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ADVOCACY and NEGOTIATION

PURPOSE
To provide guidance to AAFBG members on advocacy and negotiation and guidelines for
AAFBG secretariat advocacy in support of AAFBG members.
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TERMS USED

Friends of Botanic Garden: is used as a short hand expression for an incorporated
association of voluntary members which support a botanic garden or an arboretum in
various ways, including to provide volunteer services.

Garden Management Authority: is the legal authority managing the land and property of
the botanic garden. This is usually a local government authority or state government agency.



1. ADVOCACY BY AAFBG MEMBERS

As community-based associations Friends of Botanic Garden groups have an important role
in advocating for the needs of their local botanic garden and for broader conservation goals.
Issues might arise on the plans or actions of a local Garden Management Authority affecting
the interests of a Friends of the Garden group which require negotiation. The key to success
for both advocacy and negotiation is good preparation.

1.1 EXAMPLES OF ADVOCACY ISSUES

A Friends of Botanic Garden group may advocate on an issue directly affecting their local
botanic garden and may decide to lend their support to help advance broader conservation
goals which align with the aims and purpose of the Friends group.

Advocacy issues may include:

¢ Funding needs to maintain a botanic garden, or to build or repair a facility

e Appropriate use and activities in the garden, or access to garden facilities

e Land uses around a botanic garden which affects its amenity

e The management of volunteers in a botanic garden

e A broader conservation issue such as protecting a rare plant or nature refuge

1.2 METHODS OF ADVOCACY

The most efficient first choice option to seek a solution to a problem is through direct
representations and negotiation with the relevant decision maker. When that fails the issue
may need to be scaled up to a more public advocacy campaign.

PRESENTING THE CASE AND SEEKING AN ACCEPTABLE SOLUTION

e DPrepare a Background Brief outlining the problem, the evidence, the possible
solutions and some tests for an acceptable negotiated solution.

e Write letters and make submissions to outline the problem and possible solutions

¢ Organise meetings with decision makers to seek a negotiated solution.
Meetings are an opportunity to understand what other factors or constraints may
affect the decision maker so as to inform the scope of possible solutions.

¢ Follow up on agreed actions to maintain momentum towards resolving the issue

SCALING UP TO A PUBLIC ADVOCACY CAMPAIGN IF REQUIRED

e Draft an Advocacy Campaign Plan, based on the Background Brief, adding campaign
options which can be scaled up as required.

¢ Communicate the issue to members and supporters and asking them to make a
representations or submissions to the decision maker in support of the solution

¢ Organise public meetings and events to publicise the issue and the solutions sought

e Use the local media or other public platforms to highlight the issue and the possible
solutions. As a courtesy to keep the door open for negotiation, inform the decision
maker prior to public release about the media release or story.



1.3 PREPARATION FOR AN ADVOCACY CAMPAIGN

If the issue cannot be resolved easily by attempts at direct negotiation using the Background
Brief the next step is to develop an Advocacy Campaign Plan.

The Advocacy Campaign Plan should address the following questions:

FROM THE BACKGROUND BRIEF
e What is the problem and the evidence base for the problem?
e What are our objectives?
e How are this aligned with the purpose of our group?
e What are the possible solutions we propose?
e What are our tests for an acceptable negotiated outcome?
e  Who are the decision makers on this issue?
e What might influence these decision makers?
e What research do we still need to do?

ADDING A CAMPAIGN PLAN
e  Who else might support our objectives outside of our group? (potential allies)
¢  Who and how can we gain broader support for our objectives?
e What campaign methods can we use to present our case and seek solutions?
¢  When and how will we scale up these methods if required?

CAMPAIGN PROTOCOLS
¢ Who has authority to speak for the group and to negotiate a possible solution?
¢  Who needs to be consulted, and how, before a proposed solution is agreed?
¢ How will the campaign be evaluated and revised as it is implemented?
¢ How will we maintain political neutrality? (See ACNC Guidelines)

1.4 CHECKING THE ADVOCACY CAMPAIGN PLAN BEFORE STARTING

The preparation of an Advocacy Campaign Plan should be discussed and agreed within the
Friends of Garden group before proceeding. Any internal differences on goals or methods
and what constitutes a minimum acceptable outcome need to be resolved before starting.

The campaign protocols are also useful to help manage risks to the reputation or charitable
status of the group. Refer to the ACNC Guidelines on Advocacy below.



2 PREPARATION FOR NEGOTIATION

Seeking to negotiate an acceptable outcome to a problem should be the first step in any
advocacy campaign. Good preparation improves the chances of finding a mutually agreed
solution or helps to inform what is required to find a solution.

2.1 NEGOTIATION PREPARATION CHECKLIST
STEP 1: Brainstorm some possible solution options

e Assuming you already have a clear idea of the problem and the possible solutions
from your perspective conduct an exercise to “put yourself in their shoes”. Consider
the likely factors affecting the decision makers. What is in their interests?

e Research or clarify the current stated position of the decision maker and consider the
possible options or solutions they might propose. Think about what might influence
the decision maker on this issue, or just ask!

STEP 2: Prepare a negotiation meeting plan

e Prepare a negotiation meeting brief including: the problem/issue, your possible
solutions or steps towards finding a solution, the evidence base or benchmarks being
applied for these solutions, and any assumptions you might want to seek more
information about with the decision maker.

e Clarify how the case will be presented and who is authorised to negotiate for your

group.
STEP 3: Be ready to listen and respond in the meeting

e Present a concise summary of the problem/issue and possible solutions to the
decision maker. What do you want? By when? There is nothing more frustrating to a
decision maker than not being able to understand what you want and why.

¢ Based on what you assume may be the factors influencing the decision sought have a
list of questions ready to elicit information and test your assumptions!

e Drawing on the preparation brief and after seeking to understand the perspective of
the decision maker, offer some solutions which might be agreed, or offer some steps
toward finding a solution which can be explored further. Be open to new ways to
address the problem which may emerge during the meeting.

STEP 4: Record and check meeting outcomes and follow up actions

e If a solution is agreed make sure to accurately record the agreement, or the actions
and timeline agreed to explore options. Who will do what by when.

e Check with the decision maker that your understanding is the same as theirs.

e Check with the decision maker who has the authority to make a final decision.



2.2 OTHER USEFUL STEPS PRIOR TO NEGOTIATON

Consider the alternatives if no agreement can be found: your ‘BATNA’
e What are the likely consequences to your group if you cannot agree on a solution?
e  What might be the likely consequences for the decision maker?
e What are the alternatives for your group if no agreement can be reached?

This is often referred to as the ‘Best Alternative To a Negotiated Agreement’ (BATNA).

It is better to consider this before a negotiation as it may help inform the scope of an
acceptable outcome in light of the potential consequences of failing to reach an agreement.

Improving relationships with decision makers and genuine consultation

If the issues your Friends’ group are seeking to resolve are part of a key ongoing
relationship, such as with the Garden Management Authority, it may be useful to do some
more preparation which could be offered as part of negotiation meeting.

e Summarise how the current relationship is working.
e Articulate how your group would prefer the relationship to work.
e Consider possible steps to move toward how you would like the relationship to work.

A common area of misunderstanding is what constitutes genuine consultation.
Decisions which are already made and then “consulted on” is really just information

sharing, not consultation. Genuine consultation means the decision is not yet made, or can
be changed, in the pursuit of finding a mutually agreed solution.



3 GUIDELINES FOR AAFBG SECRETARIAT ADVOCACY

Advocacy by the AAFBG secretariat is undertaken to represent the broader interests of
AAFBG members. This includes to government agencies and to other organisations such as
BGANZ as outlined in the AAFBG Rules and Strategic Plan. The AAFBG secretariat
conducts surveys and consultations with members to determine AAFBG advocacy priorities.

3.1 REPRESENTING THE INTERESTS OF AAFBG MEMBERS

The AAFBG secretariat has a limited capacity to undertake advocacy so choices need to be
made by the volunteer AAFBG Committee of Management based on the likely positive
benefits for members, the chances of success and the availability of resources.

e AAFBG has a primary advocacy role to represent the interests of Friends of Botanic
Gardens to BGANZ and to governmental organisations on issues which affect most
AAFBG members.

e AAFBG has a supporting role to assist AAFBG members to undertake advocacy on local
issues by providing guidance on methods, and in some cases to provide other support.

Preparation of a Background Brief

Before undertaking actions to represent the interests of AAFBG members a Background Brief
is prepared for the AAFBG Committee of Management to understand the problem and the
context, determine priorities, and consider how solutions might be advanced and how a
broader advocacy campaign might be resourced. If the Committee of Management
determines the issue warrants an advocacy campaign, a campaign plan is developed.

The Advocacy Campaign Plan addresses:

e The nature of the issue/problem being experienced by a number of AAFBG members
e The policy/regulation context and the decision makers or processes involved

e The possible solutions to the issue/problem

e The range of advocacy campaign methods the AAFBG may consider

Examples of issues which may be taken up to represent the interests of AAFBG members:

e The need for increased funding for botanic gardens generally

e Addressing barriers to AAFBG members from regulatory issues such as charity
regulations and the gaining of tax Deductible Gift Recipient (DGR) status for donations

¢ Common issues in the relationships between Garden Management Authorities and
Friends of Botanic Garden groups

e Adequately recognising and supporting the roles of volunteers in botanic gardens

Any advocacy campaign conducted by AAFBG with AAFBG members must be consistent
with the ACNC Guidelines on advocacy for charities.



3.2 ADVOCACY IN SUPPORT OF A AAFBG MEMBER

The primary role of AAFBG is to provide advice to AAFBG members on how to plan and
conduct an advocacy campaign on a local issue. In some cases the AAFBG secretariat may
be able to provide examples from other AAFBG members on how the same or similar issue
was resolved. AAFBG can also facilitate networking amongst those members.

Letters of Support

The AAFBG secretariat may communicate support for the AAFBG member’s objective to a
local decision maker via a letter of support. AAFBG Members should provide sufficient
background information on the issue and a draft of the request of AAFBG to include in the
letter of support.

If the issue being addressed by a AAFBG member has the potential to have a much broader
impact for other AAFBG members, the AAFBG Committee of Management may decide to
take up the issue as a broader AAFBG Advocacy Campaign.

4 BACKGROUND REFERENCES

4.1 AAFBG PURPOSE AND OBJECTIVES

STRATEGIC PRIORITIES OF AAFBG

1. To advance awareness of the value of botanic gardens and the role of volunteers

To promote the roles of Botanic Gardens in providing environmental and community benefits and to
recognise and celebrate the work of volunteers around Australia to maintain Botanic Gardens and
provide quality visitor and educational services.

2. To foster collaboration with BGANZ, governmental organisations and others to support
members advance their local goals

To enable the general views and interests of AAFBG members to be advocated to BGANZ,

governmental organisations and others and to support AAFBG members with resources and advice to

advance their goals for botanic gardens in their local context.

EXTRACT FROM THE AAFBG RULES

The purposes of the AAFBG Association are:

e to encourage and support the growth of groups or associations interested in the conservation,
development, environmental well-being and public appreciation of botanic gardens,

e torepresent the interests of Friends of Botanic Gardens throughout Australia, New Zealand and
non paying international affiliates.



4.2

ACNC Guidelines on Advocacy

ACNC: Australian Charities and Not-for-profits Commission (www.acnc.gov.au)

1. Core Principles & Legal Requirements

Purpose Alignment: Advocacy must directly advance the charity's stated purpose (e.g., a
mental health charity advocating for better mental health services).

No Disqualifying Purposes: An organisation will lose its charitable status if its main purpose
is to support or oppose a political party or candidate, or if it engages in unlawful activities.
Political Neutrality: While a charity’s policy positions might align with a specific party, it
must not act as a "mouthpiece" for any political party.

Public Benefit: The advocacy must generally be aimed at public benefit, rather than private
benefit for individuals.

2. When Advocacy Becomes "Political" (Rules & Risks)

Elections: There are heightened risks during election periods. Charities can compare party
policies against their own goals, but should not explicitly state "vote for X".

Referendums: Advocacy on referendum questions is permitted, but new, stricter reporting
rules apply if a charity spends more than $15,200 (as of 2024/2025 updates).

Distinction: A charity can advocate for a change in law (e.g., "we need stricter domestic
violence laws") but should not advocate for a change in government (e.g., "vote out party Y").

3. Best Practices for Advocacy Policies
Organisations should establish an internal advocacy policy that includes:

Authorisation Protocols: Defining who can speak publicly (e.g., only the CEO or Chair).
Evidence-Based Approach: Using data, research, and real-life stories to support claims.
Transparency: Clearly identifying the organisation when communicating with politicians or
the public.

Strategic Alignment: Ensuring advocacy is aligned with the organisation's mission.

4. Permitted Advocacy Activities
Community organisations may legally:

Make submissions to government inquiries or for budget consultations.
Meet with MPs and officials to discuss policy changes.

Conduct research and publish reports.

Organise, promote, or participate in public debates.

Organise petitions or public rallies.

5. Managing Risks

Reputation Management: Consider how public advocacy might affect the organisation's
reputation with stakeholders.

Board Approval: Major campaigns, particularly those targeting specific politicians, should
have board-level approval.

"Gag" Clauses: Be aware of potential restrictions in government funding contracts that might
restrict the ability to speak out.

ACNC Disclaimer: This information is based on Australian charity law (ACNC) and general community sector
standards. Legal advice should be sought for specific, high-risk advocacy campaigns.



510 Template: BACKGROUND BRIEF

For the example of increasing donations by gaining tax deductibility.
(Deductible Gift Recipient or DGR status).

The problem(s) being addressed
Our botanic garden needs significant additional funds to address needs.
We failed to gain DGR status which will help to increase donations.

Why this is a problem and supporting evidence

Facts and figures on funding needs for our garden and current level of donations.

The lack of DGR status is restricting our ability to attract donations for garden projects.
Some Friends groups have gained DGR status. Others are having difficulty.

Our objectives
(Overall) To significantly increase donations for botanic garden projects.
(Specifically) To gain DGR status to help increase donations for garden projects.

Alignment with the purpose of our group
Is aligned with the purpose in our constitution to raise funds for the botanic garden.

Possible solutions (try to think outside the box and brainstorm all possible solutions)

a. The government changes the criteria to determine eligibility for DGR status for
environment organisations to allow general donations for botanic gardens.

b. Our group negotiates an application for DGR status which meets the criteria.

c.  We find other ways to raise significant funds for the garden without DGR status.

The decision makers on this issue

Solution a: the Minister/Government with support of MPs - requires a change to the criteria.
Solution b: Government officials who recommend DGR eligibility to the Minister

Solution c: we are! seeking the help of experienced fundraisers on other ways to raise funds

What might influence these decision makers?
Solution a: Compelling evidence and a big public campaign with other botanic gardens
Solution b: an application which meets the criteria enabling DGR status to be granted.

The tests of an acceptable outcome

Solution b: We gain DGR status for donations which meet the criteria as applied by the
Government. This may restrict the scope of how those donations can be used but is workable
to help increase donations to meet the needs in our garden.

More research to do

To check with Government officials: what would meet the criteria in an DGR application on
the scope of use of tax deductible donations in a botanic garden? Any other requirements?
How have other Friends groups successfully gained DGR status?

How have other Friends groups raised significant funds without DGR status?



ADVOCACY CAMPAIGN PLAN

This example outlines a campaign plan limited to seeking one objective: gaining DGR status.
The full plan will have details of what, who and when for the campaign options and actions.

Possible broader support to meet our objective?
e AAFBG assists with advice and support.
e Other Friends groups also seeking DGR status

Campaign Options and Actions

Stage 1

e Seek advice from AAFBG, and from other Friends groups who have gained DGR status

o Test the eligibility of an application with the Government which meets interpretation of
the criteria as informed by others and determine what else may be required.

e And/or, we raise the problem with the Minister on how the criteria are being restrictively
applied and suggest a different way to apply the current criteria or to amend the criteria.

Stage 2 (if required)

e Ask AAFBG to write a letter of support, based on research and advice received
e And/or, seek the active support of our local MP to raise with the Minister

e And/or, we ask other Friends groups to support us in applying for DGR status

Stage 3 (if required)

e We brief and seek the support of a number of other MPs across all parties

o  We seek AAFBG assistance to launch a public campaign with other Friends groups
e We raise the issue in media stories highlighting some particular needs in our garden

CAMPAIGN PROTOCOLS

Who has authority to speak for the group and to negotiate a solution?

The President speaks on behalf of the group.

The Office Bearers are authorised to negotiate a solution and to manage the campaign
including to evaluate progress and recommend next steps to the Friends Committee.

Who evaluates and revises the Campaign Plan?
The Friends Committee at regular meetings.

What consultation is required before accepting a solution?
The Friends Committee. And/or the Friends members at a special meeting.

How will we maintain political neutrality?
All public statements and content of campaign actions to be checked as being non-partisan
and consistent with the objects of the Friends and be authorised by the President.



5.2 Template: NEGOTIATION PREPARATION BRIEF

PREPARATION FOR MEETING

e How will the problem and our solutions be presented? (a briefing document?)

e What evidence/standards can we present in support of solutions?

e List of the decision makers we are meeting with: (names and roles)

e  Who will lead the negotiation for us? (Who leads off, who assists, who takes notes)

NEGOTIATION FRAMEWORK

The problem being addressed is: (in a sentence)

What is in our interests? Our possible solutions are:
List all your possible solutions or steps towards finding a solution.
Add references to supporting evidence for your solutions.

What is in their interests? Their possible solutions may be:

Brainstorm in advance the possible solutions you think they might suggest based on your
understanding of what is their interests.

List questions to check your assumptions or to clarify what is in their interests.

Leave blank space to write down the solutions they offer.

OPTIONS GENERATED IN THE MEETING
Leave lots of blank space to write down options which are developed or offered in the
meeting which address both sets of interests, or are steps toward a mutually agreed solution.

Agreements or Actions to follow up

List any solutions or actions to follow up from the meeting (who, how, when):
Check there is a shared understanding on any agreements or list of actions.
Check who to communicate with in the follow up.

Final Decision Making
Check the process and who has the authority to make the final decision on their side.
Inform the steps/authority needed from your side to make a final decision.

ONGOING RELATIONSHIP (If this issue is part of an ongoing problem)

How would your group describe the way the current relationship is working?
How would your group prefer the relationship to work?

IN THE MEETING TO DISCUSS:
What appears to be causing the current problems? Seek perspectives from their side.
What actions can we take to address the problem and improve the relationship?



