Adapted from Marshal Ganz; Organizing: People, Power, Change
Organizing Notes

People, Power & Change

Introduction

The first question an organizer asks is not “what is my issue” but “who are my people”? Identify the people whom you hope to organize, your constituency. What are their values, their interests, their resources, and, in particular, their challenges? Why might they want or need to organize? Do they live in a particular neighborhood? Do they do a certain kind of work? Do they share particular concerns such as parents, elders, young people? Do they share common values, such as preserving the environment? Why do they care? How do you know? Have you talked with them?  Although the source of your constituency’s concern may be local, regional, national or even global, because all organizing is locally rooted, sometimes we link organized constituencies together in coordinated campaigns. Sometimes people in one place, like South Africa during the struggle against Apartheid, may organize in one way (strikes, civil disobedience) while supporters of that struggle around the world may organize in other way (boycotts, political pressure, etc.) 
The second question an organizer asks is what kind of change do they need? What problems do they face? What challenges? Is their neighborhood deteriorating? Are their wages not keeping pace with the cost of living? Are their young people victims of official or unofficial gun violence? Are they morally outraged by the trafficking of young women? Is their children’s future at risk due to climate change?  How would their world look if the problem were solved? Why hasn’t it been solved? What would it take to solve the problem? 
The third question an organizer asks is not “how can I solve their problem for them” but “how can I enable them to work together to turn the resources they have into the power they need to achieve the change they want? 
You will need to map the power to begin finding answers to these questions: in addition to your constituency, what other actors may have a stake in the problem? What are their interests and resources? Who is responsible for the problem? Who holds the resources that might solve it? Whose interests might oppose solving it? Whose interests might be allied? Whose interests might be competitive? Whose interests might be in collaboration? And whose resources are relevant even if their interests are not clear: media, courts, the public, etc. 
Once you’ve mapped the power, based on analysis of the change needed, you must ask how your constituency could use their resources to create the power it needs to achieve that change: a theory of change. Could they collaborate to combine their resources to create enough “power with” each other to solve the problem: like forming a cooperative day care or organizing a credit union? Or does someone else have “power over” your constituency because they hold resources needed to solve the problem: a property owner, a bank, a public official, and an employer. Could your constituency collaborate to use their own resources in ways to affect that other person’s interests enough to give them an interest in using their resources the way your constituency wants: like raising wages, passing a law, cleaning up their pollution, reducing the rent?  
Based on this analysis decide on a strategic goal (specific, visible, plausible) on which to focus your effort; e.g., desegregating the busses, passing a local minimum wage ordinance, achieving union recognition, changing hiring practices, changing school text books, closing the local planned parenthood clinic, creating a new course, reallocating funding, etc. A strategic goal not only allows you to focus your efforts, but will also allow your constituency to leverage its resources, to build its capacity, and to motivate participation.  Your “mountain top” or ultimate goal may be to stop gun violence in America, for example, but, given your circumstances, what more limited but strategic goal can you focus on that can contribute to building the power you will need to achieve you ultimate goal?  To achieve your strategic goal you need to decide on the tactics you will use and sequence them as a campaign. Campaigns unfold over time with a rhythm that slowly builds a foundation, begins with a kick off, gathers gradual momentum with preliminary peaks, culminates in a climax when a campaign is won or lost, and then achieves resolution (Chart #7). 
[bookmark: _GoBack]As Chart 1 shows, organizing is about enabling a constituency to develop the power it needs to assert its interests effectively, not only now, but also in the future. That’s how power shifts. Organizers begin by building a foundation within their constituency. This usually requires many one on one meetings to learn people’s concerns, discern the sources of the real problems, figure out the power dynamics, and identify, recruit and develop the leadership of a campaign. A campaign is a process through which your constituency can organize itself to create the power it needs to accomplish goals that will achieve the change they need. And turning their campaign into an organization gives them access to the capacity to build on their successes into the future. 
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Although you answer these questions in dialogue with your constituency, their leadership, and others, you need to bring an initial road map of where you want to go and how you imagine getting there as a working hypothesis so your journey can begin.  To do that you need to strategize.


PEOPLE
Who are the Actors?
	
Constituency
Organizers transform a community into a constituency.  A community shares values or interests. A constituency is a community organized to use its resources to act on those interests (from the Latin for standing together). Clients (from the Latin for “one who leans on another”) have an interest in services others provide.  Customers (a term derived from trade) have an interest in a good a seller can provide in exchange for a cash resource. 
	Constituents are the heart of organizations that serve them. Clients and Customers are usually external to these organizations. Constituents can become "members” of the organization just as citizens become “members” of a democracy. Voters are constituents of an elected official. Workers employed by particular employers may be constituents of a union (why wouldn't they be constituents of their employer?). People with environmental concerns may become the constituents of environmental organizations. 	
Economist Albert Hirschman described three alternative responses to the need for change in a system: exit, voice, and loyalty. Constituents can influence the system through voice: making themselves heard through internal means. Customers and clients can only assert influence through exit, taking their resources elsewhere. [footnoteRef:1]  The organizers job is to turn a community – people who share common values or interests – into a constituency – people who can act on behalf of those values or interests.  [1:  Albert Hirschman, (1970), Exit, Voice, and Loyalty, (Cambridge, Harvard University Press), p.16.] 

Organizers assume that people are not mere “objects” of “social forces” that “cause” them to do things, but are, in fact, “agents” of change or “actors.” As actors we remember, imagine, choose, and reflect on choices. Although "social forces" influence our choices, our choices also shape "social forces." Because we are not atomized individuals, floating in space, we exercise agency interdependently with others whose decisions affect our own. Can we understand the "drug problem", for example, without taking into consideration the myriad dealers, smugglers, and producers who mobilize to frustrate every attempt to solve it?
Leadership
Although your constituency is the focus of your work, your goal as an organizer is identify, recruit and develop leadership from within that constituency – initially, a leadership team – who will organize everyone else. Their work, like your own, is to “accept responsibility for enabling others to achieve purpose in the face of uncertainty.”  They facilitate the work members of their constituency must do to achieve their goals, represent their constituency to others, and are accountable to their constituency. Leaders of large – or small - bureaucratic organizations may have little relationship with clients or customers. Leaders of civic associations, on the other hand, can only earn leadership through relationships with their constituents - club officers, union stewards, members of a parish council, etc. Full time or part time people who do the day-to-day work of the organization may also serve as leaders, whether volunteer or paid, even if not drawn from the constituency if they are accountable to it -- full time local union presidents, chairs of mission committees, and the people who pass out leaflets on behalf of a candidate. Most organizations have a governing “body” that decides policy, chooses staff, and may or may not be involved in day-to-day activities. In bureaucratic organizations, the governing body may be self-selected, selected by outside groups, or by donors or investors - but rarely include leaders drawn from among their clients. 
You work with the leadership team you recruit by coaching them in the five organizing practices you are learning: relationship building, storytelling, structuring, strategizing, and action. Developing their leadership is not only the way you, as an organizer, can “get to scale.”  It is how you can create new capacity for action – power – within your constituency. This is a critical difference between organizing and other forms of problem solving. To the extent powerlessness is responsible for the challenges your constituents face, developing the leadership who can mobilize others can create power where there had been none - thus getting at a root cause of the problem that needs to be solved. 
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