Campaign Teams

campaign leadership teams are critical because they transform leadership from an individual burden into a collaborative practice that enables a movement to achieve scale and sustainability. leadership is defined as "accepting responsibility for enabling others to achieve shared purpose in the face of uncertainty". [1, 2, 3, 4] 
Leadership teams are essential to successful organizing for several reasons:
· Distributing Power and Scaling: Rather than a single person trying to manage everything, a "snowflake model" of interconnected teams distributes leadership across a constituency. This allows the movement to reach more people without burning out a central leader.
· Leadership Development: A core purpose of organizing is to build the capacity of the community. Structured teams provide a space where volunteers can be mentored and coached to take on real responsibility, turning them from participants into new leaders.
· Strategic Capacity: Successful strategy requires "heads" (diverse skills and perspectives) to adapt to changing circumstances. A diverse team offers a broader range of information and creative problem-solving than any individual could provide alone.
· Stability and Accountability: Teams provide the structural "bones" of a campaign. By setting clear norms, roles, and regular meetings, leadership teams ensure that volunteer efforts are reliable, consistent, and focused on measurable goals.
· Sustainability: Teams help manage the "uncertainty" inherent in social change. They create a community of support that maintains motivation and prevents the movement from collapsing if a single individual leaves. [1, 5, 6, 7, 8, 9, 10, 11, 12, 13, 14, 15, 16] 
Characteristics of Effective Teams
an effective leadership team must be:
· Bounded: Everyone knows who is on the team and who is not.
· Stable: Members commit to working together over a set period.
· Diverse: The team includes people with different skills and community ties.
· Role-Based: Each member has a specific area of responsibility (e.g., data, recruitment, or narrative) to ensure accountability. [1, 5, 10, 17, 18] 

establishing a campaign leadership team (often called a "snowflake model") is a core practice centered on distributing power rather than concentrating it at the top. [1, 2] 
Key considerations for building an effective Ganz-style leadership team include:
1. Defining Three "Real Team" Conditions
Ganz emphasizes that a functional team is more than just a group of people; it must meet three specific criteria:
· Boundedness: The team has a clear membership. You can name exactly who is on it, and it isn't an "open-door" group where anyone can just show up and participate.
· Stability: The group meets regularly and remains constant long enough for members to learn how to work together.
· Interdependence: Each member’s contribution is critical to the whole. Success depends on everyone performing their specific roles, much like a sports team or a string quartet. [3, 4, 5] 
2. Establishing Structured Roles and Norms
A team without structure often lapses into "structureless" chaos, which Ganz notes can lead to burnout. [6] 
· Defined Roles: Members should have specific, accountable roles (e.g., data coordinator, volunteer coordinator, or team leader) rather than vague shared responsibility.
· Shared Purpose: The team must agree on a specific, measurable goal that everyone is committed to achieving.
· Ground Rules: Teams need clear "norms" for how they will make decisions, handle conflict, and support one another. [1, 2, 3, 4, 7] 
3. Implementing a "Cascade" of Leadership
distributed leadership where the team's primary job is to develop more leaders. [1, 2] 
· Leadership Development: The team acts as a "ladder" where members learn to recruit and coach others, creating a "snowflake" of interconnected teams.
· Coaching: Leadership teams are supported by regular coaching, which helps members turn challenges into learning opportunities. [1, 2, 8, 9, 10] 
4. Balancing Different Types of Leadership
Effective teams often integrate different leadership roles to manage complex campaign landscapes: [11] 
· Visionary Leaders: Provide the inspiration and  vision that connects values to action.
· Strategic Leaders: Develop the plan to turn available resources into the power needed for change.
· Operational Leaders: Execute the tactical plan and manage day-to-day coordination. [1, 12, 13] 

The primary purpose of a campaign leadership team, is to enable others to achieve shared purpose in the face of uncertainty. Unlike traditional top-down advocacy or service -model  structures ,this leader rich model  focuses on distributing power and responsibility throughout a campaign to build sustainable collective capacity. [1, 2, 3] 
Key functions of the leadership team include:
· Distributing Leadership: The team creates a "snowflake" structure where leadership is not concentrated in one person but is cascaded outward. This allows each team member to build and support their own teams, multiplying the campaign's reach.
· Creating Stability and Accountability: Structured teams provide a foundation of shared norms and clear roles, which helps prevent volunteer efforts from floundering due to a lack of individual direction.
· Developing Capacity: A core goal is "leadership development as organizing strategy," meaning the team focuses on growing the skills and learning of its individual members through practice and coaching.
· Facilitating Core Leadership Practices: The leadership team is responsible for implementing the essential elements of the Ganz framework:
· Defining the Strategic Vision and Narrative: Identifying shared visions and shared values, translating vision and values into motivation for action.
· Relationship Building: Creating mutual commitments and networks of trust through one-on-one meetings.
· Structuring: Establishing clear roles and decision-making processes to transform a loose group into a functioning community.
· Strategizing: Turning the community's resources (like time and skills) into the power needed to achieve specific campaign goals.
· Action: Implementing measurable, specific activities that test strategy and generate new learning. [1, 3, 4, 5, 6, 7, 8, 9, 10, 11] 
Creating Leadership Teams
What is our purpose and what are our norms and roles?Goals for this session

· To develop an understanding of the core practices of successful leadership teams
· To practice those skills by developing a shared purpose, clarifying team roles and responsibilities, and creating norms and practices of coordination

Why do leadership teams matter?
Most effective leaders create teams to work with them and to lead with them. Take for example Moses, Aaron and Miriam in the story of Exodus, or Jesus and the twelve disciples in the New Testament, or Martin Luther King, Ralph Abernathy, Rosa Parks, Jo Ann Robinson and E D Nixon during the Montgomery Bus Boycott.

A leadership team offers a structured way to work together interdependently, each person taking leadership on during part of the team’s activity. At their best leadership teams recognize and put to productive use the unique talents of the individuals who make up the team.

Team structures also help create strategic capacity—the ability to strategize creatively together in ways that produce more vibrant, engaging strategy than any individual could create alone. In the Obama campaign, the field structure created multiple layers of leadership teams to engage people creatively and strategically at all levels of the campaign. Each state had a state leadership team that coordinated regional leadership teams (of Regional Directors and Organizers), which coordinated local neighborhood leadership teams of volunteer leaders.

At every level the people on leadership teams had a clear mission with clear goals and the ability to strategize creatively together about how to carry out their mission and meet their goals. This structure created multiple points of entry for volunteers, and multiple opportunities to learn and to exercise leadership.

Leadership teams provide a foundation from which an organization can expand its reach. Once a team is formed, systems can be created to establish a rhythm of regular meetings, clear decisions and visible accountability, increasing the organization’s effectiveness. One person alone cannot organize 500 people. It is built by finding people willing and able to commit to helping build it, and creating relationships and a solid structure from which it can be built.

So why don’t people always work in teams?
We have all been part of volunteer teams that have not worked well. They fall into factions, they alienate each other, or all the work falls on one person. Some aim to keep the pond small so they can
feel like big fish. So many of us come to the conclusion: I’ll just do it on my own; I hate meetings, just tell me what to do; I don’t want any responsibility; just give me stamps to lick. There’s just one problem: we can’t become powerful enough to do what we need to do if we can’t even work together to build campaigns we can take action on.

The challenge is to create conditions for our leadership teams that are more likely to generate successful collaboration and strategic action. When groups of people come together, conflict is always present.
Effective teams are structured in a way to channel that conflict in productive ways, allowing the team to achieve the goals it needs to win.

Three measures of an effective team:
1. OUTPUT (WORLD): The success of your team in taking the action required to achieve its valued goals – winning the game, winning the campaign, putting on the play, etc.
2. CAPACITY (TEAM): Over time your team is learning how to work more effectively as a team, and developing more leadership.
3. LEADERSHIP DEVELOPMENT (INDIVIDUAL): Individuals who participate on your team learn and grow as a result of their participation.

Three conditions that make for a “real” team:
1. Your team is bounded. You can name the people on it; they don’t come and go, whoever shows up doesn’t have the automatic right to participate in the team. Most highly effective teams have no more than 4 – 8 members.
2. Your team is stable. It meets regularly. It’s not a different, random group of people every time. Membership of the team remains constant long enough that the team learns to work together better and better; each member is fully committed to be on the team and commits consistent time and effort to it.
3. Your team is interdependent. As on an athletic team, a string quartet, or an airplane cabin crew, the contribution that each person makes is critical to the success of the whole. Team members have a vital interest in each other’s success, looking for ways to offer support.

Three steps to launching an effective team:
1. You have a shared – and engaging – purpose. You are clear on what you have created your team to do (purpose), who you will be doing it with (constituency), and what kinds of activities your team will participate in. The work you have to do is readily understood, it’s challenging, it matters and you know why it matters. Team members need to be able to articulate for
themselves and others this “purpose”.

2. You have created clear interdependent roles. Each team member must have their own responsibility, their own “chunk” of the work, on which the success of the whole depends. No one is carrying out activity in a silo that’s secretive to others. A good team will have a diversity of identities, experiences and opinions, ensuring that everyone is bringing the most possible to the table.
3. Your team has explicit ground rules. Your team sets clear expectations for how to govern itself in your work together. How will you manage meetings, regular communication, decisions, and commitments? And, most importantly, how will you correct ground-rule violations so they remain real ground rules? Teams with explicit operating rules are more likely to achieve their goals. Some team norms are operational, such as how often will we meet? How will we share and store documents? Communicate with others outside the team? etc. Others address expectations for member interaction with each other. Initial norms guide your team in its early stages as members learn how to work together. Norms can be refined through regular group review of how well the team is doing.


