Moving past our Past

By Bineshi Albert  & Shash Yazhi Charley

Goal 

•
To name, acknowledge the challenges they face while putting them in right perspective to move forward with their work with passion.

Time

60 min (but could be up to 3hrs)

Participants

10-50

Materials

Flipchart paper

Large post it notes

Markers 

Printed timeline

Tape, etc.

Summary

We will take participant thru a process of naming issues and problems they face in their communities. We then will ask participants to share accomplishment of their communities (recent and historical). Thru reviewing a historical timeline a placing themselves and their work in that timeline we hope to get participant to view their work with power, passion and conviction.

Process

Example

10
Brainstorm Problems and issues

what burdens are you carrying with you? What issues and problems are worrying you right now? What have you been carrying for generations?
Notes: we are all the time carrying stuff, Heavy burdens. Some are directly connected with the work. Many times they are issues that exists out in the community. But they have a significant impact on us personally. We want to just name them. They are hear in the room with us all the time. Lets acknowledge them.
20 

Brainstorming Accomplishments

Small group sharing of accomplishments from their tribe, community, family and self. They will complete a notecard for each category. 

What are you especially proud of? What are you glad happened? Name something that has happened that continues to inspire you.

15 

Share the Accomplishments

Each person shares one with the small group.

Large group convenes. Share one good one from each group. 

Whole group post their accomplishments chronologically on the timeline.

15 

review and Whats next

10 mins
Look are where you have been. Some good and some bad. What do you think is the greatest accomplishment posted up there? something to note that is not posted – you are here. You made it to here. Your family survived. You survived. You are accomplishing good things.
5 mins

Homework. Think over next few days. What legacy do I want to leave? What small step do I want to take. What big leap do I want to make? What is my mark? Write it on a note and share it on this future side.

Intro to Community Organizing (40min)
Community organizing is a process where people who live in proximity to each other come together into an organization that acts in their shared self-interest. Unlike those who promote more-consensual "community building," community organizers generally assume that social change necessarily involves conflict and social struggle in order to generate collective power for the powerless. A core goal of community organizing is to generate durable power for an organization representing the community, allowing it to influence key decision-makers on a range of issues over time. Community organizers work with and develop new local leaders, facilitating coalitions and assisting in the development of campaigns. Organized community groups attempt to influence government, corporations and institutions, seek to increase direct representation within decision-making bodies, and foster social reform more generally. Where negotiations fail, these organizations seek to inform others outside of the organization of the issues being addressed and expose or pressure the decision-makers through a variety of means, including picketing, boycotting, sit-ins, petitioning, and electoral politics. Organizing groups often seek out issues they know will generate controversy and conflict. This allows them to draw in and educate participants, build commitment, and establish a reputation for winning. Thus, community organizing is usually focused on more than just resolving specific issues. In fact, specific issues are often vehicles for other organizational goals as much as they are ends in themselves.

Community organizers generally seek to build groups that are democratic in governance, open and accessible to community members, and concerned with the general health of the community rather than a specific interest group. Organizing seeks to broadly empower community members, with the end goal of distributing power more equally throughout the community.

What community organizing is not
Understanding what community organizing is can be aided by understanding what it is not from the perspective of community organizers.

· Mobilizing: When people "mobilize" they get together to effect a specific social change, but have no long term plan. When the particular campaign that mobilized them is over, these groups dissolve and durable power is not built. 
· Advocacy: Advocates speak for others instead of trying to get those affected to speak for themselves.

· Social Movements: A broad Social movement often encompasses diverse collections of individual activists, local and national organizations, advocacy groups, multiple and often conflicting spokespersons, and more, held together by relatively common aims but not a common organizational structure. A community organizing group might be part of a “movement.” Movements generally dissolve when the motivating issue(s) are addressed, although organizations created during movements can continue and shift their focuses.

· Legal Action: Lawyers are often quite important to those engaged in social action. The problem comes when a social action strategy is designed primarily around a lawsuit. When lawyers take the center stage, it can push grassroots struggle into the background, short circuiting the development of collective power and capacity. There are examples where community organizing groups and legal strategies have worked together well, however, including the Williams v. California lawsuit over inequality in k-12 education.

· Direct Service: Americans today often equate civic engagement with direct service. Organizing groups usually avoid actually providing services, today, however, because history indicates that when they do, organizing for collective power is often left behind. Powerful groups often threaten the "service" wings of organizing groups in an effort to prevent collective action. In the nonprofit world there are many organizations that used to do community organizing but lost this focus in the shift to service.

· Community Development[citation needed]: Consensual community development efforts to improve communities through a range of strategies, usually directed by educated professionals working in government, policy, non-profit, or business organizations, is not community organizing. Community development projects increasingly include a community participation component, and often seek to empower residents of impoverished areas with skills for collaboration and job training, among others. However, community development generally assumes that groups and individuals can work together collaboratively without significant conflict or struggles over power to solve community challenges. One currently popular form is Asset Based Community Development that seeks out existing community strengths.

· Nonpartisan Dialogues About Community Problems: A range of efforts create opportunities for people to meet together and engage in dialogue about community problems. Like community organizing, the effort in contexts like these is generally to be open to a diverse range of opinions, out of which some consensus may be reached. A Study circle is a good example of this. However, beyond the dialogue that also happens inside organizing groups, the focus is on generating a collective and singular "voice" in order to gain power and resources for the organization's members as well as constituents in the broader community. 

In Small Groups
· Provide definitions- give examples that have to be put in categories- small groups. Terms: programming, advocate, social work, direct service, community service, band aid vs. root cause, single person/family vs. entire community/collective, holding accountable. 

· Can we get 3 quick examples of things our communities have accomplished thru organizing. Historically or present day. (it might just be our own survival) Share fishing rights example, Tecumseh example, sacred sites example, IHCIA example, 

· There are so many problems in Indian Country. Won’t make progress if we don’t focus our attention and efforts. The desire may be to just put a band aid on the problem, because the wound is so bad, but really, we need to get out of the situation that is causing the injuries to our people.
Picking an Issue (50min)
Goals:

· To understand the difference between a problem and an issue.

· To understand the criteria used when picking an issue.
· To practice developing skills in choosing and developing issues.

I. Introduction (10min)
Issue campaigns are a reflection of the organization’s mission and values, and the ability to win those campaigns are a reflection of our power.  The affiliates of AJS & CCC share a common vision of organizations which build power, engage in direct action organizing and work on economic and racial justice issues.  
Problems vs. Issues 

Define a problem – Something that people feel strongly about, a source of distress…
Examples of problems: Housing, Racism, Poverty, Lack of Health Care, etc.

A problem is a bad thing; an issue is a specific piece of a problem that can be solved.  If you raise a problem without a solution or strategy you are complaining.  If you raise it with a solution and strategy that’s lead by the community, you are organizing.  Organizing involves identifying solutions that can be moved forward through an organized strategic plan. 
Take the problems and turn them into issues:

	Problem
	Healthcare
	Poverty
	Hunger
	Racism

	Issue
	Increase the number of IHS clinics and service providers to decrease wait times.
	People should earn a wage that supports their family
	Make more people qualify for Food Stamps
	Ensure that Native students are receiving the same college prep as non-native students.


Define an Issue – Issues meet the following criteria:

1. Compelling and Timely 

· It is widely and deeply felt  and commands attention

· Potential to affect a large number of people

· Potential to engage a large number of people into action

2. Specific and Achievable Goals

· Clear and specific gains to be made whether the issue is immediately winnable or not 

· Can be stated in one simple sentence with clear and specific solution

· We have the power and resources to advance our goals

· Clear cut target or decision-maker

· We can get organized within a timeframe that we control

· We have the power to frame the issue in the media

3. Builds the Organization

· We will be stronger after the issue is won or lost 

· Builds the organizations membership, leadership and funding base

· There are internal opportunities to do political education

· Unifying – it unites diverse and divided constituencies into new and unusual formations – including temporary allies and long-term strategic partners. 

· Builds and energizes people of color to join the campaign and organization

· Gives us internal opportunities to do political education on racial justice

4. Promotes our long term political values, vision and strategy for systemic change
· Demand is an intermediate step towards achieving our long term goals for systemic change.  (Addresses root cause of problems, rather than just the symptoms)

· Raises consciousness and promotes messages about systemic problems and solutions both internally within the organization and externally in our media work and in our demands.

· Builds strategic long-term alliances across constituencies, sectors, and issues to build a powerful movement for social justice

· Gives us external opportunities to highlight institutional racism in our data, media work etc

· Promotes a demand that promotes racial equity and economic justice
Conclusion:

· It is difficult to work on a problem.  In order for our organizations to build power and win we need to cut our problems into issues.

· As multi-issue organizations, we will constantly have to decide which issues to work on and when.  It is imperative that leaders and staff of our organizations understand how to evaluate which issues it makes sense to take on, based on the above criteria.
II.
Racial Justice Lenses—look for race dynamics on any issue picked.  (15 min)
On the idea of uniting instead of dividing, let’s take a couple minutes to look at an example scenario.  The goal of this piece is to give you one more important tool to use as you evaluate potential issues.  The other goal is to put on some funny glasses (hand out the funny glasses).  

· Okay, so let’s all try our glasses on.  Now take them off.  Now put them back on again.  Now take them off again.  Notice a difference?  That’s because these are some very special glasses: they’re your handy dandy racial justice lenses.  When you’re not wearing them, things look blurry so it’s easy to believe anything you hear – on the TV, on the radio talk shows, wherever.  But when you’ve got these glasses on, you have a clear vision of the world from a racial justice viewpoint.

· We could have another set of glasses for women’s justice issues, and another set for disability justice issues, but right now we’re going to focus in with our racial justice lenses.  We are focusing on race because we think that racism plays a fundamental, structural role in determining how our society is constructed.

· Now, what we’re going to do is look at a situation, first with our glasses off and then with our glasses on, and answer four simple questions:
· what’s the problem?
· who’s responsible?
· what’s the solution?
· what action should we take?
· Here’s the situation:  Imagine you’re driving along one day and you’re listening to the radio and there’s a talk show on talking about kids dropping out of the local high school.  Someone calls in to the program and points out that the drop-out rate for Native students is a whole lot higher than for Anglo students. You remember some of the neighboring families in your area have kids that dropped out of high school, so you figure it makes sense.  The radio show host says, “Yeah, and the moral of this story is that the American government needs to stop giving handouts to Native Americans to that they will learn the American work ethic.”
· Okay, so let’s call timeout now and answer the questions (using butcher paper chart as below):

1. First, let’s look at this from the perspective of the people in power, and what they want you to believe.  What is it that we hear all of the time?  Remember, your vision is blurry so you’re likely to believe anything (go through and fill out column in chart).
2. Okay, now let’s put on our super duper racial justice lenses and look at this situation again.  If we dig a little deeper, try to bring in other factors instead of just believing whatever the power people tell us, how could we answer the questions now?
	
	Fuzzy Vision – People in Power Perspective
	Racial Justice Lenses

	What’s the problem?
	Native students are lazy
	Racism, low expectations, insufficient support in school system

	Who’s responsible?
	The students
	School Board

	What’s the solution?
	Get a work ethic

	Principles for fair and full support for Native students; $$ to make it happen

	What action should we as community members take?
	Nothing
Dead end!
	Document stories, outreach in the community, demand change from the School Board, build pressure to win demands
Take action!


· Now, tying this back to the project of picking issues, how are the racial justice lenses important?
· If you didn’t have the glasses on, would you say, from the way we filled in the chart, that this is an issue to work on?  Probably not – it’s all individual responsibility and there’s nothing we can or should do.
· But if you put the glasses on, now what would you say?  Is this a defined issue that’s immediate, specific, winnable and would help build the organization?  Sure is, huh?
· So that’s why these glasses are so important: they can help you see things from a new perspective, see the injustice of patterns that before you might not have thought about, and, most importantly for us, help us see and decide together what some new and important issues could be for our organization.  And with that, we’re going to break out into small groups and practice defining and picking issues…

III.
Issue Evaluation Exercise (20 minutes)

· Break into groups of 3-5.  They need a recorder, a facilitator, and a reporter.  

· Each group should go through their specific scenario.  They need to draw out the problem and then the issue.

· After they’ve determined the issue and problem, each group should take it through the 4 criteria that each issue has to meet in order for your organization to work on it.  

· They should look at each issue from your organization’s standpoint, not another community group.

· For each issue, groups should look at it both with and without the racial justice lenses on, see what changes, and be prepared to share that with the group (there may not be big changes for every issue, but it’s important to put the glasses on to make sure we’re considering broader perspectives)  

· Groups will have 10 minutes, and then 2 minutes each to report back to the group.

IV.
Debrief (5 minutes)

Each group reports back how it ranked the various issues on the handout and explains the ranking.

Conclusion: As multi-issue organizations, we will constantly have to decide which issues to work on and when.  It is imperative that leaders and staff of our organizations understand how to evaluate which issues it makes sense to take on, based on the criteria we discussed.

We need to remember that issue campaigns are an expression of our organization’s mission – in our case to achieve racial and economic justice. 

It is important that our organization’s leaders and staff understand the difference between a problem and an issue, and develop the skills necessary to evaluate which issue(s) our organization should take on based on whether it is 1) compelling and Timely 2) specific and achievable goal 4) builds the organization and 5) promotes our long term political values, vision for racial and economic justice and strategy for systemic change
It is also important to understand how “race plays” and learn to see the race dynamics in issue to frame the solutions so that we can win.  

Issue Identification Worksheet

Select a: 1) note taker 2) reporter and 3) facilitator.  Pretend that you are members of a statewide multi-issue community organizing group that has a strong commitment to continue building a powerful multi-racial social justice organization. You have just won an important victory on an issue you have worked on for over a year. You want to keep up the momentum so that members stay active and new members join. Consider each of the problems below and then decide which ones would make good issues for your group to work on.  In the space provided, write down notes about the pros and cons for selecting each issue. Finally, rank the three examples from 1 to 3 with 1 being the issue you would most want to work on.
	Issue
	Pros
	Cons
	Rank

	A.   Juvenile Diabetes: 


	
	
	

	B.  Community Safety: Unemployment is on the rise in your community. With many people out of work there are increased numbers of young people looking for jobs and recreation.  Vandalism and theft are an increasing problem.  Some members have said that their sons have been stopped for no reason – they believe the police are using racial profiling to harass the youth.   Another group of members are adamant that what is needed is a stronger police presence in the community to prevent crime.


	
	
	

	C.  Unemployment: Your county has a very high unemployment rate.  No businesses in the county are hiring.  In fact, it appears that two major businesses will be laying off several more workers in the coming months.  Your county needs some new industry but you haven’t heard of any businesses interested in locating there.  One of the problems is that no one is promoting the attractive features of your county to outside businesses.  Very few unemployed people in the county heave joined your group but they need any help they can get.


	
	
	


Developing Common Responses:

Responding to “Rugged Individualist” Arguments with Community Values
	“Rugged Individualist” Argument
	Community Values Responses that Emphasize Shared Responsibility

	“All our problems will be solved if people just take personal responsibility for things.”
	* Personal responsibility is important, but it’s only one side of the coin.  Some problems are so big that we need to act together to solve them.

(add more responses here)



	“Individual freedom is what makes America great.”

	* What makes America great is the combination of values like freedom with values like community and shared responsibility.  None of these values alone make us great; we have to put them together.

(add more responses here)



	“Americans believe in choice and the free market.  We know that the most efficient and best way to run our country is to let the free market take care of things.”
	

	“We live in a dog eat dog world.  It’s everyone for themselves.  You’ve got to look out for number one.”
	

	“This country was founded on the motto: ‘Pull yourself up by your bootstraps!’ Don’t you believe in personal responsibility?”


	


POWER (10min)
How would you define power?

Is it good or bad in your eyes?

Are your organizations powerful?

It’s important to know how much we have on a particular issue or in comparison to others.

On what issue with what constituency are you powerful? 

While community organizing groups often engage in protest actions designed to force powerful groups to respond to their demands, protest is only one aspect of the activity of organizing groups. To the extent that groups' actions generate a sense in the larger community that they have "power," they are often able to engage with and influence powerful groups through dialogue, backed up by a history of successful protest-based campaigns. Similar to the way unions gain recognition as the representatives of workers for a particular business, community organizing groups can gain recognition as key representatives of particular communities. In this way, representatives of community organizing groups are often able to bring key government officials or corporate leaders to the table without engaging in "actions" because of their reputation. As Alinsky said, "the first rule of power tactics" is that "power is not only what you have but what the enemy thinks you have. The development of durable "power" and influence is a key aim of community organizing.

Photo Power Analysis

By SAGE Council, original concept from Jackie Warledo formerly of the Native Lands Toxics Campaign, updated by Bineshi Albert, Center for Community Change

Goal 

•
To have participants understand and develop their power analysis skills

Time

10-30 mins 

Participants

3-50

Materials

•
Photos

.

Summary

Have participant review and analyze various photos to see how power is expressed in groups, meetings, actions and events. Photos should be representative of the composition of the participants.

Process

(0.5)
Introduction

•
Welcome and Intro facilitators and participants

Steps:
· review photos spending a 1-5 mins on each for discussion
· what’s going on in this picture?

· Who is in charge?

· What are the others doing?

· Tell the real story
· Analyze & process. Have a discussion on each

· Conclude

Power Mapping

By SAGE Council, May 7, 2004

Credits and contributing info 

The Power Mapping training was developed from the Power Analysis Training of the Environmental and Economic Justice Project. The SAGE Council has modified these sessions to suit our needs.

Goal 

•
To look at a particular issue to identify the most strategic campaign path.

Time

2hrs 30min

Participants

4-40

Materials

•
Flipchart paper

•
Markers 

•
Tape

Optional

 •
Shapes pre-cut and large enough for the group to see

Summary

The process the group will go though will help identify allies, opponents and all the player of a particular issue. Each of these will be assess their power and position on the issue. These facts will help clearly identify what is the most strategic path for a campaign to take.

Process

(0.5)
Introduction

•
Welcome and Intro facilitators and participants

•
Explain the purpose of the power map as a tool.

•
Identify the issue

Brainstorm:
· Who are the players on the particular issue?

· Who has a role in this issue?


· Who are the decision makers?

· Who are the allies and opponents?

· Who are the unorganized groups?

· Who are the folks who seems to have a role but we don’t know what they are about, yet.


Each of the players listed need to be categorized as:

Decision maker – An individual, agency or government that can make a definitive decision about your issue. (ie, tribal council, city council, state legislator, president, etc.)

Group – Unorganized group of people or specific constituencies who are impacted by the issue or can have influence over the issue (ie. Neighborhoods, tribal members, general public, media, etc.)

Player – An organized group that is involved in influencing the issue (ie. Community organizations, business associations, student groups, churches, etc.). Corporations can fall in this category or in the previous. Individuals are in this category although they have power based on money or influence. Other we may have be a decision maker on another issue but not your issue  fall in this category.

Prioritize 

Shorten the list as needed and appropriate with the issue. Take time into consideration. Twenty is a good number to work with a small or large group. Leave the others up if later needed as strategies are being identified. Also leave a few blank for this same reason.

Assess & process

Take each category and place them on the map. They are placed according to the following two questions: 

· How much power do they have? 

· Where do they stand on the issue? 

Take special care in being realistic about the relationship of each player to the other. (example: director of City Planning most likely does not have more power then the Mayor of the city.)

Analyze 

Now take a look at the map. Who has the power? How can we change that?

Identifying the strategy

What is the best route for us to take? Who can we work with to get a better power position? Whose position can we change?

Conclusion 

What do you need to do next?

Creating Community Buy-in (40min Δ 55) 
A large distinction between most programming and service oriented projects and organizing is the fact that in community organizing, the community directs the work. You can not call your work “organizing” without community input and direction. The community is invaluable to organizers. 
1) Overview of Basebuilding (20 min total)

a) Why do we recruit? 
Quick Brainstorm:

· We believe people affected by issues should determine what happens! 

· Build constituents to move economic & racial justice – low-income people, people of color.

· strength in numbers – show decision-makers we have power to turnout & influence people

· leadership development – invest in members to become leaders

· more people mean more ideas & skills

· more work gets done – can’t do it by ourselves

What are ways that we engage the community in our work now?

Remember: ORGANIZATIONS THAT AREN’T GROWING ARE DYING
Basebuilding
· there is always attrition, people move on

· even just to keep the same number of members we need to recruit, and since we want to build power, we need to concentrate on making recruitment a priority-something we do all the time.

b) The Ladder of Membership Recruitment Effectiveness (5 min)

One-on-one homevisits, doorknocking, canvassing


Small group meetings: house meetings, etc.



Organizational Events and Activities




Phone Canvassing





Personal Letters






Direct mail campaigns







Organizational newsletters








Brochures and Flyers









News Items










Ads

[It might be good to mention success rates for the bottom portion of the ladder (i.e., less than one percent success rate for ads, brochures, and flyers) versus the top portion of the ladder (i.e., 50/50 success rate for one-on-one contact).]

c) Importance of 1-1s & BUILDING RELATIONSHIPS for leadership development 

The Importance of Relationships for leadership development: Building and sustaining organizations has to do with consistently developing leaders who have a long-term relationship with the organization.  People to people, person to person relationships are the most important part of any community organizing effort.  It is through personal relationships that we build the mutual trust and respect that allows us to unify, share decision making and take action together on an ongoing basis.  

Relationships & Action

People to people relationships are the most important part of any community organizing effort.  It is through personal relationships that we build the mutual trust and respect that allows us to unify, share decision making, and take action together on an ongoing basis. And it is our action, our vision and plan for change, that we build our relationships on.  The two – relationships & action -- are interrelated & build on each other.  We cannot achieve success if we use only one type of contact.  If we only did relationship, nothing would get done.  If we only did action & task, we wouldn’t develop leadership with a long-term vision for the organization.

* Important distinction from advocate/service relationship.(Power)
Continuum:  task and relationship.  Both play important roles in moving our organizations forward.  

	TASK (ex: turnout calls)
	RELATIONSHIP (ex: homevisit)

	task most important
	person most important

	short-term
	long-term

	single-faceted
	multi-faceted

	sell/convince
	offer opportunity/proposition

	talk
	listen

	you decide
	they decide


Our goal is to develop trusting and lasting relationships where members of our organization take responsibility for building the organization.

Overview of PVs & tips for Steps 1-3 Intro, Listen, Agitate.  (15 min)

PersonalVisits – KEY way to build deeper relationships.

4 major parts to a personal visit:

1. Make a connection—introduce yourself, who are they?

2. LISTEN, LISTEN,LISTEN!—for self interest & motivation

3. Agitate, polarize & validate —for their interest & participation

4. Get commitment

1) Make a connection – Introduce yourself & who are they? 

Quick brainstorm: Questions to ask to make connection:

· How many people are in your immediate family?

· Where were you born?  How long have you lived here?

· Where do you go to school?  How do you like it?

· How do you spend some of your free time?  What do you do when you're not working/taking care of the kids?

· What do you think is this community's/this society's most serious problems

· What are some of your life goals?

· What do you do to have fun, relax?

· Have you been a member of any other community groups before?  churches? school?

· Why have you been coming to meetings/actions?  Why did you agree to meet with me?

· How has this issue affected you personally?

· Do you know other people who would be interested in this issue, in our organization?

2) LISTEN, LISTEN, LISTEN for Self Interest & Motivation 
80% listening, 20% guiding, agitation questions.

A meaningful relationship with someone requires knowing and caring about their worries, concerns, dreams, and/or aspirations.  These self interests, whether narrow or more enlightened, are the driving forces behind a person’s actions.

Brainstorm a list of interests that bring people to organizations.

Self Interest

· what gets people upset

· what’s their personal background & how do they identify?

· what’s happening with their kids, parents, family

· background on the issue, other organizations

· what do they do

· want to feel welcomed

· want to find community

· how do they spend their time

· where do they see the organization heading

· what do they see is their role in the organization

· pressures from family, friends

· hopes for the future

NEVER make assumptions about a person’s self-interest.  You must ask and even probe to really find out.  And then you have to listen.   A person’s self-interest may range from wanting to address a specific problem to wanting to learn or feel good about working with others.

3) Agitate, polarize & validate! — Connect their issue with their participation 

Brainstorm: What do we mean by…

· Agitate – Stoke the fire in the belly.  “Don’t you think it’s wrong that____?!”  Get THEM to say what makes them angry, why they should care, why they need to participate.

· Polarize – Make clear there is an opposition & that we need to organize against them.

· Validate – “We’ve been hearing that a lot from other people….” “You’re right…”

· Connect their issue with their participation --  “People need to hear your story!”

4)  Get a commitment 

· Restate, agitate & affirm issues you heard

· Communicate the importance & value of the person’s participation

· Ask for the commitment & wait for an answer

· IF you get a no, re-agitate & ask again

· Timing – at peak of their fire.

· Try to get to this in this first role play.  But we will concentrate on getting commitments in Part II.

SPEED DATING!
Roleplay instructions, questions & divide into pairs. Switch partner after 4 minutes. Each person should be the visitor and visited twice. The visited should jot down feedback for the visitor and give it to them after the visit. (20 min)

Goals:

To improve your listening skills

To practice identifying the issues that motivates individuals & the skills the person can bring to the org

To practice 4 major parts to a personal visit:
1) Make a connection—introduce yourself, who are they?

2) LISTEN, LISTEN,LISTEN!—for self interest & motivation

3) Agitate, polarize & validate —for their interest & participation

4) Get commitment

Debrief instructions – be direct, you only have 3 minutes

· Ask participants to evaluate themselves

· Give specific feedback on what participant did well

· What can be improved & SPECIFIC suggestions how they can improve.

· Did they clearly introduce themselves & the purpose of the visit?

· Did they make a connection?  Learn about you, identify your issues?

* If time, invite others to give feedback.

Potential Personal Visit issues:

	Issue
	Suggested improvements

	Speak too much
	Ask open ended questions, ask follow  up questions.

Listen, allow silences

	Didn’t find issue
	Ask probing questions on issues.  

E.g. Do you or anyone you know not have health insurance?

	Didn’t make personal

 Connection
	Relax, smile, be friendly.  Chit-chat.

Tell them a little about yourself too.

	Didn’t connect issues with

The organization & campaign
	Take opportunities to validate their issue, connect it to the org,

Campaign & what they can do.

	Didn’t agitate!
	Validate issue, affirm that others have similar issues, it’s not right!



	Didn’t move to commitment

Or action.
	Communicate importance & value of their participation 

Ask DIRECTLY for a specific commitment, participation.


Personal Visit Tips

1. Make a connection – this is about building relationships. Be friendly & set the tone!  Thank them for having you, chit chat, find out how long they’ve been living here, who lives here.  How did they first meet your organization?  How have they been involved?

2. Tell them why you’re here.  THEY brought up issues, said they were interested.  We’re here to follow up & hear more.  To say hello, get to know them better, to share what the organization is, what we do, what they can do.

3. LISTEN, LISTEN, LISTEN for self-interest& motivation – 70% listening, 30% asking guiding questions!!  What makes them tick? What motivates them? What’s their self-interest? Who are they? What potential do they have?  What skills and networks do they have? What are their values & beliefs?  What are their weaknesses, prejudices?

4. Agitate, polarize, validate on the issues – Set up the peak of energy for the “ASK.”. What makes them angry? Connect what their issues & anger with taking action.  Affirm their experience, ask WHY questions, point to how many in the community experience this!  Move them towards your commitment.

5. Put it back on them – have THEM say their issues, communicate importance & urgency of THEIR participation – Together we can change things!  Put responsibility on THEM to act. Paint a picture of what they can do.
6. At the height of interest & energy, ask directly for a specific commitment.  Then be silent!  If you get a no, re-agitate to get the energy back up & ask again.

7. $$ Membership ask – Assume support -- You’re giving them an opportunity to be a part of a winning team!  Ask for a specific dollar amount, assume support, be confident. Ask first for membership, then ask for other commits. Let them answer!  Only after they answer, propose options such as post-dating check, breaking up pledge over a couple payments, but be sure to collect a portion of the dues today!
8. Affirm their commitments & logistics – Affirm what a difference they will make & give them a role.  Make sure people have logistics for events, have a written record of what they committed to (a calendar, a form)
9. Good follow up is KEY – During the visit & RIGHT afterwards, record commitments, take good notes, make clear follow up steps & then just do it!
10. Have FUN!  This can be the most rewarding part of organizing – relax, practice, be yourself and enjoy!
Campaign components

By Center for Community Change, from Tools for Radical Justice by J. Minieri and P. Getsos, Feb 2011

Goal 

•
To identify the purpose, components and steps of a campaign

Time

I hour

Participants

6- 50

Materials

Blank wall

Printed materials/handouts

Markers 

Tape, etc.

Summary

Group will explore definition of components of a campaign as an introduction to the necessary steps in planning a campaign. This is a complementary training to the power mapping session and cane build off information gathered from the power map. Using a worksheet will serve as a tool for building a developing their campaign plan.

Process

(15mins)
Introduction of definitions

•
post on the wall each component. Distribute the definition handouts to small groups or individuals. Each description should be matched up with it corresponding component on the wall. We will discuss as a group with the matching is correct. Read each and ask questions for understanding.

(10mins)
Campaign Plan

•
What it is why we need it. This will be posted on flip chart paper and will correspond with handout. Introduce the worksheet.

(25mins)
Plan one out

•
Break into small groups and plan out a campaign. These can be actual campaign or a similated campaign. Decide beforehand what participants will use to complete the worksheet.

(15mins)
Report backs

•
each groups share their plan

(10mins)
Q&A/clarification/understanding

•


Handout

Components of a Campaign

Goal — The Big picture. What we ultimately want to achieve. 

Example: End childhood hunger in our community

Demand— What we want. The specific programs and policies that we want to change or be implemented. 

Example: More food subsidies for families

Strategy — How we will win. Methods for putting our power in motion to win our demand. 

Example: Media and public education, direct action.

Objectives— How will we get there. The steps we will take in order to get what we demand. How we will measure our progress toward our goal. 

Example: Objective #1: twenty-five teach-ins; Objective #2: Turn out one thousand people during state budget process.

Message— What we will tell the world. A short, two- or three-sentence statement that addresses the problem, and the issue or solution we seek. 

Example: “One out of every five children in our community goes to be hungry, even in families where both parents work. The effects of hunger – on kids and our entire community –are profound and preventable. Our state is considering a bill to put an end to childhood hunger that cost taxpayers less than their Monday morning coffee.”

Target— Who can give us what we want. 

Example: The chair of the state senate finance committee.

Action— What even we will do. A collective show of power that directly aims to move a target or decision maker. 

Example: Pack the budget hearings in the state capitol.

Tactic— What activities we will do. What we will do to challenge or engage powerholders and achieve the goal of an action. 

Example: Conduct mass street theatre on capitol steps during the budget process, hold legislative meetings.
	
	From Tools for a Radical Democracy, J. Minieri & P. Getsos


Action Research (70 min)
Direct Action Role Play (60min)
Events and Actions (40min)
Types of Actions activity- matching description of actions to actions. When would you use this type of action? Have you participated in this type of action before?

Turnout
For grassroots organizations, a VERY IMPORTANT measure of our power is our ability to TURNOUT & mobilize our base.

Why is turnout important? (2 min)

Brainstorm:

Summary points:

There is an art and science to doing “turnout”.  At a membership meeting, you have decided that you will have a public meeting. You might be planning a confrontation with a target, negotiations meeting, a public forum, a membership meeting, or a celebration.

This should apply to all gatherings.  Often we’ll set turnout goals for a “big” meeting like negotiations or a meeting with a target but won’t set goals for a membership or a chapter meeting.  Keep in mind this needs to be done for all meetings & events.

Get 5 volunteers to read & act out scenario.
Turnout Scenario (5 min)

Scene: The Washington Citizen Action Summer Leadership Conference is 4 weeks away.  The leadership & staff team have just spent Saturday & Sunday doing turnout visits to secure turnout, and they are meeting on Monday to report their results.

Ellen:  “OK, the WCA summer conference is only 4 days away.  We all know how important it is to bring all of our statewide members together & we want to have good turnout to take over the National Governor’s Association meeting in Seattle on Saturday!  Please report on the results of your turnout for the meeting.”

Brande: “I talked to my friends.  They said that they are done with school and will try to show up.”

Demaris:  “I spoke with Ms. Jones in Thurston County.  She’s been a dues paying member for 3 years. She’s really mad about her prescription drug costs.  It’s far for her to come from Thurston County, but she’s definitely going to try to come to the conference.”

Johnny:  “I took some fliers and handed them out at the local community center.  People seemed to be looking at them and one person asked me what the meeting was for.  I told him & he said that was great.  I also talked to a group of community members in the parking lot who said they would try and make it.”

Facilitator:  “CUT.  Based on what you heard, how many people do you think showed up to the big event?”

Ask for responses with an explanation for their answer.

Summary points:

· Nobody will likely show up based on this type of commitment building. Why?

· Commitments must be asked for directly & made directly—verbally & written down. Fliers don’t get people.

· Most importantly, no one said YES, everyone said maybe.

· No specific discussion about rides to the meeting, specific directions & logistics, needing childcare, etc. suggesting people are not entirely committed to coming to the meeting.

Three turnout rules:

1) When doing turnout, a “No” means “No,” “Maybe” means “No,” and even “Yes” will sometimes mean “No.”

2) 50% rule -- about a half of all confirmed “Yes’s” will show.

3) In every conversation, know the commitment that you want and GET IT!

Do the Math 

Whatever it is, you have to have a plan!  It makes life easier.

PLAN- Set Goals 

· Develop the plan with the leaders.  Leaders take ownership of the plan and help make the plan happen.

· Begin with the end in mind – what does the meeting look like? What & how many people do we need to make it successful?

· How many people do we want at the event? Based on # of turnout goal, do the math.

· How may people need to say yes – make commitment – to make that goal?  Remember the 50% Show Rule: Only 50% of the people who say yes will show up 
· How many people do we need to contact to get that number of commitments? Commit rate depends --Face-to-face meetings have higher commit & show rate than phone.

· How many people do we have doing calls?  How many contacts can people reach in 3 hours of calls?  Based on that, how many nights of calls do we need to make the number of contacts we need?

	Turnout Goal
	100

	Show rate
	50%

	Commitments needed
	200

	Commit rate
	25%

	Contacts needed
	800


IN SUMMARY

Turnout is a measure of our organizational power.  The staff should working with the leaders to set and execute the goal.  You need to have a detailed plan.  Be systematic and do the math.  Then flesh out the HOW & map it out on a timeline.  It takes TIME & planning ahead!  Remember the 50% rule and have fun.

a. Building organizations means building our numbers.  Reaching out and involving more people in the work of the organization, and systematically building the respectful relationships that motivate people to be long-time leaders within our organization.  

b. As an organizational leader, it’s your responsibility to bring more people into the organization and develop lasting relationships.   How many people think that they could find stories, or introduce people to organizers?  

c. Make a list and work plan with organizers. 

Media

By Center for Community Change, Native American strategy, Center for Media Justice  and Applied Research Center, January 31, 2011

Goal 

•
To give participants a basic understanding of the basic components and need for a comprehensive media plan.

Time

35mins

Participants

3-50

Materials

· Handout and materials

· Overhead slides

Summary

Review handouts and materials for folks to begin thinking of how to create a media plan for their work. We will also discuss the importance of a diversity of media outlet to get their message heard.

Process

(20 mins)
brainstorm media outlets

Large group or break up into small groups and do popcorn report backs

· Who got news stories about your work? What outlets (tv news, newspaper, magazine, etc)? List each outlet. Note types (national, state, regional, city, local, tribal, etc).
· Who needs to hear about your work or issue? What news do you think they pay attention to?

· How you get to those news outlets? 

(15 mins)
tools/handouts

Share and review each of the handouts

Steps:
•
Brainstorm

•
Analyze & process

•
Conclude

EFFECTIVE TURNOUT MUST-DOs

A message to organizers building powerful organizations.

For grassroots organizations, the SINGLE true measure of our power is our ability to MOBILIZE.  We can dress up our work with fancy policy work, articulate representatives, press releases that get coverage, etc.  But without the true capacity to produce a significant number of people, those things are just window-dressing  & “smoke and mirrors”.  Excuses don’t work when the rubber hits the road:  

· “We’re sorry Mr. Chairman, that more people couldn’t make the hearing – it’s the first week of school.  Mary here can give the testimony for the organization.  There really are lots of people who care about this…”  

· Try convincing five people who show up to a rally to yell chants at the top of their lungs and to march down the middle of the street with a banner.  Try convincing them that they have power and are making a difference.  

· Try convincing the two tenants who show up at an action on the landlord that they aren’t going to get targeted for retaliation because the rest of the tenants are really behind them.  

Getting large attendance at organizational events (meetings, actions…) is not just a matter of getting the word out and hoping people will show up.  It requires and methodical approach which involves putting together a numbers-based plan and putting the time into getting the commitments.  

Here are some of the steps that organizers MUST do to make their turnout effective. These aren’t just suggestions.  For an organizer – it’s our job to make sure we have good turnout at our events.  If it doesn’t happen, guess who’s responsible?  If it does, we build our power, we get wins, we develop leaders, and we have stronger organizations.
1) 50% RULE -- DO THE MATH.  It’s remarkable how consistent the 50% show rate tends to be.  If 20 people told you they will be at a meeting, plan on ten.  If you need 50 people at an action in order to fill a room, you’d better plan on getting 100 people to tell you yes.  If you need 100 yeses, you’d better plan on talking to at least 200 people – more if it’s short notice, or a time commitment of more than an hour or two or during the work day, or if relationships are weak.

2) TALK TO PEOPLE ONE ON ONE, FACE-TO-FACE.  There is a hierarchy of effectiveness in the kinds of contacts we can make with people.  Ads in the paper are least effective, followed by flyers (maybe one in a hundred respond to flyers), meetings, etc.  The only real way to get commitments is to talk to people one on one.  Face to face is much more effective to deepen the relationship & to increase the commit & show rate. Phone is only good with people who you have established, active relationships with.

3) COUNT REAL YESES.  The only “yes” is a true commitment to attend.  “It sounds interesting” is a maybe.  “I’ll try to be there” is a maybe.  “I’ll be there if nothing else comes up” is a maybe.  Only “Yes, I’ll definitely be there” is a yes.  The way you get people to make firm commitments is by asking the question in a direct way:  “Can we count on you to be there?” not “Think you might be able to make it?”  Counting yeses means writing them down – the best strategy is a written YES list visible on the wall so you & the team can always keep track of your progress.  

4) DO 3 CONTACTS

1. Face-to-face initial commitment

2. Call between initial commitment & event to make sure commitment still firm

3. FACE-TO-FACE DROP IN REMINDERS for all “YES” commitments the week of the event.  Even people who plan on attending your event have busy lives and will forget about it, or something else comes up.  If they’ve gotten a visit the week of the event, and a REMINDER CALL the day before the event, they’ll remember it.  They’ll also be less likely to say yes to a competing engagement.  

5) GIVE PEOPLE SPECIFIC ROLES.  If a person knows that if they aren’t there, there will be nobody to run the meeting because they are in charge of that, or there will be no coffee because they are in charge of that, or there won’t be anyone at the sign-in table because they are in charge of that, then they tend to take the commitment more seriously.  

6) INCREASE THE URGENCY BY “SETTING UP THE ECHO CHAMBER”.  If a person hears about the event more than once, it becomes more significant to them.  Send a flyer the week before your calls.  Get others to announce it at their meetings.  Mention it to the people you see on the street “Hi Mary – looking forward to seeing you at the rally Friday.  It’s shaping up to be a blast!”  None of these things work on their own and they don’t replace the one on one firm commitments, but they help build the visibility and excitement of your event.  

7) HAVE A PLAN WITH NUMBERS AND A TIMELINE.  All of the above advice means nothing if you’re just winging it one day at a time.  Example:  If you’re building an event four weeks out and you need turnout of 60, here’s what you might plan on:  Need 120 yeses.  

Prior phase: Personal Visits Drive -- 50% commit rate on phone only works is you’ve established relationships through 1-1 face-to-face personal contact.

Week one – produce 40 yeses.  Need to make at least 80 contacts. 

· At 5 contacts per hour on the phone, you need 16 hours of phone time.

· Get 4 volunteers to do two hours each  -- to get you 20 “YES” commitments.

· Do  8 hours yourself to get 40 contacts & 20 “YES” commitments.

· You’ll also need a list several times larger than the number of people you need to reach, assuming you can’t reach everyone – probably 240 (80 x4) might be sufficient.  

Week two – produce 40 yeses.  Same plan as week one.  

Week three – produce 40 yeses.  Same plan as week one and two.  Got yeses you need.  

Week four – Confirm your yeses with face-to-face drop-ins.  Reminder calls with all commitments.  Prep people with individual pieces of the event.  

8) SET CLEAR GOALS:

· Performance line goals – under which is underperformance & NOT acceptable

· Solid baseline goals – we’re doing our job, meeting expectations.

· Excellence goals – We’re exceeding expectations. We’re superstars! *Aim here so you always meet your baseline goals & often exceed.
Building a Movement. Organizing for the Longrun  (35min)

· A call to action, where do we go from here? How can we use the relationships we’ve now established? 

· Commitments from orgs/people

More power is higher; less is lower on the chart. 


Our side is on the left, opposition on the right. The middle of the chart is “on the fence”. 








