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AD V O C AC Y  TO O L S  &  
TIP S  

A tip sheet from the National Trust’s Northeast Office  
• Oftentimes your opponent is not really who you think it is… Find out what’s 

g oing  on “b ehind the scenes.” 
• Is it an individual or corporate entity? 

• Is it the g overnment and, if so, local, state or 
federal? W hat are the implications for each 
type of g overnment involvement? 

• Is it your neig hb ors? If so, how can you g ain 
their support? 

• Identify the opposition and find out what they 
respond to. 

• K now the political connections of your 
adversary. W ho do you know that mig ht have 
similar connections and support your effort? 

• Follow the money and who stands to profit. 
W hat’s in it for them? 

• W hat’s the motivation? On the surface it may 
not b e clear. D o some dig g ing . 

• T hink methodically ab out strateg y and g o 
into b attle b y trying  to offer something  they 
want and the unattainab le. Offer something  
the other side couldn’t g et on their own. T ime 
mig ht b e a carrot to dang le. B attles take time 
and time often translates into money and loss 
of revenue. 

• B e aware of hidden ag endas leading  you down the wrong  path. D on’t b e 
naive and research all possib le ang les from the start. 

• D on't b e caug ht off-g uard b y doing  your homework and research, research, 
research. U se your investig ative skills to check the laws, any conflict of 
interest and cost-b enefit analysis for all actions. 

K now  Yo ur O p p o nent 

C lear U p M isconceptionsC lear U p M isconceptionsC lear U p M isconceptionsC lear U p M isconceptions    
• M yths, miss-truths and outrig ht lies can b e very harmful and distract from 

the real issue in time of b attle. B e wary of the conseq uences when claims 
come from seeming ly credib le sources. K now when to respond and when 
to lay low and hope it b lows over. 

• D isting uish the people from the prob lem b y sticking  to the facts and 
leaving  out personal attacks or justifications. 

• B e prepared with a well-thoug ht out position statement on why the 
threatened resource should b e saved. 

• A nticipate having  your points b eing  attacked. 

• From the start, send a clear messag e on what you want. D on’t b e wishy-
washy or g o b ack and forth on the g oal. Otherwise you’ll lose credib ility 
and respect and will b e less likely to b e taken serious. 

• D on’t stoop to opposition’s level, b ecome involved altercations or b e 
“b aited” into making  your g roup look foolish. M aintain focus, credib ility and 
smile even when you know they’re lying  to you. T here will always b e a next 
time. 
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• E nlist support of other special interest g roups 
to your cause. H elp draw the connections to 
their effort/cause and “power of collab oration” 
b y reaching  out to environmentalist, housing  
advocates, etc. 

• B e proactive and practice damag e control b y 
talking  with N IM B Y s, property-rig hts advocates 
and others b efore they make you look b ad. 

• K now your preservationist. If it’s a strictly local 
issue, don’t expect strong  state and national 
attention. 

• K now when to call for help from your statewide 
preservation nonprofit, state historic preserva-
tion office and/or N ational T rust for H istoric 
P reservation. C all them from the start, maintain 
reg ular contact and keep them “in the loop,” 
and don’t wait until the “11th hour.” 

• U nderstand what the various local, state and 
national preservation org anizations do, their 
differences, how they individually can help, as 
well as their limitations (such as ab ility to pub -
licly advocate on b ehalf of your effort. ex. pri-
vate nonprofit vs. state g overnment). 

• B uild support from non-traditional sources with 
influence, such as the local b usiness commu-
nity, homeb uilders, b oard of realtors, etc. 

• T o counter the intimidation factor and g et the 
opposition to take notice, find a pro-b ono at-
torney tolend advice. 

C lear U p M isconceptionsC lear U p M isconceptionsC lear U p M isconceptionsC lear U p M isconceptions, continued 

• D on’t point out prob lems unless you’re pre-
pared to offer or work on a solution. 

• For newly formed g roups with little credib ility 
or track record, enlist help from more estab -
lished preservation partners, throug h letters of 
support, site visits, presentations, news articles, 
testimonials, etc. 

• U se economics and the “b ottom line” to help 
support your cause b y working /out the eco-
nomic arg uments (use of tax credits and sav-
ing s, added cost of demolition versus saving  
b uilding , increased property values in historic 
districts, etc.) 

• B e ready with fact sheets, b rochures and fliers 
to inform the pub lic, media and decision-
makers. 

• A ppeal to the heart as well as the head. D on’t 
rely on heritag e or “feel g ood” stories to “make 
the save.” N eed other b ack ups, like economics 
where easy to g et attention and decision mak-
ers are more likely to listen to the “b ottom 
line.” 

Vallejo, CA Identify the P layers and R olesIdentify the P layers and R olesIdentify the P layers and R olesIdentify the P layers and R oles    

• D on’t surprise elected officials b y making  them 
“look b ad.” It results in a short-term win with 
deadly, long -term conseq uences. 

• A void trying  to “train” your elected officials on 
preservation issues or force it down their 
throats. Instead invite them to attend your 
meeting , once, twice, three times… 

• K now the rules and process for conducting  
pub lic meeting s. 

• D on’t deny existence of the “G ood Ole B oy” 
network. Instead use it to your advantag e. 

• T iming  is everything . D etermine when the b est 
time is to ask for support or funding . D on’t ask 
for money after the b udg et has just b een 
passed. 

• D on’t assume that one meeting  is enoug h to 
g et your messag e across. 

• D on’t stop after the issue is decided. K eep g o-
ing  and “stay in their face” to win other b attles, 
b uild credib ility and estab lish a reputation. 

• R emain clam at all times and b e rational. 

• Show solidarity and g et attention (ex. yard 

• Set aside personalities – from b oth the opposi-
tion and internally within your preservation or-
g anization -- and stick to issues. 

U tilize the P olitical ForumU tilize the P olitical ForumU tilize the P olitical ForumU tilize the P olitical Forum    
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P olitical ForumP olitical ForumP olitical ForumP olitical Forum, continued U se 21st C entury Technolog y                  U se 21st C entury Technolog y                  U se 21st C entury Technolog y                  U se 21st C entury Technolog y                  
(list-serves/email/web) 

M anipulate the M ediaM anipulate the M ediaM anipulate the M ediaM anipulate the M edia    

sig ns, tie yellow rib b ons to porches/trees to 
sig nify support) 

• D on’t confront others with a pre-set judg ment 
that he or she is wrong  or at fault. 

• M ake req uests, not demands. R espond, don’t 
react. 

• D on’t b e intimidated b y the media and instead 
cultivate relationships with reporters. 

• T hank the media and recog nize their efforts 
when they write favorab le articles and invite 
them to meeting s. 

• D esig nate a g ood media spokesperson from 
your preservation g roup and stick to it. P ick 
someone who is articulate, is up to speed on 
the issue and is availab le when the media calls. 

• M ake it easy for the media b y feeding  them the 
facts and information and working  around their 
deadlines. 

• U se the media wisely instead of letting  the me-
dia using  your emotions ag ainst you. 

• T ry ag ain and don’t b e discourag ed if some-
thing  you send isn’t pub lished. 

• V olunteer to write a newspaper article or col-
umn. 

• C hoose your words wisely and know when to 
say, “no comment” or “I don’t know. Let me 
check on this and call you b ack.” 

• K eep your messag e simple. 
• U se “M ost E ndang ered” listing s to g ain the me-

dia, pub lic and pub lic official’s attention. T hink 
carefully on what you choose to list and define 
as a “save” or “loss.” 

• T iming  is everything . K now what will g et the 
media's attention (ex. stag e a march/protest, 
issue arm b ands, create posters for visual ef-
fect, etc.) 

• C hoose the rig ht media and understand their 
differences and who will b e interested in your 
messag e (local press vs. assoc. press / televi-
sion vs. print ) 

• M ake reg ular “pitches” for mag azine articles to 
your preservation partners at the state and na-
tional levels. 

• R each out to the media with your g ood news 
and “saves” too. P reservationists don’t use our 

media as effectively as when we lose a b uilding  

as well as when we save a b uilding . 

• D evelop phone and e-mail “trees” with a variety 
of individuals for multiple issues. 

• C reate an updated list-serv to keep everyone “in 
the loop” on the latest news and upcoming  
events to avoid time-consuming  evening  meet-
ing s. 

• T hink strateg ically ab out the pros and cons of 
including  your adversaries on your list serve. It 
will help them keep apprised b ut b ecause it is so 
easy to use, it can also b ackfire. (ex. N ot every-
one participating  may b e aware that the opposi-
tion is also reading  the email.) 

• Form an e-mail network for “hot” emerg encies. 
• U se dig ital imag es strateg ically to b uild support. 

A  picture is worth a thousand words and mig ht 
g et attention. B ut avoid sending  too many and 
slowing  down e-mail systems. 

• U se the “B C C ” function to protect your e-mail 
contacts and conceal whom you are sending  an 
e-mail to. 

• K now that people will forward your e-mail so 
b eware that someone you never intended mig ht 
b e reading  your messag e. 

• U se e-mail strateg ically to rally and involve 
more people. Focus on up-to-the minute up-
dates and b riefs to advocates stressing  why 
rig ht now is important, why they’re important, 
what they can do, and how they can do it. 

• U se your talents and do a q uick scan of your 

W eb site, M antou Sp ring s, CO  
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• If a “G ood Ole B oy” network exists, try working  
within its system to g et results. 

• T hink like the opposition and strateg ically on 
how you’ll b e perceived and interpreted. (E x. 
little old lady in tennis shoes as stereotypical 
preservationist). K now that first impressions 
exist and “play the g ame.” 

• W inning  a b attle is inherently tied to how you 
present the issue/threat and yourself and pres-
ervation g roup to the pub lic. 

• Y ou mig ht b e closer to ag reement than you 
think. Y ou mig ht b e pro-g rowth b ut a preserva-
tionist. T he opposition may b e neig hb orhood 
focused b ut not antidevelopment. 

• D ecide when and where you declare the oppo-
sition or decision-makers as the “enemy” and 
what are the implications? 

• K now the difference b etween “persuade,” 
“g ood faith,” “neg otiation,” and “litig ation” 

• D on’t b e b ullied b y false arg uments, heated 
deb ates or intimidated b y authority fig ures or 
“outside experts.” 

• D on’t assume anything  or b e naive. 

• T ry to avoid conspiracy theories. 
• K now deadlines, how to g et on ag endas, and 

ultimately b e invited to the tab le and b ecome  
“player” instead of b eing  viewed as an ob sta-
cle. 

• R ecog nize that historic b uilding s don’t stay 
“saved” as new threats are always looming . 

• D on’t talk past each other. It g oes b ack to not 
making  assumptions or that they “will do the 
rig ht thing .” 

• R eject “done deal” arg uments. 

• Is there room for b arg aining ? D oes your oppo-
nent need something  else down the road that 
could b e useful to your b attle (particularly rele-
vant for developers who always want more). 
C an you trade support? 

 

U se Technolog yU se Technolog yU se Technolog yU se Technolog y, continued 

g roup to see who is “computer friendly” and 
can help with desig ning  a web  pag e, e-mail 
network, desk-top pub lishing , etc. 

• U se e-mail only when it is g oing  to make a dif-
ference and no more than once a week. Other-
wise you can inundate your advocates (ex. 
“b oy who cried wolf” – people stop reading  
them after awhile). D on’t overload them and 
only report when there is new information. 

M aneuver T hroug h the M aneuver T hroug h the M aneuver T hroug h the M aneuver T hroug h the     
Ob stacle C ourseOb stacle C ourseOb stacle C ourseOb stacle C ourse    

• K now the rules that apply. 

• A sk the rig ht q uestions and the hard ones. 
D on’t assume the unstated. B e fair, b ut dis-
criminating  in what you choose to accept as 
the “truth” and “fact.” 

• Is there a local preservation ordinance in place 
to protect the resource in controversy? If so, 
contact municipal officials charg ed with imple-
menting  the ordinance. 

• A re special considerations needed, like a vari-
ance or rezoning ? If so, a process will allow for 
pub lic participation. 

• A re federal or state permits needed to advance 
the project and, if so, what are they and is pres-
ervation for historic resources a consideration 
for permitting ? C ontact your state historic 
preservation officer, and leg islative or cong res-
sional representative. 

• Q uote “scripture” to make your point. If an 
adopted master plan or comprehensive plan 
supports your position, b ring  it to the attention 
of the decision makers. B e wary of the flip side. 

• Fig ht capital with capital. R aise dollars throug h 
donations to fig ht the developers to hire attor-
neys, file court appeals or conduct independ-
ent feasib ility or impact studies to prove your 
point. 

• Investig ate and use petitions, remonstration 
and referendum processes where applicab le. 

• B eat them at the g rass roots. U se the power of 
numb ers to pack pub lic meeting s, handout 
leaflets at supermarkets, write dozens of letters 
to the editor, org anize a press conference, or 
make calls. 

• H ire a professional. W hen up ag ainst a heavy 

• C onsider a b attle as a strateg y rather than a 
fig ht. 

• K eep the issue out in front of the pub lic. B e te-
nacious and “in their face” (the sq ueaky wheel 
g ets the oil). 

• K now that b attles often come down to the 
“character” or “q uality” of an area – not just the 
loss of a b uilding . 

• A void crossing  the line b etween playing  the 
g ame and losing  your integ rity and preserva-
tion ethic. 

• K now what you want to g ain and the expecta-
tions. W hat are your short and long -term 
g oals? T here may b e value of multiple out-
comes. 

• Find the “win-win” where you can appeal to the 
needs of the opposition, and at the same time, 
achieve the g oal of saving  the b uilding . 

M anipulate Tools and R ulesM anipulate Tools and R ulesM anipulate Tools and R ulesM anipulate Tools and R ules    
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• K now that “b urnout” is likely, especially consid-
ering  that most preservation b attles take years, 
sometimes decades to settle. A dvocacy and 
adversarial situations can wear the preserva-
tion “soul” out and b e very emotional. K now 
that “b urnout” is likely, especially considering  
that most preservation b attles take years, 
sometimes decades to settle. 

• A void b urnout and loss of momentum b y shift-
ing  roles and responsib ilities. Over time, lead-
ers will come and g o, impacting  your g roup’s 
enthusiasm, commitment and g eneral effec-
tiveness. 

• T ag  team memb ers as g roup leaders and con-
tinually rotate memb ers. Find your talent pools 
and plug  into the needed roles (ex. g raphic de-
sig ner to help with the newsletter, fliers). P ut 
team tog ether and start b y identifying  the roles 
of who will do what in the process. 

• D on’t b ecome insulated and instead reach out 
to new people and ask for help. W ith the hig h 
turnover in any g roup, there will g enerally b e a 
committed core g roup who will do the work. 

Tools and R ulesTools and R ulesTools and R ulesTools and R ules, continued 

hitter, recog nize your limitations and b ring  in 
some help. M ost communities have a political 
consultant nearb y, someone who can develop a 
media campaig n and understand how to g et a 
floppy disk full of town voters with phone num-
b ers. Some developers use hired g uns; so 
should anti-development forces. 

M ishaw aka, IN  

R ecog nize the H uman TollR ecog nize the H uman TollR ecog nize the H uman TollR ecog nize the H uman Toll    

• K now what you can “live with” if a compromise 
or mitig ation is the most likely outcome (ex. 
moving  the b uilding ). 

• A t an impasse, sometimes you have to ag ree to 
disag ree and move on. 

• K now what b attles to leave for another day 
and which ones to take on. If you neg otiate, 
put it in terms of what it means to all parties. 

• If you compromise, b e prepared to explain to 
your constituents why you did it. 

• D on’t assume that someone must win and 
someone must lose. W hen discussion reaches a 
stalemate, examine the interests b ehind peo-
ple’s positions. Look for the next most-
acceptab le alternative. 

• K now when to draw the line and make a con-
troversial decision. D ecide when to choose in-
stead to take the safe road and avoid making  
an enemy. 

• P ick your b attle. Is the cause worth the fuss? 

• K now that you can lose a b attle b ut g ain a 
process as a result. T ry to g et something  out of 
the b attle. Failures can result in measurements 
of success, like a new preservation ordinance, 
formation of new g roup, and support for the 
next “save.” 

• C reate a process for picking  b attles when more 
than one comes along  and know that some 
b attles will choose you. 

• B e strateg ic in choosing  a b attle and why (ex. 
Oldest b uilding  in town, sig nificance, etc.). D o 
you choose b attles that you have b est chance 
of winning  with b road pub lic support? D evelop 
criteria for intervention and stick to it. 

• R eserve your energ y and focus on the long -
term prob lem. C hances are, the issue faced 
here will resurface in your community unless a 
long -term solution is put into place 

• Just b ecause you're rig ht, doesn't always mean 
you will win. 

• K now that personal lives will suffer. D uring  b at-
tle, committed leaders will often let their per-
sonal life fall apart. K now that after b attle 
memb ers may need recovery period b efore 
taking  on the next b attle. 

• C eleb rate the “positives” of b attles. A s an unin-
tended conseq uence, b attles draw people to-
g ether, crossing  economic, ag e and cultural 
lines. P eople who never would have met other-
wise often b ecome lifelong  friends. 

K now W hen to G amb le &  K now W hen to G amb le &  K now W hen to G amb le &  K now W hen to G amb le &  
W hen to FoldW hen to FoldW hen to FoldW hen to Fold    



A dditional R esourcesA dditional R esourcesA dditional R esourcesA dditional R esources    

 A fter you have taken steps to follow the advice con-
tained in this tip sheet, you may find that you need fur-
ther help or information. W hat follows is a description of 
the major types of preservation org anizations that exist 
in your state.  
 
S tate H istoric P reservation Office (S H P O) S tate H istoric P reservation Office (S H P O) S tate H istoric P reservation Office (S H P O) S tate H istoric P reservation Office (S H P O)     
 A s the key state and territorial g overnment preserva-
tion officials, the SH P O conducts cultural resource sur-
veys, prepares statewide preservation surveys, prepares 
statewide preservation plans, nominates properties to 
the N ational R eg ister of historic P laces, reviews federal 
undertaking s for effects on landmarks, administers 
g rants-in-aid, helps certify projects for federal tax incen-
tives, provides pub lic education, cooperates with related 
state ag encies, administers historic properties and su-
pervises archeolog ical activities.  
 E ach SH P O’s responsib ilities include administration of 
the R eg ister of H istoric P laces, the review of S tate, 
county, and municipal projects for effects on historic 
resources, and staff assistance to the state historic sites 
council. T o find your SH P O, visit www.ncshpo.org /. 
 
S tatewide P reservation Org anizations S tatewide P reservation Org anizations S tatewide P reservation Org anizations S tatewide P reservation Org anizations     
 P rivate statewide preservation g roups serve as the 
network centers and representatives of local preserva-
tion activities within their states. T hey work with the 
SH P Os, assist local g roups, intervene in preservation is-
sues, advocate state leg islative support, provide mem-
b ership and educational prog rams, issue pub lications, 
eng ag e in real estate and revolving  fund prog rams and 
serve as preservation clearing houses.  
 
N ational T rust R eg ional Offices N ational T rust R eg ional Offices N ational T rust R eg ional Offices N ational T rust R eg ional Offices     
 T he eig ht reg ional and field offices of the N ational 
T rust represent T rust prog rams and services b y provid-
ing  assistance to preservationists within their reg ions. 
Y ou can find contact information for your nearest N T H P  
R eg ional Office, S tate P artner, or Local P artner at 
www.preservationnation.org /ab out-us/ 
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M ake P olitics W ork for YouM ake P olitics W ork for YouM ake P olitics W ork for YouM ake P olitics W ork for You    

• P olitical decisions are often made b ehind the 
scenes and without b enefit of pub lic input. 
K now that this activity exists. 

• B eware that politicians will say one thing  and 
think another. 

• G et out your vote and mob ilize numb ers. U se 
your power of numb ers to influence political 
outcomes. T he only thing  that truly affects a 
politician is the numb er of votes they won't re-
ceive in the next election 

• B ecome politically savvy and know who's 
friends with who, who funded who's campaig n 
and investig ate links. 

• C ontrib ute to political campaig ns. In our cur-
rent system, this is the only true leverag e you 
have. 

• R eward politicians with real awards or compli-
mentary letters to editor (g reat for their vita's) 

• A lways invite politicians to meeting s, rally’s, 
etc. even if they are not on your side. 

• E ven if you're not, enlist political active people 
into your cause. 

• Fig ure out who is up for re-election and use 
elections and position papers. A sk for opinions 
of the candidates, keep track of their perform-
ance and voting  records and distrib ute throug h 
your memb ership, newsletter, etc. 

• Support the politician at low-cost fundraising  
events. 

• Org anize g roups of local leaders and/or g rass-
roots preservationists to attend events with the 
politician. 

• M eet (face-to-face) with your politicians at 
least twice a year. 

• Look for opportunities and arrang e a pub lic/
press event each year in which the politician 
participates. 

• D evelop relationships with the politician’s key 
staff. 

• A void moralizing  (“it is your duty, that’s why 
we elected you”). 

• K now that people will do what’s g ood for them 

rather than what’s b ad for them. M ore often, 

people will also take a risk to avoid something  

rather than taking  a risk to g ain something . 

• B asic P reservation P roced ures, pub lished b y 
the N ational T rust for H istoric P reservation. 

• B uild ing  Sup p ort Throug h P ub lic R elations: A 
G uid e for N onp rofit P reservation O rg aniza-
tions, pub lished b y the N ational T rust for H is-

toric P reservation. 

• O rg anizing  for Chang e, pub lished b y the N a-
tional T rust for H istoric P reservation. 

• The Team H andb ook. P eter R . S choltes. Joiner 
A ssociates, M adison, W I, 19 9 2. 

• “C oalition B uilding  in the E lectronic A g e.” 
F orum  N ew s, M arch/A pril, 20 0 1. 

• “E ndang ered Landmarks: H ow to Save 
Threatened H istoric P roperties.” W isconsin 
P reservation Information, S tate H istorical Soci-
ety of W isconsin. 

• A B luep rint for Lob bying , pub lished b y the 
N ational T rust for H istoric P reservation. 

 
T itles pub lished throug h the N ational T rust for H is-
toric P reservation are availab le at 
www.preservationb ooks.org . 

For further reading …For further reading …For further reading …For further reading …    


