caritas member organisations across the network
(the successes and challenges) as a key source

of information and analysis. In particular, it draws

from the work of Caritas Europa and its Institutional
Advocacy Action Group as it implemented the
Institutional Advocacy roadmap 2017-2020.

The main goal of this roadmap was to facilitate

the sharing of experiences and information and
to stimulate and encourage discussion among
member organisations about the meaning of

Institutional Advocacy and its relation to the mission
of Caritas organisations. This approach did not give
top-down definitions or suggest a single model by
which all organisations are meant to adhere.
Rather, a participatory process was sought.

We have thus collected and analysed the vast

range of Institutional Advocacy experiences within

our network in several different ways: we organised

now we are producing this handbook. The aim of

discussions, experiences, successes and challenges
we have collected in order to produce a practical

handbook to support our member organisations to

foster strategic relationships with their governments
and public authorities.

Since 2016, when Institutional Advocacy was
launched as a new topic in the network, the

interest of our member organisations has grown.
26 member organisations have been actively

involved by participating in study visits, the abovementioned forum, contributing to the research
study and to this handbook.

I would like to warmly thank all members as well

as members of the Caritas Europa staff, who have
contributed with their experience and expertise

and commitment over the years in delivering on

Caritas Europa’s Institutional Advocacy roadmap.
Lastly, I would like to thank Rachel Westerby, our

consultant who helped us in drafting this handbook.
We hope this handbook embraces the richness

and variety of our members’ many contributions

and that it will be a helpful tool in the work ahead
to strengthen institutional advocacy within the
Caritas network.
Maria Nyman

Secretary General

an Institutional Advocacy Forum in 2017, produced
an extensive research study1 in the topic in 2018,

1.

Please find the research study at this link: https://www.caritas.eu/institutional-advocacy/ and other information related to Institutional
Advocacy and past activities, reports and articles at this link: https://www.caritas.eu/empowering-caritas/institutional-advocacy/
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What to find in this
handbook?
Drawing on the experiences of the Caritas

This handbook therefore provides tools,

parts: the first on understanding and the

implement Institutional Advocacy and incorporate

network, this handbook is structured in two
second on ‘doing’ Institutional Advocacy.
The first part contextualises Caritas Europa’s

rationale for developing such a concept and the
definition of Institutional Advocacy, including an
overview of its three main dimensions and how
it is distinct from the usual Political Advocacy. It

then provides a summary of the benefits of ‘doing’
Institutional Advocacy, which also serves as an
overview of the second part of the handbook.

All Caritas organisations and the national contexts in

which you work are different, and there is thus no ‘one
size fits all’ approach to ‘doing’ Institutional Advocacy.

approaches and ideas for your Caritas to

it into your overall organisational strategy.
‘Doing’ Institutional Advocacy has benefits
for Caritas organisations of all sizes and

capacities. As a smaller Caritas you may expend
significant time and resources on ensuring your
organisation’s sustainability, and Institutional
Advocacy can strengthen your Caritas and

enable you to devote more time and energy to
your projects and activities. As a larger Caritas,
adopting a strategic approach to Institutional
Advocacy can help you to achieve an even

bigger impact, and provide you with concrete
steps to address issues that may impact your
sustainability in the longer term.
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Part 1

Understanding
Institutional
Advocacy
T

he mission of Caritas is to eradicate
poverty, fight social exclusion and promote
social justice. To achieve this mission, Caritas
organisations must be secure, sustainable
and well-functioning, with a fixed legal status,
sufficient human and financial resources, and
a clear strategy. Yet this is not always the case
for every Caritas organisation, as different
challenges exist for each.

organisations in a position to propose viable local

Civil society organisations (CSOs) across Europe

policy decision-making processes. The reverse is

are facing a number of common challenges in

their efforts to realise their missions. Inequality is on
the rise, negatively impacting already vulnerable

populations and resulting in increased social service
needs across society. At the same, there is reduced

public funding for CSOs to assist and advocate with
and for populations in need, a reality expected to

worsen as a result of the COVID-19 global pandemic
and a looming global recession. Some CSOs also

point to a shrinking space for civil society, possibly

connected to state-imposed legal or administrative
restrictions (whether intentional or not).

Against this backdrop, Institutional Advocacy was
conceptualised to help Caritas organisations

cooperate strategically with governments, CSOs

and other key stakeholders on political, legislative

and budgetary/financial processes. This is because
effective strategic cooperation can put Caritas

or national solutions in response to the needs of

people experiencing poverty and/or social exclusion,
while also improving the financial sustainability of
Caritas organisations themselves.

The recognition by government of your Caritas

as a reliable interlocutor and important actor in
social welfare systems can better position your

organisation to influence legislative, budgetary and
also true: the more you influence national legislative,
budgetary and policy decision-making processes,

the more likely your government will be to perceive
you as a strategic partner. Institutional Advocacy

thus encompasses the organisational and strategic
efforts of Caritas organisations to professionalise
your Political Advocacy, your organisational

functioning, and your ability to access public

funding. Applying the steps outlined in this handbook
- in a way that best suits your particular context -

can positively impact both the sustainability of your
Caritas organisations and the situations of people
relying on your Caritas services. The result will be

that your Caritas organisation is better positioned
to be included by national governments as an

interlocutor in strategic dialogues and consultations
on policy development and implementation, and

considered as a reliable social service provider and
advocate for the poorest in society.
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1.1. What is Institutional Advocacy?
The concept of Institutional Advocacy
aims to provide Caritas organisations

with a common definition and language
to describe a framework of common

tools and approaches. When applied,

these tools and approaches can support
Caritas organisations to firmly establish

themselves as strong, stable, reliable and
professional social service providers2

and/or as recognised advocates for the
poor and marginalised.

For Caritas Europa, Institutional Advocacy is thus
the effort of Caritas organisations to establish
structured relationships with their national

governments in order to strengthen their own

sustainability, to achieve - in the longer term -

social justice for the populations they serve. This

• What legal status does your Caritas have
in your country?

• Does national legislation recognise the work of
non-governmental organisations, faith-based
organisations and other civil society actors?
• Is your Caritas registered in the national

transparency registry and/or as a national
advocacy or lobbying entity?

• Is there structured dialogue between

government and civil society actors? What

position does your Caritas hold in this process?
• Are social services delivered by CSOs on
behalf of government? To what extent,
and on what basis?

2

The financial dimension...

handbook aims to support Caritas organisations

...or the fiscal and financial conditions that determine

effective implementation of Institutional Advocacy.

to deliver social services and implement Political

to recognise the various steps for moving toward

1.1.1. The three dimensions of
Institutional Advocacy
Caritas Europa focuses on three distinct

dimensions of Institutional Advocacy: legislative,

financial and political. You can use the questions
below to assess how your Caritas measures up
in each of the three dimensions:

1

The legislative dimension...

...or the legislative conditions that enable Caritas
organisations to work and prosper as non-profit,
faith-based entities.

if Caritas organisations can access public funding

Advocacy in relation to the populations they serve,
and how far fiscal policy favours the work of nonfor-profit, faith-based entities.

• Are there fiscal incentives or other financial

conditions that favour non-profit and/or faithbased organisations? These might include a

proportion of tax receipts reserved for CSOs or
faith-based organisations, VAT exemptions,
or fiscal incentives for private donors.

• Are publicly financed social services delivered
via public authority-CSO partnerships?

• Do public procurement procedures include
‘social clauses’ that can benefit the work of
non-profit and faith-based entities?

2. In this handbook we use the expression “social service providers” in the broadest sense of the term, meaning services provided
to promote the welfare of the community. These services can be activities ensuring access to essential things like food, clothing,
health care, counselling services for education, housing, or employment support as well as, for instance, listening centres,
volunteering, community engagement, awareness raising activities and enabling spaces for encounters, among others.
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• Does receiving public funding prevent or limit

CSOs’ ability to express an independent voice
in Political Advocacy for policy and legislative
change? Does this issue affect your Caritas?

3

The political dimension...

involved in multiple coalitions related to specific

issues of concern? How do national governments
perceive these partnerships? How do they

contribute to improving the situation of the people
your Caritas organisation is serving?

structural change.

1.1.2. Political and Institutional
Advocacy: distinct and
interconnected

• Does your Caritas systematically collect and

Political and Institutional Advocacy are distinct

...or the conditions and attributes that enable

Caritas organisations to engage with governments
on policymaking and successfully achieve

analyse data and information from your work at

grassroots level? Is this information used as an input
for Political Advocacy to achieve structural change?
• Does your Caritas participate in formal state

consultative bodies or processes related to policy
and legislation affecting the people you serve?

• Is your Caritas involved in informal and/or ad-hoc
government consultations related to policy and
legislation affecting the people you serve?

• Can your Caritas influence government to reflect

your recommendations and proposals in national
policy development and decision-making?

• Does your Caritas participate in strategic

partnerships and alliances/coalitions with local,
national and/or international CSOs? Are you

concepts and actions, with different purposes
and intended targets.

Political Advocacy &
Institutional Advocacy

The example of home care for the elderly
Political Advocacy:

• Caritas advocates for governments to

create a legal right for elderly people in

need to receive adequate and affordable
home care financed by the state.
Institutional Advocacy:

• Caritas seeks to ensure that Caritas

home care services are adequately
financed by the state.

Ukraine’s Health Minister Uliana Suprun (middle) during a visit to Caritas Ukraine’s office in September 2018 to discuss the healthcare
reform with the President of Caritas Ukraine, Andrij Waskowycz, and Secretary General, Dzvinka Chaikivska. © Caritas Ukraine.
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Political Advocacy is a well-established action

The dimensions of Institutional Advocacy are

our activities that aim to bring about changes

in a particular order. In the above example,

across the Caritas Europa network, and reflects
that improve the lives of the people Caritas serves.

Political Advocacy seeks to address the root causes
of a particular problem, such as poverty or social
exclusion, and to influence the policy, practices

and behaviours that can contribute to achieving

structural change that improves the situations of

those using Caritas services. The intended targets
of Caritas Europa’s Political Advocacy actions

are thus people who have been disempowered,

marginalised or trapped in situations of poverty.
By contrast, Institutional Advocacy describes how
Caritas organisations strengthen their capacity
to effect structural change through strategic
cooperation. The intended target of Caritas

Institutional Advocacy actions is thus Caritas
organisations themselves.

In practice, the two concepts often work in synergy,
and both are important and indispensable parts

of the Caritas mission. For instance, pushing for a

new policy framework to ensure care and housing
support for people leaving prison may result in

budgetary changes that could increase the funding
your Caritas receives for providing these services

(‘the financial dimension’). It may also result in new

circular and not necessarily implemented

securing a meeting with state authorities (‘the

political dimension’) may be the first step in your

organisation pushing for a new policy framework
that addresses support for people leaving

prison (‘the legislative dimension’), thus ensuring
budgetary changes to provide services (‘the

financial dimension’). However, the dimensions are
implemented, developing a strategic approach

for Institutional Advocacy will maximise the added

value for your Caritas organisation and, ultimately,
for those who rely on your services.

1.1.3. The benefits of ‘doing’
Institutional Advocacy
While the pursuit of the common good is the ultimate
motivation for the Caritas quest to develop strategic
partnerships with governments, you will recognise

that there are benefits also for Caritas organisations
that ‘do’ Institutional Advocacy. Four benefits are

mentioned below and described in more detail in

their corresponding sections in the second part of
this handbook on ‘doing’ Institutional Advocacy.

opportunities for your Caritas (or other CSOs) to

If you do Institutional Advocacy, you can:

legislative dimension’), and for the state to continue to

a. Ensure sustainability and recognition for your

consultations and dialogue (‘the political dimension’).

social services

deliver services previously provided by the state (‘the
depend on the future involvement of your Caritas in

Caritas and adequate public investment in

• Is it difficult for your Caritas to ensure its
Organisational capacity means

financial sustainability?

having sufficient...

• Is public/state funding available to support CSOs

• Human resources

your Caritas struggle to access public funding?

• Skills and knowledge

• Leadership and governance
• Funding
• Training

• Partnerships and networks
...to achieve an organisation’s mission.

implementing social services in your country? Does

• Does your government consult with your Caritas
organisation on policies and decisions related
to your core work?

• Does your government recognise the needs
and populations your Caritas is serving and
address them in its policymaking?
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Institutional Advocacy can help define the steps

c. Create partnerships and alliances

Caritas to be a sustainable organisation, securing

• Do you struggle to make the voice of your Caritas

toward creating an environment that enables your
recognition of the role and expertise of your Caritas
within your national social welfare system, and

ensuring state authorities take responsibility for

funding services and making policy that address
the needs of people experiencing poverty.

> See 2.1 ‘On Engaging Public Authorities and

Promoting State Ownership’ for your next steps.
b. Strengthen your national Caritas, including

organisation heard in national debate and discussion?

• Does the experience and expertise of your
Caritas impact policymaking?

• Could your projects and services be extended
or improved through collaboration and
partnerships with others?

the diocesan/parish level

Institutional Advocacy can provide a framework for creating

• Is the expertise and experience of your Caritas

to implement structural change that improves the

recognised in your country, including by public
authorities?

• How far does grassroots experience and practice
feed your national Caritas strategy?

• Does the work of your Caritas benefit from the
opportunities for cooperation and sharing of

expertise provided by the Caritas Europa network?
• Does the influence and credibility of the

church help your Caritas to engage with
your government?

partnerships and alliances that can influence government
situations of people relying on Caritas services.

> See 2.3 ‘On Networking, Cooperation and Building
Alliances’ for your next steps.

d. Strengthen your role as a CSO providing high

quality services and professional Political Advocacy...
• Does your government recognise your Caritas
as a professional, expert interlocutor?

• Does the general public recognise your Caritas
as a reliable interlocutor and an accountable
provider of high-quality social services?

Institutional Advocacy can provide a framework

Institutional Advocacy provides the steps for your Caritas to

national Caritas, and steps to ensure the church

recognition as a professionally competent service provider

for cooperation between diocesan/parish and

can positively influence relationships with public
authorities.

> See 2.2 ‘On Strengthening the Base

(Caritas organisations)’ for your next steps.

succeed in becoming more visible and achieving greater
and an advocate for the poor and marginalised, thus

strengthening your position in the social services sector.
> See 2.4 ‘On External Communication and Visibility’
for your next steps.

BOX Institutional Advocacy through the lens of Catholic Social Thought
While Caritas’ usual advocacy, differentiated in this

from the local to the international levels. This falls

to address the root problems of issues like poverty,

which is the foundation of all Caritas members’

handbook as Political Advocacy, generally seeks
Institutional Advocacy reflects the relationship

between a Caritas organisation and those entities,
which govern the legislative, financial and political

aspects of our society and which influence Caritas

fully within the Catholic Social Thought Tradition,

work and includes Catholic Social Teaching which
is the official magisterium of the Church. Pope

Francis recently said that, even though it was ‘part
of the cityscape to have poor people…
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…the vast majority of the poor are victims of

It is also important to take account of three

the poverty of so many victims of the structural

human dignity, solidarity and subsidiarity.

economic policies, of financial policies… …this is
injustice in the global economy’.3

Long before Pope Francis, St Pope Paul VI stressed in

his Apostolic Letter of 1971, Octogesima Adveniens, that

justice is not to be found in people just being generous
to the poor but in Christians becoming involved in the

politics that had produced the systems of deprivation
and exploitation that we call ‘structural injustice’. The
Pope also stated that it was a duty of the laity to be
involved in politics to work for the common good.4

‘It is clear that entities that govern our lives, from
local government through regional and national
governments to international bodies such as the
United Nations are also supposed to follow the
‘common good’ principle, as well as the principles
of solidarity, subsidiarity and human dignity. But
they so often fall short. With Institutional Advocacy,
Caritas endeavours to become a countervailing
force speaking truth to power from an ethical
vision informed by Catholic Social Thought’.
Dr. Duncan MacLaren5
The common good acknowledges that the human

person is relational, caught up in a web of obligations
to others. As a human family, we are dependent on

one another and called to serve others, particularly
those at the margins of society. As individuals, we

find our own good in pursuing the common good. As
organisations, this objective becomes our mission,
the foundation of our organisational identity.

further principles of Catholic Social Teaching:

For Caritas, human dignity is founded on the

supposition that human beings are made in God’s
image, filling them with an incomparable worth

and dignity, which is inherent, not granted. Dignity
is more than respect for people and concerns
entering a new, more empathetic relationship

with another person, especially, citing the Option
for the Poor, with the poorest and marginalised,

those, as Pope Francis says, who are discarded
like ‘pieces of rubbish’.6 Solidarity, as St Pope John
Paul II noted, allows us to view the ‘Other’ not as

an instrument to be used and exploited but as an
equal partner and participant in the flourishing
of life.7 Lastly, subsidiarity is an important element
from Catholic Social Teaching, since it ultimately
seeks the participation of any person affected

by decisions made by an action in any layer of
human society, from a local government level
to the EU and beyond.

Pope Francis comments that, while it is “the

responsibility of the State to safeguard and
promote the common good of society”, the

Church should support “those programmes
which best respond to the dignity of each

person and the common good… ...[and] propose
in a clear way the fundamental values of

human life and convictions which can then
find expression in political activity”.8 This is the

theological background which informs the
content of this manual.

3. Courtney Mares, God will judge us by how we treated the poor, says Pope Francis, (Catholic News Agency, April 6th 2020). Retrieved from
https://www.catholicnewsagency.com/news/god-will-judge-us-by-how-we-treated-the-poor-says-pope-francis-88891
4. St Pope Paul VI, Octogesima Adveniens, (On the Eightieth Anniversary of Rerum Novarum) (1971). Retrieved from
http://w2.vatican.va/content/paul-vi/en/apost_letters/documents/hf_p-vi_apl_19710514_octogesima-adveniens.html. Par. 48.
5. The author of this paragraph is Dr. Duncan MacLaren, former Secretary General of Caritas Internationalis and member of the Caritas
Europa Theological Advisory Group.
6. The discarding of the poor in a throw-away culture is a constant theme in the teaching of Francis. For instance, in Evangelii Gaudium,
(The Joy of the Gospel), (Catholic Truth Society, 2013 par. 53), he of warns of an economy of exclusion, when “Human beings are
themselves considered consumer goods to be used and then discarded”. He also questions in the Third World Day of the Poor
(17th November 2019, par.2) “How many times do we see poor people rummaging through garbage bins to retrieve what others have
discarded as superfluous, in the hope of finding something to live on or to wear! They themselves become part of a human garbage bin;
they are treated as refuse, without the slightest sense of guilt on the part of those who are complicit in this scandal. Frequently judged
parasites on society, the poor are not even forgiven their poverty”.
7. St. Pope John Paul II, Sollicitudo Rei Socialis (On Social Concern), (Vatican City: Libreria Editrice Vaticana, 1987) par. 36.
8. Pope Francis, Evangelii Gaudium (The Joy of the Gospel), (Vatican City: Libreria Editrice Vaticana, 2013) pars. 240-241.
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Part 2

‘Doing’
Institutional
Advocacy:
Steps for Institutional
Advocacy

B

uilding relationships with public authorities
takes time, effort and resources. Institutional
Advocacy is thus a long-term process, and your
Caritas will need to be willing to invest considerable
energy and resources into building trust with and
developing the confidence of public authorities.

which to choose in pursuit of realising a more

This section describes steps and approaches - an

Caritas, and ensure you have the necessary human,

Institutional Advocacy framework, if you will - from

strategic partnership with your government.

While you may already be ‘doing’ some elements
of Institutional Advocacy without classifying it as
such, the framework presented below can help

you to take a more strategic approach to planning
your work, in order to maximise its benefits for your
technical and financial resources.
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2.1. On engaging public authorities and
promoting state ownership
2.1.1. Build relationships and
choose the right moment to
propose cooperation
Building strong, long term relationships with public

authorities at European, national, regional and local
level helps you to build their confidence in your

Caritas as a reliable, trusted and expert strategic

partner, an advocate for the poor and marginalised,

Caritas to choose the most opportune moments

to propose partnerships with public authorities. The
timing of your proposals to cooperate with public

authorities may in some cases be driven by external
developments, such as elections or programmes

of policy reform, and in others by structural needs
you observe during your everyday grassroots
experience.

and a provider of high-quality social services.

What is needed:

Close relationships with public authorities also

a. Identify stakeholders and structure ongoing

enable your Caritas to access information relevant

to your work and to the populations you are serving,

communication

including for example planned policy and legislative

In order to build positive and sustainable

access funding. Maintaining trust and recognition

number of tools and approaches to improve

reforms and consultations, and opportunities to

of your expertise and being well informed about

planned future developments will also help your

relationships, your Caritas can make use of a
the quality and style of your interactions and
communication with public authorities.

Case Study: France
Advocacy on minimum income
around elections

a guaranteed minimum income, enhanced

Secours Catholique-Caritas France (SC-CF) is a

The outcome:

to combat poverty and work for social inclusion

Minister and Ministry of Social Affairs, candidates

leading member of ALERTE, a national platform

composed of 37 French CSOs, associations and
movements.

The ALERTE platform took the opportunity

presented by the 2017 French parliamentary and

presidential elections to launch a campaign and
public debate on the persistence of poverty and
social exclusion in France, despite the existence
since 2013 of a national plan to fight poverty.

ALERTE drew up a manifesto highlighting three
dimensions of change to fight poverty:

social support and a decent work policy for all.

Presentation of the ALERTE manifesto to the Prime
running for election and newly elected
members of Parliament.

Institutional Advocacy results:

• Elaboration of a common ALERTE position on

national measures for poverty reduction, and
better synergies between civil society actors
participating in the platform.

• Building and maintaining the institutional

relationships and political influence of SC-CF.
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Developing and maintaining an internal contact

authority participation, support your solution-oriented

stakeholders, including their responsibilities, interests

authorities in devising and implementing just and

database or registry of relevant public authority

and prior engagement both with your Caritas and
the specific policy field(s) relevant to your work,

proposals, and foster your collaboration with public
effective policies and practices for people in need.

will help you to target your communications and

b. Create relationships at expert level

Appointing a dedicated individual focal point

While building relationships with political

individual/team focal points responsible for

for your Caritas, elections or other changes in the

allocate your resources in the most effective way.
responsible for all contact with public authorities,
communication related to specific policy fields, or
otherwise adopting a strategy to avoid multiple
contacts from different staff, will additionally

assist you to maintain clear and strategic lines of

communication with public authority stakeholders.
For some Caritas, only the Secretary General/

Director communicates with public authorities,
so as to ensure a controlled dissemination of
information. While this can be vital for some

Caritas, you should consider what best suits

representatives in public authorities is valuable

political environment can cause people holding these
positions to leave, often with little time for you to plan

how your Caritas will respond. By contrast, expert staff

in public authorities usually remain in place regardless
of political change. As such, creating and maintain
relationships with expert staff working on relevant
topics at local, regional, national and European

levels can help your Caritas to maintain positive and
constructive communication with public authorities

throughout moments or periods of political change.

the needs of your context, and if this type of

To ensure consistency in your relationships

might limit the scope and impact of your outreach.

Caritas can organise expert meetings, study visits or

centralised approach to engaging stakeholders

Keeping public authorities at all levels informed of
your activities and programmes, including where
these are not supported by public funds, can be

time-consuming, especially if it is the task of just
one person. Broadening your relationships with

public authorities and informing as wide a range of
relevant public authority stakeholders as possible
about your activities can create the potential for
your expertise to feed into policy development,
implementation and/or monitoring.

Taking a strategic approach to such exchanges

regardless of shifts in the political environment, your
other similar activities that ensure the voices of the

people experiencing poverty and marginalisation are
heard by policymakers in public authorities. These
activities can also be useful for showcasing your

work, presenting your policy and implementation

recommendations, and engaging expert staff from

your organisation and public authorities in dialogue
to share their expertise and experiences.

c. Propose cooperation from a position of
financial stability

will help your Caritas to be recognised as a

To build a strong foundation for future cooperation,

perceived as a reliable interlocutor for the needs

building and communication with public authorities

provider of high-quality social services and

and concerns of people experiencing poverty

and marginalisation. Your Caritas might thus be
invited to participate in national and regional

consultations, networking meetings and other
events organised by public authorities.

Arranging regular meetings with relevant public
authority stakeholders can be a useful way to

present your work. Developing clear objectives

for these political meetings will incentivise public

your Caritas might usefully approach relationshipas a permanent mechanism and activity, in which

you proactively share your knowledge and expertise

in order to assist them in their tasks and contribute to
improving the situation for the people Caritas serves.
This type of long-term, constructive and trusting

engagement will make your proposals to cooperate
with public authorities more likely to succeed

than when your approach is made solely when

your Caritas has an immediate need for financial

resources to implement a particular project or service.
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Your proposals for cooperation with public

Presenting the potential reach of the wider Caritas

can demonstrate that your Caritas has sufficient

you to ‘open doors’ to establishing and maintaining

authorities are also more likely to succeed when you
financial and organisational capacity to function
both professionally and effectively. Adhering to

Caritas Internationalis Management Standards
and safeguarding procedures,9 successfully
implementing national or EU-funded projects,

ensuring proper donor compliance and reporting,
delivering and communicating on your activities,

being true to your mission, and acting as a reliable
advocate for the poor and marginalised can,

network to public authority stakeholders will help
strong relationships. Recognition of your Caritas

at European level can also be a powerful tool for
engaging and building relationships with public
authorities, and both Caritas Europa and the

wider Caritas network can help facilitate your

communication and relationship-building with
European institutions
and policymakers.

amongst other things, reassure public authorities

Once a first contact with public authorities is

of public funds, with the long-term financial

from your Caritas can grow and stabilise the

that your Caritas is a trusted and capable recipient
stability and expertise that being awarded public
or private funding implies. Transnational and

European collaboration with other Caritas member
organisations can also positively impact how

your Caritas is perceived and received by your

established, senior management and expert staff
relationship. Your Caritas might wish to invite Caritas
Europa secretariat staff or members to join you in

some of these initial tasks, or request their support
to prepare for and engage in such meetings.

government, and may be of particular assistance

Your Caritas might also reflect on how best to

protracted debates and reforms.

representatives within your particular national

in the context of pursuing more challenging or

d. Consider who can ‘open doors’
Senior church representatives can provide

leadership and visibility for the work and mission
of Caritas, and play a leading role in engaging
the support of public authorities at all levels.
The credibility and profile of senior church

representatives can ‘open doors’ to public

make use of the potential influence of senior church
context. It may be that a strategic approach,

in which senior church representatives assist

you to develop your communication with public
authorities on issues for which other avenues of

communication are not available, is the best option.
Your Caritas might also consider in which contexts

the involvement of senior church representatives is
likely to be best received by public authorities.

authorities for your Caritas, and provide you

with an entry point for contact with relevant
stakeholders.

Recognising that your Caritas is part of a global
confederation can also ‘open doors’. While your
organisation may be smaller and/or new to

establishing strategic relationships with public

authorities, you can trust that Caritas Internationalis,
Caritas Europa and other national Caritas have
already managed to establish themselves as
important interlocutors.

9. Find more at Caritas Internationalis website: https://www.caritas.org/who-we-are/management-standards/ and
https://www.caritas.org/who-we-are/ethics/
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2.1.2. Demonstrate the value
and impact of Caritas activities
for public policy
Caritas projects and services aim to address

the needs and improve the situations of people
experiencing poverty. As such, the work of your

and how your work has contributed to achieving
the goals of national and EU programmes. If you
are located in a country outside of the EU, your

Caritas can inform public authorities about the

contributions your work has made to achieve the
goals of national action plans in the framework
of EU Neighbourhood Policy.

Caritas makes a direct contribution to achieving

As part of a European and global network, the work

and international level. Linking the activities of

priorities of international organisations such as the

public policy goals at local, national, European

your Caritas to the aims of public policy in these

different contexts and demonstrating its impact for
achieving them can help to make your Caritas

a valued, reputable partner for public authorities.
To evidence the contribution the activities your

Caritas makes to public policy, it is first necessary

of your Caritas might also relate to the aims and

Council of Europe, UN agencies, and the Organization

for Security and Co-operation in Europe (OSCE) and its
Office for Democratic Institutions and Human Rights

(ODIHR). Your communications with public authorities
might usefully include your assessment of the

contributions your activities make in this context.

to measure and evaluate the impact of your

b. Understand the interconnectedness of the

producing social impact and activity reports (more

respecting common management standards

work. Your Caritas might do this by, for example,
on this in section 2.4.2), or engaging reputable

external bodies such as universities or research
centres to evaluate your projects and services.

What is needed:
a. Demonstrate the contribution of Caritas
activities to achieving public policy goals

In the course of keeping public authorities informed
on the work of your Caritas, you can demonstrate
how your projects and programmes contribute

to achieving national and European public policy

wider Caritas network and the importance of

The strong European and international profile of the
Caritas network10 has the potential to increase the

visibility and credibility of your Caritas organisation,
part to due to common branding and recognition

of the Caritas name, but also due to the successful

worldwide reputation of Caritas as a reliable service
provider. When refugees arrive into Europe, for

instance, many are often aware of and trust Caritas
because of the support and services provided by
Caritas in their home countries.

The global reputation of Caritas also depends on the

objectives. This will assist public authorities to report

strict adherence to and implementation of the Caritas
Code of Ethics and safeguarding principles11 by all its

national and European level, while also increasing the

and the breach in one member organisation creates

on national achievements and successes at both

credibility and recognition of Caritas as a trustworthy
and necessary provider of social services.

members. We are only as strong as our weakest link
the potential to impact the reputation of all. This

highlights the importance of serving professionally,
of implementing and regularly monitoring your

communications should aim to keep public

compliance with Caritas Internationalis Management
Standards12 and safeguarding procedures, and of

projects and programmes supported by EU funding,

and individual donor requirements.

If your Caritas is in an EU Member State, your
authorities updated about the impacts of your

respecting and adhering to both national legislation

10. Represented by Caritas Europa and Caritas Internationalis.
11. See Caritas Europa’s Code of Ethics: https://www.caritas.eu/code-of-ethics/ and safeguarding principles https://www.caritas.org/who-we-are/ethics/
12. Find out more at https://www.caritas.org/who-we-are/management-standards/
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2.1.3. Make Caritas a key partner for governments
Public authority support for your Caritas rests on their recognition of both the essential role of high-quality

social services for the wellbeing of their residents, and the expert capacity of your Caritas to determine needs
amongst the population and provide interventions and solutions to address them.

Your Caritas can build this support by structuring your communication
with public authorities around four key steps:

1

...a specific need exists
amongst people
experiencing poverty
which is unmet by current
social service provision.

3

...as an experienced and
expert provider of social
services, Caritas might be
the best actor to implement
this intervention.

...that Caritas can help to
design an intervention
to remedy this gap and
ensure the need is met.

2

...that the state can
create the conditions
(provide funding, delegate
responsibility) to enable
Caritas to implement this
new intervention.

4

What is needed:
a. Pilot new approaches

that demonstrates both the existence of a

The strength of the Caritas approach lies in

and the effectiveness of the solution or intervention

identifying needs at grassroots level and responding
by implementing a new service or project. These

initial responses are very often piloted using funding
provided by Caritas itself, or by non-state donors.

By implementing, monitoring and evaluating pilot

projects, your Caritas can create an evidence base

specific problem or need at grassroots level,
you are implementing in order to address it.
Demonstrating the effectiveness of a pilot

intervention implemented by your Caritas will

encourage public authorities to provide sustainable
and ongoing support for you to continue this work,
and to incorporate the needs and problems you
have identified into longer term policymaking.
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b. Act as an expert critical friend

partners and stakeholders, and partnerships with

The complex set of issues affecting vulnerable

(more on this in section 2.3).

populations requires continual monitoring and

relevant academics, universities and think tanks

assessment to ensure policymaking and service

c. Become a necessary and essential partner

future needs. By carrying out regular and permanent

Consistently providing high quality services

populations, your Caritas can act as an expert

experiencing poverty builds public authorities’

provision addresses both current and potential

analyses of the needs and situations of vulnerable

critical friend for public authorities. This role can be

enhanced by comparing your analyses of the reality

on the ground with government reports and findings
on the same issue. Your analyses can ultimately

assist your government to better understand the
situations and circumstances of poverty within

your national context, and promote constructive

dialogue that ensures policy, legislative and funding/
commissioning frameworks are fit for purpose.

Your Caritas can draw on a number of sources to
guide the selection of issues or sectors on which

to focus your research and analyses, including for
example data from Caritas Poverty Observatories
(more on this in section 2.2.1), consultation with

that effectively respond to the needs of people
recognition of your Caritas as a professionally

competent and financially stable service provider.

Your expertise on specific topics and/or with specific
groups within the population can additionally

means that public authorities consider your Caritas

as a key, trusted interlocutor, to be consulted during
decision-making on related policy and funding/
commissioning of services.

By contributing and demonstrating your knowledge
and expertise, and being ready to respond quickly
with concrete answers to specific questions, your

Caritas can become an irreplaceable and essential
partner for public authorities, recognised and

supported to provide essential services to people

Case Study: Ireland
Participating in the National
Economic Dialogue
Social Justice Ireland (SJI), the advocacy partner
of Caritas Europa on domestic social issues in

Ireland, is one of six organisations from the ‘pillar’
of community and voluntary entities selected

by the Irish government as full members of the
National Economic Dialogue (NED). The NED

provides its members with the opportunity to
present their analyses and proposals both to

government and to the wider NED membership,
and to participate in regular meetings with
relevant Ministers.

The Irish government has in recent years

taken up at least one major proposal from the
NED dialogue as a central component of its
budgetary policy.

The outcome:

• June 2018 meeting with the Minister of Finance
to discuss all aspects of national social
policy and planning for 2019.

• Joint civil society position agreed and elaborated

in the community and voluntary pillar background
paper ‘Harnessing Resources and Capacity to
Build a Fairer Future for All’, drafted by SJI.

Institutional Advocacy results:

• Long-term, constructive and structured dialogue
established with national public authorities on
all aspects of social policy and services,

including national budgetary decision-making.
• Increased and more accessible financial
resources to support the work of CSOs

implementing social care and support in Ireland.
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affected by poverty, shape policy frameworks

may be noble and true to the Caritas mission it is not

trusted recipient of public funds.

the unjust structures that keep vulnerable populations

designed to address their concerns, and be a

d. Avoid substituting the state
By providing high quality social services, your

Caritas can inadvertently create a risk that public
authorities do not sustainably address poverty

and marginalisation but instead rely on Caritas to

do so alone. This risk may be accompanied by the
additional expectation that Caritas will assume

responsibility for covering the costs of implementing
these services. Indeed, Caritas has a reputation for
sometimes ‘stepping in’ when governments fail to
protect their most vulnerable residents. While this

sustainable, and nor does it contribute to addressing
trapped in situations of poverty and marginalisation.
You can mitigate against this risk in your

communication with public authorities, by building
their awareness of particular needs at grassroots
level, identifying gaps in policy and practice that

contribute to injustice, and encouraging them to
take ownership of interventions and solutions to
address these issues. ‘Ownership’ in this context
includes public authorities creating the legal

and financial conditions to provide appropriate

responses, projects and services that your Caritas
may ultimately be responsible for implementing.

In June 2019, the Governor of Gegharkunik region, Gnel Sanosyan, and the Executive Director of Armenian Caritas,
Gagik Tarasyan, signed a commitment to cooperate in the effective implementation of programmes in the region.
© Caritas Armenia.
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2.2. On strengthening the base
(Caritas organisations)
2.2.1. Be recognised as
an experienced and
knowledgeable expert
in your specialist area
The strength of Caritas organisations lies in
developing priorities ‘from the ground up’.

The activities of your Caritas are implemented
in response to the needs of people living in

• You are considered to be a reliable advocate

that can add knowledge and insight to public
debate and political discussion.

• You are better able to access funding to
implement a specific service or activity,

creating additional capacity to undertake
Political Advocacy.

poverty, and you generate expertise in specific

What is needed:

over an extended period. Caritas organisations

a. A specific focus

in which we are present. In relation to Institutional

The expertise of your Caritas in a specific sector,

by your government for your particular

effectively responding to needs on the ground,

fields through your day-to-day work, often

therefore work in different fields in every country
Advocacy, you endeavour to be recognised
specialisation and area of expertise.

Developing a recognised expertise in a

specific area has a number of important
benefits for your Caritas:

• You become a recognised ‘point of reference’
in your specific field, and are regarded as
accountable to partners, institutions and
the wider public.

demonstrated through your day-to-day work of
provides opportunities for you to develop

organisational priorities based on direct knowledge
of the situations of people in need and the

interventions that can best assist them. It also
enables your Caritas to carry out meaningful
and strategic Political Advocacy based on
your expert conclusions.

To maximise these opportunities for your Caritas,
it is important that you select an area of focus
in which you have the capacity to carry out

direct work, consistently and with a long-term

perspective. This will assist your Caritas to develop
significant and recognised expertise, which in turn

will enable you to carry out sustained and strategic
Political Advocacy that produces real change.
b. A strategic direction
Orienting your work toward a specific topic or

area of expertise provides a strategic direction
for your Caritas. Your day-to-day activities,

implemented to assist people affected by poverty,
direct your actions toward finding solutions for
their situations at the political and legislative

levels. By focusing your work on specific areas,
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and prioritising high-quality services over factors

more impact and become more visible as

funding, the work of your Caritas can have a

Advocacy. By ‘professionalising’ your approach

such as number of beneficiaries or volume of
bigger and more sustainable impact.

As your programmes and projects become
incorporated into your strategic direction,

your Caritas can narrow its focus, prioritise
quality over quantity, and resultantly have

a strong and authentic voice in Political

- engaging professionals and experts to ensure
the ongoing quality and relevance of your

interventions and actions - your Caritas can

become a reference point for public authorities
seeking expert inputs, for example via formal
and informal consultations.

Case Study: Serbia
Mental Health Strategy
Caritas Serbia developed a strong expertise in the
field of mental health over a period of more than

20 years, engaging public authorities and service
providers in their work via regular study visits.
Using its recognised expert status, Caritas
Serbia initiated a national mental health

The outcome:

• New legislation providing for community-

based mental health centres and services.

• A new national Mental Health Strategy setting
out a systematic and coordinated approach

to addressing the everyday challenges faced
by people with mental health issues.

awareness campaign. Implemented over ten

Institutional Advocacy results:

of bilateral meetings, study visits, trainings and

diocesan and parish levels to provide

years, the campaign included a programme

roundtables to continually build the capacity
and awareness of decision-makers at all

New ways and channels for Caritas at
state-funded mental health services.

levels of government.

A Caritas Europa delegation, hosted by Caritas Serbia, met with authorities during an Institutional Advocacy
study visit in 2019 to learn about achievements on the field of on mental health services. © Caritas Serbia.
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Caritas Europa Tool
The Organisational Development
Solidarity System (ODSS)

organisations in the framework of organisational

The Caritas network is built on solidarity amongst

Through ODSS, Caritas member organisations can

has expressed this solidarity through various

to strengthen and develop their organisations.

its member organisations. Caritas Europa

instruments to support the development of

member organisations, most recently through
the Caritas Development Fund (2014-18). This

fund transitioned into the current Organisational
Development Solidarity System (ODSS), a new,

improved and multilateral mechanism for realising
solidarity for and by Caritas Europa member

c. Research and evidence-based

development, in place during 2019-22.

apply for both technical and financial support

Member organisations can also make pledges
to the solidarity system. These can be financial

pledges, but member organisations can also make
staff available to provide technical support to

others in the network, with the aim of contributing
to stronger organisations and, ultimately, to a
stronger and healthier Caritas network.

recommendations

the people you serve in line with the see-judgeact methodology,13 it is essential for your Caritas to

For you to be able to propose responses and

by poverty and marginalisation and the effects

recommend policy that responds to the needs of

understand both the situations of people affected
of current policy. Expanding your knowledge and

Caritas Europa Tool
Poverty Observatory Handbook

component of the ability of Caritas organisations

Published in 2017, the Caritas Poverty Observatory

solutions and address required structural change,

(CPO) Handbook presents the concept of the

combined Caritas method of listening, observing

and the wider Caritas network to propose lasting
at both national and European level.

and discerning, and outlines how it is implemented in

The CPO Handbook describes concrete practices

their specific situations. This method enables Caritas

to collect and analyse quantitative and qualitative

various ways by Caritas organisations according to
organisations to plan, promote and implement

appropriate and effective social action to respond
to people’s needs, and to animate and involve the

and tools that some Caritas organisations are using
data on poverty, and to measure the phenomenon
of poverty in their local and national settings.

wider society. By supporting the systematic collection

It supports Caritas organisations to develop and use

Observatories, the handbook aims to promote the

to analyse grassroots evidence, develop targeted

and comparative analysis of data via Poverty

collection, measurement and comparison of the

social realities of people experiencing poverty across
Europe by the Caritas network. This work is a vital

an objective tool, known as a Poverty Observatory,

responses to assist and accompany those in need,
and prepare evidence-based recommendations
addressed to policymakers.

13. Please refer to Chapter 1.2 Compassionate Love: A Method And Attitude For Our Encounters in Caritas Europa’s Poverty Observatory
Handbook: https://www.caritas.eu/wordpress/wp-content/uploads/2018/08/160101-PU-Poverty-observatories-handbook.pdf
or to “Influencing Change” on page 10 of Caritas Europa’s Advocacy Handbook:
https://www.caritas.eu/wordpress/wp-content/uploads/2018/01/160327-PU-Advocacy-handbook-EN.pdf
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understanding through the use of systematic

organisations is longstanding and durable.

Observatory, can help you to prepare evidence-

Your Caritas can rely on the cooperation and

quickly and accurately to external requests

knowledge and capacity on a specific topic. If a

data collection tools, such as the Caritas Poverty
based policy recommendations and respond
for data and information.

Systematic data collection also provides a basis

for more expansive research to complement the
expertise your Caritas develops through its dayto-day work. Conducting high quality research

expertise of the wider Caritas network to build your
particular practice or action has worked well for a

Caritas organisation in another country, engaging
with the Caritas network will enable you to avoid

‘reinventing the wheel’ in order to find a solution for
your national context.

demonstrates your interest and commitment to

Caritas Europa facilitates transnational meetings

to partners and stakeholders (including public

You can contribute to strengthening the wider

finding solutions for poverty, and proves your expertise
authorities). Research also provides your Caritas
with a tool to assess and understand the needs

and realities of people experiencing poverty in local

communities, and a basis for producing high quality,

accessible publications and resources that detail your
work and provide an evidence base for its impacts.
d. Engage with the Caritas Europa network
All Caritas organisations are part of the Caritas
family, and cooperation between Caritas

and exchanges between Caritas organisations.
Caritas network by sharing your ideas and

experience, and developing and expanding your

own expertise through dialogue and exchange. By

being open to the views and inputs of other Caritas
organisations engaged in similar activities, as well
as international partners outside of the Caritas

network, you can increase your knowledge, expand
your expertise, and create the potential for you to
achieve a greater policy impact. These benefits

can in turn positively influence your organisation’s
standing in relation to accessing funding.

Case Study: Bosnia and Herzegovina
Transnational partnership for
legislative change on adult education

The partnership implemented a comprehensive

During 2014-16, Caritas Bosnia and Herzegovina

at all levels, including study visits, trainings,

engaged in a three-year strategic dialogue with
public authorities on a new legal framework for
adult education. The complexity and political

programme of awareness-raising and

knowledge development with public authorities
technical assistance and the elaboration
of legislative proposals.

fragmentation of Bosnia and Herzegovina made

The outcome:

awareness and knowledge about the topic amongst

cantons of the Federation as well as in the Srpska

this process extremely challenging, as did the lack of
public authorities and their responsible partners.
By cooperating with Caritas Austria, Caritas

Adult education laws were put in place in all ten
Republic, providing the legal prerequisites to

implement public adult education programmes.

Bosnia and Herzegovina established a partnership

Institutional Advocacy results:

working internationally and exclusively on adult

services in the field of adult education, financed

with DVV International, a German organisation

education that had resources to support Caritas
input into the ongoing legal reform process.

Opportunities for Caritas to develop new

by national, cantonal and local authorities
under the new legislation.
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2.2.2. Enhance cooperation
between parish/diocesan
and national Caritas
At the diocesan/parish level, Caritas engages

and showcasing the ongoing effectiveness
of Caritas services and care.

b. Develop mechanisms to share information

between parish/diocesan and national Caritas

directly with those in situations of poverty.

Developing clear and accessible mechanisms for

is composed of parish/diocesan Caritas, it is

Caritas to share information with you effectively.

Because the membership of each national Caritas
important to enhance cooperation across the

different levels: local (diocesan/parish), national,
regional, European and international. Improving
communication and information-sharing and

creating possibilities for collaboration between your
national Caritas and those working at other levels

can contribute to ensuring a bottom-up approach

to creating the solution-oriented proposals you put

forward, while also empowering those using Caritas
services to assume a participatory role in the policy
proposals and decisions that affect their lives.

The expertise and knowledge gained through close
collaboration with people in need, your diocesan
Caritas and local parishes is essential for you to
understand grassroots realities and needs. This

information exchange will enable diocesan/parish
Information-sharing mechanisms could include
a range of different methods and approaches:
• clear operational structures such as specific

platforms or feedback mechanisms, or named
contact person at national level;

• communication channels such as webspace for

diocesan Caritas on the national Caritas websites,
newsletters, policy updates, among others;

• knowledge management tools such as Baobab,

mapping systems, joint needs assessments, and
distribution policies for meeting agendas and
minutes, among others.

enhanced understanding will in turn enable your

To help your Caritas engage and maintain

in the solution-oriented proposals you put forward

organisations, it may be useful for you to reflect on

organisation to be more precise and evidence-based
to policymakers, and the types of services you offer.
When implemented effectively it can contribute to
empowering those in need, while simultaneously

strengthening your position as a reliable interlocutor
able to present authentic grassroots perspectives
and voices to national policymakers.

What is needed:
a. Engage diocesan and parish Caritas

the participation of parish/diocesan Caritas

the objectives of information-sharing mechanisms
and how best you can communicate these to the

parish/diocesan level. Your communication might
include defined schedules for each mechanism,

setting out how often they are to be used and the

time and resources required from parish/diocesan
representatives to foster their participation.

To ensure ongoing participation, your Caritas

might also consider the overall user-friendliness
and accessibility of your information-sharing
mechanisms.

To ensure that grassroots experience and the

To acknowledge the information-sharing efforts

your strategy and practice, you can engage your

colleagues and promote positive future

perspectives of people experiencing poverty feed
Caritas members at parish and diocesan level to

support you in assessing needs on the ground. This

can be done by collecting information on poverty at
grassroots level, identifying gaps in current services
for people experiencing poverty, determining the
impacts of relevant policy and legislation,

and contributions of your parish/diocesan

collaboration, your Caritas could also develop

clear arrangements to inform parish/diocesan

participants of outcomes and findings, in particular

on the ‘successes’ resulting from this work, as well as
feedback on the ways you use their contributions at
national, European and/or international level.
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c. Support and promote subsidiarity

d. Facilitate and promote cooperation

In line with the principle of subsidiarity, solutions for

The role and competences of local public

when developed at grassroots, local level.

vary across countries. In most contexts, they

and localisation in action

people experiencing poverty are more effective
Parish/diocesan Caritas may require additional
assistance and information to develop their

grassroots work, in order to support the highquality service provision needed to underpin
your work at national level.

Well-informed and professional diocesan and

parish Caritas organisations are better able to

serve people in need, and have more capacity to

with local authorities

authorities in relation to people living in poverty
are involved both in providing services and

in shaping local policy approaches for these
populations. Many countries are engaged in

reforms to decentralise services and support

for vulnerable populations, shifting responsibility
for policymaking and the commissioning and
funding of services to regional and local
public authorities.

generate the knowledge and expertise that you

Local public authorities are thus potential

Caritas can provide this support by, for example,

your Caritas could provide. They also often

require to develop effective national strategies. Your
sharing approaches and methodologies to

enhance grassroots work, and providing information
on relevant policy and legislative developments
and processes. Parish/diocesan Caritas are

independent organisations, so assistance from your
Caritas is ideally provided as a form of supportive

accompaniment, in which you support and inform
without taking a managing role.

funders and commissioners of services that
have a pivotal role in local networks and in

communication with local populations, and can

help ensure your Caritas has a strong community
presence. Building positive relationships with
local authorities therefore strengthens your
Caritas organisation from the ground up,

creating a solid foundation for your work
at national level.

Case Study: Ukraine
Social service reform
In 2013, in the context of several major national

reforms, Caritas Ukraine joined an NGO coalition
proposing legislative amendments to create

an open and decentralised model for providing
social services. Caritas was subsequently

invited with other CSOs to make proposals to

the government for how this reform should be

carried out, and contributed to the production of
minimum quality standards for a broad range of

social services. Building on this national dialogue,

The outcome:

• An emerging model for medical services in

which patients decide which organisations

they contact for support, and providers are
paid via an automated system.

• An accelerated national social service and
decentralisation reform process, providing
local authorities with decision-making
powers for social service provided in
local communities.

Caritas implemented local projects to pilot the

Institutional Advocacy results:

automated payments for social service providers

services, and receive sustainable and

standards at grassroots level, and advocated for
and localised decision-making.

Civil society organisations provide social
permanent funding for this work regardless
of changes in the political environment.
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You can build trust with local authorities through

information, promote subsidiarity, and build

at local level. In the longer term, this can help you

encouraging and supporting Parish Social Ministry

the successful implementation of your services

build local authorities’ understanding of the needs
of local populations experiencing poverty and

marginalisation, promote local authority ownership
of the interventions you are implementing and,

ultimately, lead to more sustainable funding for your
projects and services. In the longer term, developing
solid and trusting relationships can support

local authorities to incorporate the necessity of

responding to the needs of people experiencing
poverty into their mainstream objectives.

e. Promote Parish Social Ministry and volunteerism
The strength of Caritas lies in active listening

and observation to determine the needs and

wishes of those it seeks to serve, and promoting

dignity and respect in all its interactions. Caritas

positive relationships with local authorities. By
teams to expand their activities beyond their

immediate church members to address the full
range of wider, territorially based community
needs through a coordinated volunteer

programme, your Caritas can broaden support

for those in vulnerable situations and strengthen
the base of the parish community and diocesan

Caritas. Following intensive induction and training,
parish volunteers can use their experiences

to become advocates for the Caritas mission,
disseminating first-hand knowledge of the

situations of people living in poverty and building
relationships in the wider community.
f. Engage individual users and
participants as advocates

volunteers embody this active engagement in

Individual users of and participants in Caritas

Ministry teams lead, encourage and plan their

for your Caritas, by providing first-hand information

society based on Caritas values. Parish Social

involvement in implementing the Caritas mission,
and enable community development through
the involvement of parishioners.

Parish Social Ministry can also be a valuable tool

to help strengthen your cooperation with Caritas
at parish and diocesan level, to implement and

improve mechanisms for sharing and collecting

services and projects can be effective advocates

on the relevance, effectiveness and impact of your
work. You can support beneficiaries to become
effective advocates by providing training and

capacity-building, for example in areas such as

public speaking and presenting, thus promoting
ownership of your work by the populations you

serve and increasing the visibility of your Caritas
as a reliable and expert interlocutor.
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Case Study: Malta
Building a stronger resistance
against drug use
Drug abuse is a key issue of concern for Caritas in
Malta, where national authorities have for some
time been considering legalising cannabis, not
only for medical use but also for recreational
purposes. Caritas Malta joined forces with

other entities wishing to promote healthy living
without the legalisation of substances such as
cannabis, in order to elaborate policies and

raise awareness about the consequences of
recreational drug use.

In February 2020, an alliance of Caritas Malta,

OASI Foundation, Sedqa and the Malta Psychiatric
Association issued a statement declaring their
opposition to legalising cannabis or any other

recreational drug. This statement has created a

public debate involving voices both in favour of and
against the legalisation of recreational drug use.

The outcome:

• The establishment of a new network involving
a wide range of organisations strongly

advocating both for healthy living and for
an improved policy framework.

• A national conference welcoming different
stakeholders to debate the legalisation
of cannabis.

Institutional Advocacy results:

• A better and more nuanced dialogue
between Caritas Malta and national

authorities on the creation of new policies
aimed at assisting drug users.

• Formation of a new network composed
of different stakeholders and entities,
including Caritas Malta, to advocate
for a better legislative approach to
substance abuse.

In February 2020, Malta’s Minister for the Family, Children’s Rights and Social Solidarity, Michael Falzon,
presided over the kick-off ceremony of the construction of a new rehabilitation centre for minors
suffering from drug abuse, which will be managed by Caritas Malta. © Caritas Malta.
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2.3. On networking, cooperation
and building alliances
2.3.1. Know your stakeholders
and find allies

approaches and sustainable resources,
including during more complex

and protracted debate and reforms.

Poverty and social exclusion are complex

Partnerships with others can make your

be addressed only by providing assistance.

thereby increasing the visibility and legitimacy

and multidimensional issues that cannot

Strategic partnerships and alliances can help
your Caritas to move beyond solely providing
individualised and family-based assistance,
and toward new, innovative, multilevel and

multi-institutional solutions. Involving multiple
actors and including the valuable input of

your Caritas in broader partnership efforts

can also contribute to creating more dynamic

Caritas part of a stronger collective voice,
of Caritas Political Advocacy messages.

Alliances with local communities, including
with users of your services, can further

contribute to empowering people living in

situations of poverty or marginalisation to

become co-creators and agents of change,
and help you build your organisation’s
knowledge and expertise.

Case Study: Italy
Promoting an Alliance Against Poverty
In response to increased poverty in Italy from
2007, Caritas Italiana began to work with the

Christian Association for Labour in Italy (ACLI),
engaging social policy experts to research
poverty reduction measures in order to

elaborate a proposal to implement a national
Social Inclusion Income.

To encourage political support for this change,

in July 2013 Caritas Italia and the ACLI launched
the national Alliance Against Poverty. This

coalition has subsequently engaged a wide

range of actors, including CSOs, trades unions,
academic experts, regions and municipalities,
benefiting from the extensive networks and
strong expertise of both partners.

The outcome:

• National legislation restructuring welfare

provision, reorienting social care services

toward poverty reduction, and guaranteeing
a basic minimum standard of social care.
• Legislative introduction of a national
Social Inclusion Income.

• National coordination mechanisms to

monitor the impact of anti-poverty measures.

Institutional Advocacy results:

• The Alliance Against Poverty now has 35

members, enabling Caritas Italiana to explore
new approaches to fighting poverty with
a wide range of expert stakeholders.

• Networking across the alliance membership
provides a model for better integrating the
work of diocesan Caritas.
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What is needed:
a. Identify the objective
Partnerships and alliances are more effective

when they are established in order to address
specific objectives.

The multidimensional and complex nature
of poverty and the challenges faced by

vulnerable and excluded populations may

create a need for your Caritas to cooperate
with external stakeholders, including both

your more ‘traditional’ partners and new allies

with very different missions and/or viewpoints.
Structuring your cooperation around the skills
and knowledge that your Caritas and other

partners can bring to addressing a specific

objective will help you to find common ground,
define the change you want to achieve,

establish a strategy and timeline, and build
effective collaboration.

Potential objectives for your
partnerships and alliances...
• Information sharing and exchange, for
example, to build your knowledge about the
situations of people experiencing poverty
or be better informed about relevant
policy developments and opportunities for
accessing public and private funding.
• Joint efforts to proactively explore a thematic
issue relevant to the work of your Caritas and
the situations of the people you serve.
• Providing or coordinating inputs for a particular
consultation or policy reform process, the
outcomes of which will have a direct impact
on the populations your Caritas is serving.
• Supporting the development of a project
or programme for which your Caritas has
identified a need for outside expertise.
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b. Map allies, stakeholders and potential opponents

Caritas to maximise the resources available to

Your Caritas works within an ‘ecosystem’ made up

fields and topics that are important for your work.

of the actors and communities present across your
national territory and, in some instances, beyond
the national domain. Mapping your potential

allies and stakeholders with regard to the specific
change objective you have defined will help your

What is the legal/
institutional framework
for your coalition/
partnership?

mobilise in support of your desired objectives in the
It can also help you to be aware of where your

Caritas and its allies might encounter opposition

to the objectives you are trying to achieve, and the
ways in which you can anticipate and reflect this
in your partnerships and planning.

• Are there established consultative processes, networks
or bodies? How can your Caritas get involved?

• What is the timetable for any policy reform relevant
to the work of your Caritas?

• Which public authorities have lead or supporting
competences?

• Which organisations are working on the specific
issue or objective your Caritas wants to pursue?

Who are your potential
allies and partners?

• Map as widely as possible, aiming to incorporate
a broad range of perspectives and viewpoints,
from civil society organisations and networks;

church organisations; grassroots and community

associations; trades unions; academic institutions;
private organisations; individual experts...

• What is the ‘win’ for a potential ally? How will

How can your Caritas
engage potential allies
in partnership and
collaboration?

collaborating with your Caritas help them to achieve
their objectives?

• What resources (expertise, human resources, funding)
do potential allies have that they could contribute
to a partnership with Caritas?

• What resources can your Caritas contribute?

• Which organisations have an explicit interest in the

specific issue or objective your Caritas wants to pursue?

• What other stakeholders may be affected or impacted,

Who are your
stakeholders?

or have useful expertise that could be brought into a
partnership with your Caritas?

• Who opposes the objective that your partnership
is aiming to achieve? How can your partnership

be conscious of and address this opposition in a
constructive and proactive manner?
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c. Understand the role that Caritas can play

d. Be aware of the activities of church and other

Identifying the knowledge, experience, expertise

Caritas is recognised as an institution closely linked

as a partner

and resources that your Caritas can contribute

Catholic organisations

to the specific objective that an alliance aims to

to the Catholic Church, and Catholic Social Thought14
serves as the foundation on which Caritas works.

partnership. To better define the resources you

Being aware of the activities of Catholic

of partner you will be, it is important first to reflect

affiliated NGOs, can create opportunities for your

address will help you to define your role within the
would need to commit to an alliance and the type
on how far the alliance’s objectives contribute to
achieving the mission and strategic priorities of

your Caritas. How committed are you to dedicating
staff resources to this work? For how long can you
make these resources available? How active will

you be in the alliance? What role will you assume?
Does joining a specific alliance present any

potential risks for your organisation that you
should also consider?

congregations and organisations, and of churchCaritas to collaborate on topics of shared interest

and values, and strengthen the visibility of the church
and its message. This may in turn enable you to

communicate your organisation’s specific objectives

to an external audience. To enable you to fully explore

and benefit from opportunities for collaboration in this
context, your Caritas could approach mapping of the
activities of church and other Catholic organisations
as an ongoing activity, rather than undertaking this
activity solely when a need for collaboration arises.

• The partnership’s objective is a core part of the mission

LEADER

and strategic priorities of your Caritas.

• Your Caritas is recognised as a leading/the lead expert in this area.

• Your Caritas has the resources to coordinate & facilitate the partnership.

• Your Caritas has extensive experience and expertise in the

LEAD PARTNER

identified objective, which forms a core part of your mission and
strategic priorities.

• Your Caritas has sufficient resources to play a significant role
in an alliance coordinated by another lead partner.

EXPERT
CONTRIBUTOR

LISTENING OR
LEARNING PARTNER

• Your Caritas can contribute expertise to individual aspects of a wider
consultation, policy/legislative reform process or joint initiative.

• The objectives and work of the partnership may be relevant
to the mission and priorities of your Caritas.

• You want to see how the work develops, and if your Caritas
can make a future contribution.

14. See the paragraph on Institutional Advocacy and Catholic Social Thought in part 1 of the handbook.
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2.3.2. Strengthen, promote
and build partnerships with
associations representing
the interests of people
experiencing poverty
From grassroots to national level, associations

Partnering with these associations will enhance the
opportunities for your Caritas to also be consulted,
thus bringing the perspective of a social service
provider into national level discussion. It will also

offer your Caritas the possibility to broaden your
knowledge and expertise on the needs of the

populations you are serving at local level, and the
quality and impact of your services.

representing the interests of people experiencing

Some associations representing the interests of

Advocacy actions. We refer here, amongst others, to

strong and well-developed. Others, in particular

poverty can be strong allies for your Institutional

associations of people with disabilities, migrant trade
unions, or organisations working with the homeless.

These types of associations can provide a legitimate
and independent voice and a source of expertise
based on the experiences and perspectives of

their constituents. They are often key consultation

partners for governments when taking decisions on
legislative or policy developments with regard to
the specific category of people they represent.

people experiencing poverty are organisationally
those working at grassroots level, suffer systemic
disadvantage in relation to accessing resources,

representation and power. Your Caritas can support
such associations to address these challenges by

developing measures to support their organisational
development and build their skills and capacity,
thus strengthening the overall expertise and

effectiveness of your partnership and its ability to
achieve the objectives you have jointly identified.

What is needed:
a. Capacity-building for associations

representing people experiencing poverty
Your Caritas can support associations representing
the interests of people experiencing poverty by

providing both basic and specialised training for

their leaders and activists. Basic training might be
useful for newly established or less experienced
associations, or for groups of people wishing to

establish a new organisation. For more established

associations, your Caritas could provide advanced
training that is tailor-made to the needs and

aspirations of one or more such organisations.
If you choose to provide training and capacity-

building in this way, your Caritas might reflect on

the differing skills and capacities amongst leaders
and activists of specific associations, and how

you can ensure a wide and inclusive participation.
It might also be useful to consider how you can

structure your activities to ensure they are oriented
toward empowering associations, and building
independent and sustainable entities with
which your Caritas can collaborate.
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Case Study: Serbia
Building civil society capacity
through the SOCIETIES project
During 2016-19, Caritas Serbia and five other
national Caritas in the region partnered with
15 CSOs to lead the transnational, EU-funded
project ‘SOCIETIES: Support of CSOs in empowering
technical skills, inclusion of people with disabilities
and EU standards in South East Europe’.
SOCIETIES aimed to build the capacity of CSOs and
grassroots organisations in five countries (Albania,
Bosnia and Herzegovina, Montenegro, Serbia and
Kosovo) to engage in debate and discussion with
public authorities, and influence the development
of policies addressing social inclusion. Training
and capacity-building was organised in two
activity clusters: monitoring and evaluation,
and strategic planning and advocacy.

The outcome:
• 50 grassroots CSOs were empowered to
engage with public authorities, with 200 CSO
members participating in SOCIETIES training.
• Involvement of 100 public officials from ten
national and 25 local public authorities.
• Creation of a regional CSO social inclusion
network that regularly fosters exchange
of practices and experiences.
Institutional Advocacy results:
• Improved quality and efficiency of dialogue
on social policies between CSOs and public
authorities.
• CSO initiatives for social inclusion made more
efficient by being based on proper evaluation
of their social impact.

2.4. On external communication and visibility
2.4.1. Communicate the Caritas
identity to a wider public
Strategic external communication increases the

presence and visibility and builds the public profile of
your Caritas. Communication methods available to

your Caritas include, for example, awareness-raising

and campaigning, developing a media presence, using

social media, participating in conferences and public

events (as an attendee or expert speaker), and securing
mention of your projects and services as promising
practices in official resources and publications.

“Caritas member organisations fulfil their mission
by reaching out to men and women, children,
youth and elders of all races and creeds, in

particular the poor and marginalised; providing
social services, saving lives, rebuilding and

empowering communities, working for justice
and integral human promotion. A task that

mobilises Church leaders at all levels, parish

groups including the poor themselves, volunteers
and professionals, in collaboration with other
civil society actors, public institutions and
international institutions.”

Communication about your Caritas should

Communicating your work and its impacts

organisation with examples and evidence of

quality publications and other resources, will

combine the mission and identity of the

your concrete actions and impact. Caritas

Internationalis’ 2018 publication ‘Serving out of love’15
provides you with an example of how to effectively
communicate the Caritas mission and identity:

to a wider public, for example via high

additionally help your Caritas to be recognised

as a reliable interlocutor and centre of expertise
in relation to the populations you are serving
and the issues affecting them.

15. ”Serving out of love, Caritas Mission and Identity”, published May 2018 by the Caritas Internationalis Committee for Catholic Identity
https://www.caritas.org/wordpress/wp-content/uploads/2019/04/ServingOutOfLove.pdf
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What is needed:
a. Provide transparency by communicating
Caritas activities

Your Caritas is accountable to a number of

different stakeholders: the populations you are
serving, the donors, authorities and institutions
that support your activities, and the wider

society in which you operate. You can provide
transparency for your work by producing

publications, disseminating information and

updates, and giving presentations concerning
your activities and achievements.

b. Communicate concrete achievements
You can communicate the achievements of your
Caritas to relevant stakeholders in a variety of

different settings, including for example networking
groups, network meetings, your regular contacts

with public authorities and donors, during formal
and informal consultations, and to the general
public via both mainstream and social media.
To check the quality and accessibility of your

communications and the extent to which they are

effective in promoting understanding of your work,
you can proactively request stakeholder feedback
and consider repeating communication efforts in
order to reinforce your message.

For over 25 years, Caritas Spain has raised awareness
about the vulnerability of people in situations of
homelessness with a one-week campaign ‘Nadie sin
hogar’. Every autumn, the campaign attracts media
attention by closing with a public demonstration
and press conference. © Caritas Spain.

2.4.2. Improve the visibility of
Caritas and gain recognition
as a key actor
High quality and accessible publications and

resources provide visibility for your Caritas and the

work you are doing, and help you to communicate

your concrete achievements. You can communicate
on approaches to meeting the needs of the

populations you are serving, and showcase your

promising and successful practices. You can also
identify gaps in current policy and practice by

describing the challenges faced by the populations
you serve and setting out recommendations for

public policy change in your national context. You

might also consider producing impact reports and/or

publications summarising data collected from Poverty
Observatories, as well as annual activity reports

focused on a thematic area of your work or a specific
project or programme your Caritas is implementing.

What is needed:
a. Identify a focus and plan the required expertise
A television show advertises the participation of Caritas
Bosnia and Herzegovina local coordinator, Tanja Raic
Tarcuki, in a dialogue about adult education.
© Caritas Bosnia and Herzegovina.

Your staff at national, diocesan and parish level and the
users of your services can help you to identify topics

of focus for your external publications and resources.
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When developing topics and planning production,

Your dissemination strategy should also target

that exists within your Caritas to conduct research,

particular those you with whom you have developed

you might usefully reflect on the level of expertise

carry out analysis, and write and/or design materials
for external audiences, and if you might require any
additional training or outside expertise to facilitate

or engage in this process. The wider Caritas network
may likewise be able to support you via existing
resources and learning mechanisms.

b. Use publications and other resources to
increase organisational visibility

Your Caritas can distribute publications and

resources, via the networks of your partners and allies,
at working groups, network meetings and conference
or events related to your work, and via social media.

policymakers and experts in public authorities, in
working relationships. Your Caritas might also

consider how mainstream media can be engaged in

publicising your resources, for example by highlighting
links between the topic of a publication you have
produced and contemporary issues and events

present in media reporting, and encouraging media

outlets to highlight your response to emerging policy
developments or promote your promising practices.
Caritas Europa can assist your work in this area by

further disseminating and promoting your resources
and publications via social media and its website
presence, both across the Caritas network and

amongst actors and stakeholders at European level.

Case Study: Spain
Reports on activities and impact

Caritas in Barcelona produces an annual report

Every year, Caritas Spain publishes and

they analyse and quantify in monetary terms

disseminates several reports related to the

organisation’s activities, outcomes and impact.
The national report16 includes data about people

living in poverty engaged in and supported by

on the social impact of their actions, in which
the social value generated by their yearly

activity, using the integrated social value (VSI)
quantification methodology.18

Caritas Spain, the number and type of volunteers

The outcome:

and how it has been used. The report makes use

considerable media interest in and a media

this work involves, the type of funding received

of graphics and simple, immediate language to
present information about the Spanish Caritas

network (parish and diocesan Caritas), and the
programmes, awareness-raising campaigns
and advocacy actions it implements.

Caritas Spain also produces thematic reports,

such as the 2019 report on social and solidarity
economy17 which provides detailed information
on Caritas social economy enterprises, the
people they have trained and employed,
and the funding they have acquired.

Each year, the launch of the annual report generates
presence for Caritas Spain, enabling the organisation
to become more visible to the wider public and
be recognised as a reliable and transparent

organisation that achieves a positive impact.
Institutional Advocacy results:

The annual reports legitimise the work of Caritas
Spain by demonstrating the organisation’s
commitment to finding solutions for the

situations of people experiencing poverty,

and providing a clear evidence base for its
political and financial demands.

16. Caritas Spain’s national report 2018 https://caritas-web.s3.amazonaws.com/main-files/uploads/2019/10/MEMORIA-CARITAS_2018-web2.pdf
17. Caritas Spain’s report on social and solidarity economy:
https://caritas-web.s3.amazonaws.com/main-files/uploads/2019/05/Informe-econom%C3%ADa-solidaria-2018-Caritas.pdf
18. Formacio i Treball’s Reports webpage https://www.formacioitreball.org/es/la-fundacion/#transparencia
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Conclusions
and what’s next?

Planning and
implementing
a strategic
approach to
Institutional
Advocacy
T

aking a ‘strategic approach’ to Institutional
Advocacy for your Caritas is not necessarily
about having a specific strategy in place
(although this may be a useful tool for larger
Caritas). A ‘strategic approach’ is more about
a way of doing things: a set of strategic
considerations.

Your Caritas may already be ‘doing’ aspects of
Institutional Advocacy without a conscious or

deliberate effort. This handbook aims to help you

recognise different steps to situate your activities
and expertise in an overall framework that is in

itself strategic. The tips and milestones it presents

can help you to establish and develop a strategic

approach to Institutional Advocacy for your Caritas
that reflects your work to date, and supports the

best use of your available resources and expertise.
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Assess where you are at when it comes
to Institutional Advocacy...

and alliances, and section 2.4 on coordinating

In order to develop a strategic approach, it is

important to understand the position of your Caritas

Fix your priorities and choose
the right moment....

at, your strengths, the areas in which you might

Does your Caritas have recognised expertise

extent to which your environment enables you

contribute to an upcoming, related policy reform

in relation to Institutional Advocacy: where you are
be able to improve or extend your work, and the
to be effective.

> Use the questions in section 1.1.1 to assess the starting
position of your Caritas in relation to Institutional
Advocacy. Revisit these questions to review and

external visibility and communication.

and experience in a specific topic? Can you

or consultation? Does an external event such
as an election offer an opportunity for you to
pursue social or structural change in your
national context?

adjust your approach in future, as needed.

> Refer to section 2.2.1 for more information on

Set the strategic base...

and section 2.1.1 for approaches to building

To maximise impact for your Caritas and ensure the

most effective use of your resources, you can review

developing recognised experience and expertise,
relationships and choosing the right moment to
propose cooperation with public authorities.

your organisational strategy to identify where and

Mobilise your resources...

Advocacy considerations.

Building relationships with public authorities takes

> Use all sections in Part 2 of this handbook to

Institutional Advocacy, you might reflect on the

how you can incorporate and address Institutional

guide a review of your organisational strategy.

Identify, allocate and develop
organisational resources...
It may be useful for you to identify a specific

team or staff member responsible for overseeing

time and effort. When planning steps for ‘doing’

resources and expertise you have available for this
work, both from within your Caritas and via your
existing partnerships and alliances. Maximising

your resources in this context might also include
developing new, strategic alliances that can
support you to achieve your objectives.

and progressing the work of ‘doing’ Institutional

> Refer to section 2.3 for more information on

organisation prioritises this work, the responsible

associations representing the interests of people

Advocacy by your Caritas. To ensure your

team or staff position would need to be resourced

with long-term and secure funding, and supported

building partnerships and alliances, including with
experiencing poverty.

to disseminate relevant skills and knowledge within

Implement your strategy!

perspective by including resources to build your

You are ready! You have assessed your position,

in budgets for new projects and activities, and

Advocacy, and decided how the tools and

your organisation. You can support a long-term
organisation’s Institutional Advocacy capacity
by investing in additional training and skills
development.

> Refer to section 2.2 to guide your delegation of
Institutional Advocacy responsibilities to staff,

section 2.1.1 on building relationships with public

authorities, section 2.3 on developing partnerships

expertise and resources in relation to Institutional
approaches provided in this handbook can be of

use for the work of your Caritas. Implementing your
strategic approach to Institutional Advocacy will
take time and effort, but this handbook and the

wider Caritas network will remain as resources that
you can draw on to review, strengthen and gather
inspiration for your work.
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“

There is a kind of love that is ‘elicited’: its acts
proceed directly from the virtue of charity and
are directed to individuals and peoples. There
is also a ‘commanded’ love, expressed in those
acts of charity that spur people to create more
sound institutions, more just regulations, more
supportive structures. It follows that it is an
equally indispensable act of love to strive to
organize and structure society so that one’s
neighbour will not find himself in poverty.”
From Pope Francis’ Fratelli Tutti Encyclical Letter19

19. Pope Francis, Fratelli Tutti, §186. accessed October 10, 2020. Retrieved from
http://www.vatican.va/content/francesco/en/encyclicals/documents/papa-francesco_20201003_enciclica-fratelli-tutti.html
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