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Workshop Goals 
 
Goals for the training: 
 

 Coaches and Facilitators understand the story, strategy & structure of Power Shift 
2011 

 Each coach and facilitator learns to tell their own story, the story of this 
community and the story of our campaign 

 Each regional group builds a strong team with clear roles, norms, boundaries and 
purpose.  

 We reach out and organize people immediately: get on the phones and get 
commitments from coaches and facilitators to attend Power Shift.  

 Learn concrete skills to help you in your training role.  

 Select training teaching tracks for Power Shift and take the first step in learning 
your materials. 

 

Personal goals 
 
What are your hopes for this workshop? 
 
 
 
 
 
 
 
What kind of skills are you interested in learning? 
 
 
 
 
 
 
 
What contributions do you see yourself making? 
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Why We’re Here 
 
Overview 
 
The Leadership Trainings at the PowerShift conference on April 15-17 is an opportunity 
to provide young leaders in the energy and climate change movement with a conceptual 
framework for interpreting and implementing their work in the field. This training covers 
key organizing and leadership skills, like telling your story, building relationships, 
building leadership teams, crafting strategy and taking collective action.  
The flow of the training is that each session begins with a large group introduction to 
that session’s theme, for example, “Building Relationships.” Then participants break out 
into small group of 5-10 people to practice the skills they have just learned. This is not 
just a skills training, however. During the breakout sessions participants will be planning 
real strategy, and will begin acting on their strategies before they return home.  
The role of the Training Team is to support that process, which is where even greater 
leadership building will take place. The series of trainings – Train the Trainers, Regional 
Trainings, and PowerShift – don’t just teach people how to run trainings, it teaches them 
how to organize. Trainers, coaches and facilitators don’t just present content, they 
recruit, organize and coach others, further developing their own leadership.  
 
Structure and Process 
 
Based on our experience, this is the process and structure that works best to prepare 
the Training Teams, support the network of coaches and facilitators, and to help launch 
strategic campaigns 
immediately following the 
training. This breakdown 
assumes that there will be 
1,250 coaches and 
facilitators to support 
10,000 participants at 
PowerShift.  
Below are the numbers 
and structure of the 
Training Teams and Group, 
including diagrams. 
Descriptions of each role 
are at included below the 
Training descriptions.  
Training Network  
Master Trainer: 10 
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Lead Trainer: 40  
Coach/Trainer: 200 

Facilitators: 1000  
Participants: 10,000 
 
Trainings Teams:  
There will be 8 Training Teams before and during 
PowerShift. These are the same Teams that will meet 
for each Regional Training.  

 1 Master Trainer 

 5 Lead Trainers 

 25 Coach/Trainers 

 125 Facilitators  

 1,250 participants 

 
Training Groups:  
Each Training Team will be 
divided into 5 Training Groups. 
This is the structure that will be 
used to organize the upfront 
sessions (lectures) and for the 
breakout sessions. In effect, 
there will be 40 of these groups 
running the same training 
simultaneously.  
 

 1 Lead Trainer 

 5 Coach/Trainers 

 25 Facilitators 

 250 participants 
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Trainings 
 
Through the process of three trainings, each of these individuals will have an 
opportunity to directly participate in training, learn how to teach the content from the 
training and coach participants and other trainers through the process.  
 
1. Train the Trainers (March 4-6 in Washington DC)  

During this 3 day training, Master Trainers will train the 40 Lead Trainers through 
the content of the movement building training during the first two days. On the 
third day, Lead Trainers will learn how to teach and facilitate the training 
themselves, so they can lead their regional trainings.  

 
2. Regional Trainings (March, 8 regions) 

During this 2 day training, 5 Lead Trainers will join together to lead the training 
for their collective Training Team. The 5 Lead Trainers will teach all of the 
upfront sessions and coach many of the breakout groups. The goal is to teach 
Coach/Trainers how to teach the upfront sessions and Facilitators how to lead 
the small group work. In most cases, these groups will not have the third day to 
teach how to teach. Coach/Trainers and Facilitators will be responsible for 
conducting at least 20 hours of preparation time, including coaching calls with 
their Lead Trainers and Facilitators, prior to PowerShift.  

 
3. PowerShift(April 15-17, Washington DC) 

During PowerShift, the Coach/Trainers will teach all of the upfront sessions and 
Facilitators will lead group sessions. Lead Trainers will be responsible for 
supporting the Coaches through this process, but will not lead any upfront 
sessions themselves. 
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Training Team Role Descriptions 

 
Master NOI staff/fellow (10) 
The role of the Master Trainers is to teach, coach and facilitate the development of their 
individual Training Team starting with the Train the Trainers, Regional Trainings to 
PowerShift. They will be responsible for teaching upfront content during the TtheT, 
serving as a coach and step-in trainers during the Regional Trainings and as topline 
support at PowerShift. They will be responsible for the success of their team – ensuring 
that the Regional Trainings run smoothly, that their coaches and facilitators are well 
prepared and practiced, and will provide the quality control over the content at all of 
the trainings. We anticipate this taking 30 hours of week for coaching and preparation. 
If Master Trainers are also responsible for the logistics, recruitment and overall 
management of their Regional Training, they should anticipate an additional 10-15 of 
work per week prior to that training.  
 
Core responsibilities include: 

 Lead the Training for Trainers with the other Master Trainers.  
 Coach and prepare their team of 5 Lead Trainers to lead one Regional Training.   
 Manage the preparation of all Lead Trainers and Trainers in preparation for 

PowerShift,  including practice sessions.  
 Support Lead Trainers and Trainers at PowerShift Event 
 Logistics and operational support for Regional Training * 
 Recruitment of Lead Trainers and Coach/Trainers for Regional Training and 

Teams   

 
Lead Trainer (40) 
The Lead Trainers play the most important role in the success of PowerShift. They will 
not only learn the content, they will immediately learn how to teach it to others and 
provide ongoing coaching to support their Trainers and Facilitators. Lead Trainers will 
not only have to maintain a standard for the content of the training, they will need to 
provide logistical support for the Regional Trainings and at PowerShift. This is a role for 
someone who has already demonstrated the ability to take ownership and responsibility 
for the success of other organizers and their campaign (in this case, PowerShift), has 
incredible attention to detail, patience and persistence, and are ready to step out of the 
spotlight in order to support other organizers in their development.  
We anticipate this role taking at least 20 hours of work from the end of the Train the 
Trainers in late February through the Regional Training in March for recruitment, session 
preparation and coaching calls. After the Regional Training Lead Trainers should 
anticipate spending at least 70 hours in individual preparation calls with the Trainers 
and Facilitators prior to  PowerShift.  This includes two 1:1 calls with each Trainer and 
Facilitator, and at least 1 Group call  
 
Core Responsibilities include:  
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 Participate in Training for Trainers  
 Take responsibility for leading a high quality Regional Training to build their 

Training Groups and prepare their teams of Coach/Trainers and Facilitators. (w/ 
4 other Lead Trainers) 

 Prepare and coach 5 Training Groups prior to PowerShift, including at least two 
1:1 calls with Trainers, two 1:1 calls with Facilitators, one group call with each 
Training Group.  

 Review and ensure quality materials and PPT’s.  
 Support 5 Coaches/Trainers at PowerShift Event 
 Provide logistics and operational support for Regional Training * 
 Help recruitment Coach/Trainers and Facilitators to attend Regional Training and 

PowerShift. * 
* Depends on how EAC and NOI decide to address internal capacity for recruitment and management. 

 

 
Coach/Trainer (200) 
While they will have support from their Lead Trainer, the Coaching Team are ultimately 
responsible for leading and running their Group’s training. Coach/Trainers will lead all of 
the upfront sessions at PowerShift. They will also support 5 Facilitators who will lead the 
small group exercises, and will step in to facilitate or provide additional information as 
needed. Coaches will provide the same support for their Facilitators that they receive 
from their Lead Trainer, providing them with key leadership development. Coaches will 
participate in a Regional Training, and will be highly familiar with the local campaigns 
and organizers in their region, thus allowing them to customize their trainings 
accordingly. Coach/Trainers should expect to work 15-20 hours per week from after the 
Regional Training until PowerShift, including preparation calls with both their Lead 
Trainer and Facilitators.  
 
Core Responsibilities are: 

 Participate in Regional Training with all coaches, trainers and facilitators 
 Take responsibility to prepare the highest quality upfront sessions for their 

Groups at PowerShift, including familiarity with local campaigns and necessary 
background information.  

 Participate in coaching calls with Lead Trainers to prepare for their own upfront 
sessions.  

 Participate and lead coaching calls with Facilitators to prepare them for small 
group activities and incorporating local campaigns.  

 Lead upfront sessions at PowerShift (for some, not all of the Coaches)  
 Support 5 Facilitators at PowerShift 

 
Facilitator (1000) 
This role is vital because they not only serve as the main point person for the 
participants, they will be able to clarify and explain each session, and help participants 
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put it into the context of their breakout exercises, and ultimately their own campaigns. 
They should be as familiar with the material as the Coaches/Trainers.  
 
Core Responsibilities include:  

 Participate in Regional Training with all coaches, trainers and facilitators 
 Take responsibility for leading pre-planning calls with participants, Coaches and 

Lead Trainers.  
 Work with the Coaches/Trainers on the content of the training and breakout 

exercises. 
 Coach 2 teams of 5 participants to ensure the highest quality campaign launches 

for their teams after PowerShift ends.  
 
Participants 
Of course, Powershift wouldn’t be what it is without the Participants. Our job is to 
prepare the highest quality training, to develop and support a strong leadership team, 
and to equip these 10,000 individuals with everything they need to launch strategic and 
actionable campaigns that will produce real change in the world. Their responsibility in 
this whole process is to take ownership of this very process for themselves, go home to 
their schools and communities, and organize. That will be the true measure of success.  
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Intro: Engagement Trainings 
Some points on how we learn and teach. 

 
1) Organizing is a practice – a way of doing things. It’s like learning to ride a bike. No 
matter how many books you read about bike riding, they are of little use when it comes 
to getting on the bike. And when you get on the first thing that will happen is that you 
will fall. And that’s where the “heart” comes in. Either you give up and go home or you 
find the courage to get back on. 
 
2) The training and the content are designed to model what we teach- We begin with 
explanation (up-front presentation), we observe models (roleplays), we practice (Small 
group work), and then we debrief our practice (reflection). Our modeling of leadership 
in coaching small groups, for example, demonstrates the leadership practices we teach. 
Our modeling of ‘reflective practice’ enables participants to do so as well.  

 
3) Organizing is a theory – a way of understanding things. In engagement trainings we 
treat everyday practices – forming a relationship, telling a story, making a plan as 
objects of mindful reflection.  
 
4) Our workshop is also organized as a campaign - a way of mobilizing time, resources, 
and energy to achieve a specific outcome –It is an intense stream of activity that begins 
with a foundational period, builds to a kick-off, builds to periodic peaks, and culminates 
in a final peak, followed by a resolution. Our workshop will follow the same pattern, 
each practice, building on what went before, and creating a foundation for what comes 
next. It is structured in leadership teams of five just like the infrastructure driving a 
campaign. 
 
5) This workshop creates the opportunity for intense relationships with participants. 
We need to respect these as “public relationships”, not “private relationships” – both 
close and professional.  
 
6) This workshop sometimes brings to the forefront  ‘hot topics’ such as political 
differences, ethnicity, class, gender, sexuality, and religion on a fairly regular basis - 
keeping in mind that the your role is not to problem solve those issues but to facilitate a 
learning discussion amongst the participants.  
 
7) The evaluation of an effective workshop – as in effective campaign – rests on three 
measures:  Did the individuals learn? Did their teams grow stronger? Were the 
outcomes achieved? 
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Session 1: Organizing & Leadership 
 
Goals for this session: 
 
    * To define organizing, leadership, and relational power 
    * To identify different models of leadership 
    * To introduce 5 organizing practices of interdependent leadership 
 
 

 
Organizing requires 4 things: 
 

1. Identifying leaders and coordinating them in leadership teams.  
2. Building community and commitment around that leadership 
3. Building power from the resources of that community.  
4. Using that power strategically to make concrete changes in the world.  

 
What is our definition of Leadership? 
 
Leaders are those who take responsibility for enabling others to achieve shared purpose 
in the face of uncertainty.  
 
One of your jobs as an organizer is to identify and 
recruit other leaders to work and build with you, a 
campaign to win change.  But what type of leader 
should you be, and what are you looking for in 
others?  Sometimes we think the leader is the 
person everyone goes to, like this:   

 
But what does it feel like to be the “leader” in the 
middle?  What does it feel like to be the arrow that 
can’t get through?  What happens if the “leader” in 
the middle drops out? 
 
Sometimes we go to the other extreme and think we 
don’t need a “leader,” because we can all lead, which looks like this: 
 
Sometimes this works.  But who’s responsible for coordinating everyone?  And who’s 
responsible for pushing the whole group forward when you can’t reach a decision?  
Who takes ultimate responsibility for the outcome?  

I’m the leader 
approach
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Organizers are those who ultimately are held 
accountable for meeting campaign goals.  However, 
organizers are also responsible for coordinating and 
enabling others to take leadership. This requires 
delegating responsibility (rather than tasks) and 
holding others accountable for carrying out that 
responsibility.   
 
Remember, we don’t yet have all the leaders we 
need in order to win the change we want to see.  An 
organizer’s job is to reach out and find leaders in your 
community who can help you recruit and coordinate 
others.  These leaders will be the backbone of your 
local campaign. You must be able to trust them to 
delegate responsibility to other dedicated, reliable 
people, and to follow through on commitments.  You may be the leader in the middle, 
or part of a leadership team in the middle, guiding volunteer efforts and being held 
accountable for outcomes, but you will be deeply reliant on your relationships with 
others for success.  
 
   The ‘snowflake’ approach- Interdependent leadership 

  
 
 

 
 

We’re all leaders 
approach
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POWER:  What is relational power? 

 
Power is the influence created if my interest in your resources is greater that your 
interest in my resources.  Richard Emerson argues that power is not a thing, an 
attribute, a quality, a characteristic or a trait -- it is a relationship.  
 
 

 
 
 
 
 
 
 
 
You can uncover the power relations by asking, and getting the answers to, four 
questions to “help track down the power":  
 

 What are your interests?  
 Who holds the resources you need to address these interests?  
 What are the interests of the actors who hold these resources?  
 What resources do your hold which the other actors need to address their 

interests? 
 
Our power comes from people—the same people who need change can organize their 
resources into the power they need to create change.  Marshall Ganz says, “The unique 
role of organizing is to enable the people who need/want the change to be the authors 
of the change, because that changes the causes of the problem (powerlessness in one 
form or another), not only the problem.” 
 
So organizing is not only a commitment to identify more leaders, but a commitment to 
engage those leaders in a particular type of fight: in nonviolent action to build the 
power to create the change we need in our lives.  Organizing power begins with the 
commitment by the first person who wants to make it happen. Without this 
commitment, there are no resources with which to begin.  Commitment is observable as 
action. The work of organizers begins with their acceptance of their responsibility to 
challenge others to join them in action.   
 
CHANGE:  How can the strategic use of organizing and leadership practices create 
measurable change?   
 
Building power involves learning the craft of organizing. The five practices of organizing 
listed below create change in individuals, in how groups operate, and in how the world 
looks, feels, and is.  As leaders, we can use these key practices to enable others in our 
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organizations to act together with clear purpose, active participation, understanding 
and initiative, and to accomplish shared goals towards creating the measurable change 
we seek. 
 
1. Creating Shared Story: 
Organizing is rooted in shared values expressed as public narrative.  Public narrative is 
how we communicate our values through stories, bringing alive the motivation that is a 
necessary pre-condition for changing the world. Through public narrative, we tell the 
story of why we are called to leadership. Public Narrative has three elements: 
1. “Story of Self” tells the values that move YOU to act—calls you to leadership. 
2. “Story of US” tells the values embedded in our community calling us to collective 
action 
3. “Story of Now” tells the challenges to those values and clarifies why action must be 
taken NOW. The Story of Now also invites others to start taking specific action 
immediately. 
 
2. Creating Shared Relational Commitment: 
Organizing is based on relationships and creating mutual commitments to work 
together. It is the process of association – not simply aggregation - that makes a whole 
greater than the sum of its parts. Through association we can learn to recast our 
individual interests as common interests, allowing us to envision objectives that we can 
use our combined resources to achieve. And because it makes us more likely to act to 
assert those interests, relationship building goes far beyond delivering a message, 
extracting a contribution, or soliciting a vote.  Relationships built as a result of one on 
one and small group meetings create the foundation of local campaign teams, and they 
are rooted in commitments people make to each other, not simply commitment to an 
idea, task, or issue. 
 
3. Creating Shared Structure 
A team leadership structure leads to effective local organizing that integrates local 
action with state-wide purpose.   Volunteer efforts often flounder due to a failure to 
develop reliable, consistent, and creative local leaders. Structured leadership teams 
encourage stability, motivation, creativity, and accountability – and use volunteer time, 
skills, and effort effectively. They create the structure within which energized volunteers 
can accomplish challenging work. Teams strive to achieve three criteria of effectiveness: 
meeting the standards of those they serve, learning how to be more effective at 
meeting outcomes over time, and enhancing the learning and growth of individuals on 
the team. Team members work to put in place five conditions that will lead to 
effectiveness: real team (bounded, stable and interdependent), engaging, enabling 
structure, clear group norms, and a diverse team with the skills and talents needed to 
do the work 
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4. Creating Shared Strategy 
Although based on broad values, effective organizing campaigns learn to focus on a 
clear strategic objective, a way to turn those values into action and to unleash creative 
deliberation (for example elect Barack Obama; desegregate buses in Montgomery, 
Alabama; getting to 100% clean electricity). State-wide campaigns locate responsibility 
for state-wide strategy at the top (or at the center), but are able to “chunk out” 
strategic objectives in time (deadlines) and space (local areas) as a campaign, allowing 
significant local responsibility for figuring out how to achieve those objectives. 
Responsibility for strategizing local objectives empowers, motivates and invests local 
teams.  This dual structure allows the movement as a whole to be relentlessly well 
oriented and fosters the personal motivation of volunteers to be fully engaged.   
 
5. Creating Shared Measurable Action 
Organizing outcomes must be clear, measurable, and specific if progress is to be 
evaluated, accountability practiced, and strategy adapted based on experience. Such 
measures include: volunteers recruited, money raised, people at a meeting, voters 
contacted, pledge cards signed, laws passed, etc. Although electoral campaigns enjoy 
the advantage of very clear outcome measures, any effective organizing drive must 
come up with the equivalent.  Regular reporting of progress to goal creates opportunity 
for feedback, learning, and adaptation. Training is provided for all skills (holding house 
meetings, phone banking, canvassing, etc) to carry out the program. New media may 
help enable reporting, feedback, coordination.  Transparency exists as to how 
individuals, groups, and the campaign as a whole are doing on progress to goal. 

 

 
 
 
 

DISORGANIZATION INTERDEPENDENT LEADERSHIP CREATES ORGANIZATION 

Drift Shared Story  Purpose 

Passive Shared Relational Commitment Participation 

Confused Shared Structure Understanding 

Reactive Shared Strategy Initiative 

Inaction Shared Measurable Action Change 
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Trainer’s Notes: Organizing and Leadership 
 
Key Teaching Points: 

 Teach the basics of organizing: people, power, change 

 Set a strong framework for the rest of the training by laying out the 4 practices 
of leadership in organizing, using the snowflake model of interdependent 
leadership. Reinforce this core concept visually, verbally and in roleplay. 

Annotated Timeline: 
 
* This section is intended to be used as a guide. The best trainers will take this material 
and make it their own, working in their story of self throughout the presentation and 
pulling on actual examples from their lives and their organizinations or campaigns 
 
Total Time: 45 min 
 

TRAINER 
STORY 

5 MIN   

  

 

Tell your 6 min Story of Self, US, Now as it relates 
to this particular training group, campaign etc. Use 
the Story of Self Worksheet in the participant 
guide and the Barack Obama video to help 
develop your example story.  
 

 Trainer Tip: Create a story of Self, US, Now that 
demonstrates why you decided to be a part of this 
training since you will be asking them shortly why 
they are here.    

 

THE CHOICE 1 MIN   

  

 

 How does change happen? 
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As an organizer, when you see a problem in your 
community you have 2 choices: 

  

 

You can run away (flight) or stay and fight. 

 

  

 

Audience Engagement: What’s your choice? Are 
you going to run away? Or stay and fight? 
 

HOW WILL 
YOU FIGHT? 

2 MIN   

  

 

You’re probably here because you chose to 
fight! But where will your power to fight come 
from? 

 Trainer Tip: Go through these slides quickly, 
urging them to yell back yes or no. Pause after the 
lobbyist slide. See if they come up with people on 
their own.  
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Are you going to fight with weapons? 

 

Audience engagement: Has anyone here seen 
people choose to fight with weapons? Did it make 
things better or worse? 

  

 

Are you going to fight with T.V ads? 

  

 

How about Lobbyists? 

 

If you aren’t going to fight with weapons, tv ads or 
lobbyists, what are you going to fight with? 

  

 

 Or people? 

 

What are the other ways we see people fight 
when they see something wrong in the world? 
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ORGANIZING 3 MIN   

  

 

Audience Engagement: If we are going to decide 
to fight with people, what does organizing have to 
do with it? 
 

  

 

Organizing is building your power,  
 

  

 

your PEOPLE power to win. 

THE CRAFT 4 MIN   

  

 

There are others that have come before us 
and were presented with a challenge, and 
made the choice to stand up and fight. They 
chose hope. 
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But organizing takes struggle, sacrifice and craft. 
The craft of organizing starts when people choose 
to exercise leadership, to take the risk required. 
 

If you choose organizing people instead of 
using weapons, tv ads and lobbyists, you’re 
part of a rich tradition or organizers who have 
won change this very same way (Declaration 
of Independence, abolition, suffrage, labor, 
Ghandi, Civil Rights, Environmental, LGBT, 
anti-apartheid).   
Audience Engagement: What did these 
movements or people do?  
 

  

 

Abolition of Slavery? 
 

  

 

Suffragettes? (women’s right to vote) 
 

  

 

Labor? (Fair wages and safe working conditions)  
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MLK? (Civil rights for African Americans) 
 

  

 

Farm Workers? (right to collective bargaining) 
 

  

 

 Trainer Tip: Here you can show a Slide with a 
picture of an organizer (Ella Baker, James Lawson 
from the Civil Rights movement, someone you 
know, etc) who embodies the definition of 
leadership that we are working with. 

 
Leading starts with you. It starts when you decide 
to stand up, like those who have come before you.  
 

  

 

But you can’t do it alone. Change happens when 
you decide to ask others to organize with YOU! 
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LEADERSHIP 4 MIN   

  

 

Audience Engagement: What is leadership? 
 
Here we will be working with a definition of 
leadership: Taking responsibility for enabling 
others to achieve shared purpose in the face of 
uncertainty.  
 
Four key points about this definition.  
 
1. Starts with you: Note that this approach to 
leadership is not positional, meaning that the 
exercise of leadership starts with you taking 
responsibility, rather than waiting until you are in 
a particular position.  
2. It’s about enabling others. This is not leadership 
of the shining star who knows everything.  
 
3. It is about action, about finding shared purpose. 
4. Uncertainty: leadership is needed when things 
are not clear. If everyone knows the answer, if the 
standard operating procedure would suffice, then 
we don’t need leadership.  
 
We are working under the theory that leadership 
is something that you can learn. That’s what you’ll 
be doing during this training: learning the 
practices of leadership. 

   

 

Often times in organizations you will see the 
‘im the leader’ approach where one person is 
the dot in the middle and responsible for 
everything.  

But what does it feel like to be the “leader” in the 
middle?  What does it feel like to be the arrow 
that can’t get through?  What happens if the 
“leader” in the middle drops out? 
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Sometimes we go to the other extreme and think 
we don’t need a “leader,” because we can all lead, 
which looks like this: 
 

Sometimes this works.  But who’s responsible for 
coordinating everyone?  And who’s responsible for 
pushing the whole group forward when you can’t 
reach a decision?  Who takes ultimate 
responsibility for the outcome?  
 

  

 

An organizer’s job is to reach out and find leaders 
in your community who can help you recruit and 
coordinate others.  These leaders will be the 
backbone of your local campaign. You must be 
able to trust them to delegate responsibility to 
other dedicated, reliable people, and to follow 
through on commitments.  You may be the leader 
in the middle, or part of a leadership team in the 
middle, guiding volunteer efforts and being held 
accountable for outcomes, but you will be deeply 
reliant on your relationships with others for 
success. 
 

LEADERSHIP SKIT (10 MIN) Recruit ‘snowflakers’ in advance to perform the leadership skit that will 
demonstrate to your audience the 3 types of leadership described above. Script below. 
 
 
 
 
 
 
 

LEADERSHIP: A 
PRACTICE 

1 MIN   

  

 

Story, Structure, Strategy, Action. The entire 
training is focused around first building our power 
through Story, Structure and Relationships, and 
then using our power, through Strategy and 
Action. 
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WHAT’S YOUR 
CHOICE? 

1 MIN   

  

 

 
Trainer’s Story of Now—ask for a real choice. 
Will you commit to ____________? 
 

 
 
**Example Skit to get an idea of the type of roleplay you would want to design** 
 
Roles: Narrator, Organizer, Congressperson, participants 
 
Slide: Dot with all the arrows going toward it. 

 
Narrator: I’d like to introduce you to Organizer Mara. Organizer Mara has heard too 
many stories about families in her community being torn apart by ICE raids, 
deportations and the almost impossible work of becoming a US citizen.  She knows that 
her Congressperson Renata is one the people who has the power in Washington to 
change the laws affecting her community.  So Organizer Mara decides to organize a 
meeting with her Congressperson. 
 
Since she’s the leader, Organizer Mara wants to make sure everything gets done right. 
 
[Organizer is sitting on a chair and other skit players are hovering over and around her, 
trying to get her attention.] 
 
As you can see everyone is going to Organizer Mara with ideas for recruitment, ideas for 
the meeting site, phone calls that have to get returned, buses that have to be arranged. 
What’s going on here?  
Has anyone been Organizer Mara before? What’s that like? Has anyone been someone 
trying to get in touch with Organizer Mara? What’s that like? 
 
(Wait for the audience to respond) 
 
Let’s fast forward to the day of the meeting with Congressperson Renata.  Since she’s 
been working so hard, Organizer Mara has unfortunately gotten very sick.  And 
unfortunately because all the work was going through her, no one else knows all the 
details of the event or what to do. 
 
[Organizer is blowing her nose, wiping her eyes, any other sick activity.  Everyone else 
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walking around asking questions of each other with no answers.] 
 
Then Congressperson Renata shows up and what do you think she finds?  (Let audience 
make some guesses) 
 
[Organizer tries to approach Congressperson to give her information or ask questions, 
but Congressperson senses disorder (and sickness!) and throws her hands up in the air in 
frustration.] 
 

Slide: Arrows going in all directions 

Well, Organizer Mara learned from that experience that she couldn’t be the only leader.  
So she decided to take a new approach, what we like to call the “we are all leaders” 
approach.   

This time Organizer Mara decided that everyone should take a part of the goal and lead. 

[Prop: Flipchart paper with GOAL written in big letters. Organizer Mara holds the paper 
and asks everyone to lead on their part.  Everyone rips off their part and starts running in 
their own direction to act on it.] 

But Organizer Mara didn’t set up any way for all these new leaders to coordinate.  
Everyone is off doing their own thing.  We have two people calling the same bus 
company to get a bus, 3 people calling the TV station to get someone to their event, and 
no coordination.  Everyone’s bumping into each other, fighting over which piece of the 
goal they have, whose piece is bigger, etc. 

Let’s fast forward to the day of the event with Congressperson Renata. 

The morning of the event is a frenzy of activity, with lots of leaders (everyone bossing 
everyone around), but the basic work still isn’t getting done. 

Congressperson Renata shows up and what do you think she finds? (Take a few answers 
from audience) 

[All the “leaders” cling onto her trying to be heard and push their own agendas.  She 
throws up her hands in frustration.] 

Have any of you been part of organizations like this where “everyone was the leader?” 
What’s that like? 

Slide: Snowflake 

Well fortunately Organizer Mara has learned from her mistakes (she went through this 
training!) and has a time machine to go back in time and try again.  Because of what 
she’s learned, she knows that this time she needs to build and coordinate a leadership 
team to carry out this event.  She decides to follow this model of leadership, what we 
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like to call the snowflake. 
 
So Organizer Mara takes a little time to get clear about why this matters to her and to 
tell her own story.   
 
[Organizer Mara tells a short story of self that’s real so we know who she is.] 
 
Then Organizer Mara tries to think carefully about who to recruit to work with her.  She 
spends some time building relationships by doing one-to-ones.  In her one-to-one 
meetings she asks for a clear commitment to be part of the leadership team. 
 
[Organizer Mara goes and chats with each member of her team, bringing them along as 
she goes.] 
 
But Organizer Mara learned it’s not enough to just have lots of individual leaders.  She 
needs to take the time to build a strong leadership team with clear roles . . . 
 
[Organizer Mara asks the team to choose roles based on the skills of individual people in 
the group and the work that has to get done, like Media Coordinator, Recruitment 
Coordinator, Site Coordinator, etc.) 
 
And her team needs a clear plan to coordinate so they’re not duplicating work and 
running into each other. 
 
[Organizer Mara sets up a clear time and place for regular check-ins as a team.] 
Now Organizer Mara has a real team. 
 
[Team huddles and does some kind of team chant.] 
 
But having a team isn’t enough.  They need a strategy!  So Organizer Mara’s team 
develops a strategy for moving their Congressperson. 
 
[Team engages in strategizing—no more than 30 seconds.  Modelling “yes and!” instead 
of “no but] 
 
Now that they have a strategy, Organizer Mara’s team gets to work.   
 
[Then they get to work.  The Recruitment Coordinators start asking people from the 
audience to join them up front.  The media coordinator is calling the press, etc.  
Organizer Mara’s checking in with each of them to see how things are going.] 
Let’s fast forward to the day of the event. 
 
[Organizer Mara is in the middle of a line with her team and everyone they’ve recruited 
to the event, and they’ve all linked arms in solidarity.] 
 
When Congressperson Renata arrives, what do you think she finds?  (Let audience 
answer) 
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[Organizer  Mara or someone designated as spokesperson approaches the 
Congressperson, says who they all represent, and makes an ask “Will you vote for 
Comprehensive Immigration?” ] 
 
Congressperson Renata is impressed with the organization and number of people at this 
event.  Since she’s running for re-election next fall and knows she needs the Latino vote 
she says . . .yes 

 
 
 Debrief the roleplay 

– What are the 3 types of leadership? 
– Why are we learning interdependent leadership? 
– What practices did you see Mara doing that really helped her engage others? 
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Session 2: Story of Self 
 

Each of us has a compelling story to tell.     
 
Each of us has a story that can move others to action.   As you learn this skill, you will be 
learning to tell a story about yourself, the community you organize with, and your 
strategy that motivates others to join you in creating change.  In addition, you will gain 
practice in listening, and coaching others to tell a good story.     

Public narrative as a practice of leadership 
 
Leadership is about accepting responsibility for enabling others to achieve shared 
purpose in the face of uncertainty.   Narrative is how we learn to make choices and 
construct our identities and purpose– as individuals, as communities, as nations.   

Why Use Public Narrative? Two Ways of Knowing (And we need both!) 
 
Public leaders employ both the “head” and the “heart” in order to mobilize others to act 
effectively on behalf of shared 
values. In other words, they engage 
people in interpreting why they 
should change their world (their 
motivation) and how they can act 
to change it (their strategy).  Public 
narrative is the “why”—the art of 
translating values into action 
through stories.  

 

 
 
 
 

Goals for this session: 
 

* To learn the basics of how public narrative works: values, emotion & story structure 
 

* To learn criteria for an effective story of self and coach others on improving their storytelling 
 

* To practice and get feedback on your own story of self 

26



 

Originally adapted from the works of Marshall Ganz at Harvard University      

 

The key to motivation is understanding that values inspire action through emotion.  
 

Emotions inform us of what we 
value in ourselves, in others, and 
in the world, and enable us to 
express the motivational content 
of our values to others.  Stories 
draw on our emotions and show 
our values in action, helping us 
feel what matters, rather than just 
thinking about or telling others 
what matters.  Because stories 
allow us to express our values not 
as abstract principles, but as lived 
experience, they have the power 
to move others. 

 
Some emotions inhibit action, but other 
emotions facilitate action.  
   
The language of emotion is the language of 
movement—they actually share the same 
root word.  Mindful action is inhibited by 
inertia, fear, self-doubt, isolation, and 
apathy. Action is facilitated by urgency, 
hope, YCMAD (you can make a difference), 
solidarity, and anger.  Stories mobilize 
emotions of action to overcome emotions 
that inhibit us from mindful action. 

Public narrative combines a story of self, a story of us, and a story of now. 
 

By telling a “story of self” you can communicate the values that move you to lead. Public 
leaders face the challenge of enabling others to “get” the values that move them to 
lead.  Effective communication of motivating values can establish grounds for trust, 
empathy, and understanding. In its absence, people will infer our motivations, often in 
ways that can be very counterproductive. Telling our story of self can help establish firm 
ground for leadership, collaboration and discovering common purpose.  
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Every one of us has a compelling story of self to tell.  We all have people in our lives 
(parents, grandparents, teachers, friends, 
colleagues) or characters we love, whose 
stories influence our own values. And we all 
have made choices in response to our own 
challenges that shape our life’s path— 
confrontations with pain, moments of 
hope, calls to action.  

 

The key focus is on our choices, those 
moments in our lives when we our values 
moved us to act in the face of challenge.  
When did you first care about being heard?  
When did you feel you had to act? Why did 
you feel you could? What were the circumstances, the place, the colors, sounds? What 
did it look like?  The power in your story of self is to reveal something of those moments 
that were deeply meaningful to you in shaping your life—not your deepest private 
secrets, but the events that shaped your public life. Learning to tell a good story of self 
demands the courage of introspection, and of sharing some of what you find.  

 

By telling a “story of us” you can communicate values that can inspire others to act 
together by identifying with each other, not only with you  

 

Just as with a story of self, key choice points in the life of a community – its founding, 
crises it faced, or other events that everyone remembers - are moments that express 
the values shared.  Consider stories that members of your group have shared, especially 
those that held similar meaning for all of you.  The key is to focus on telling a specific 
story about specific people at a specific time that can remind everyone – or call to 
everyone’s attention – values that you share. Telling a good story of us requires the 
courage of empathy – to consider the experience of others deeply enough to take a 
chance of articulating that experience.  

 

By telling a “story of now” you can communicate an urgent challenge we are called 
upon to face, the hope that we can face it, and choices we must make to act.  

 

A story of now requires telling stories that bring the urgency of the challenge alive. 
Urgency because of a need for change that cannot be denied, urgency because of a 
moment of opportunity that may not return.  At the intersection of the urgency and the 
promise of hope is a choice that must be made – to act, or not to act, to act in this way, 
or in that.  Telling a good story of now requires the courage of imagination, or as Walter 

Self Us 

 
 
 

Now 
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Brueggemann named it, a prophetic imagination, in which you call attention both to the 
pain of the world and also to the possibility for a better future. 

The Three Key Elements of Public Narrative Structure: What turns recounting an event 
into a story?  

Challenge – Choice – Outcome 
 

A plot begins with a challenge that confronts a character with an urgent need to pay 
attention, to make a choice for which s/he is unprepared. The choice yields an outcome, 
and the outcome teaches a moral.  

Because we can empathetically identify with the character, we can “feel” the moral.  We 
hear “about” someone’s courage; we are also inspired by it. 

 

The story of the character and their choices encourages listeners to think about their 
own values, and challenges, and inspires them with new ways of thinking about how to 
make choices in their own lives. 

Incorporating Challenge, Choice, and Outcome in Your Own Story 

There are some key questions you need to answer as you consider the choices you have 
made in your life and the path you have taken that brought you to this point in time as a 
leader.    Once you identify the specific relevant choice, dig deeper by answering the 
following questions.    
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Challenge:   Why did you feel it was a challenge? What was so challenging about it? Why 
was it your challenge? 
 

Choice:   Why did you make the choice you did? Where did you get the courage (or 
not)? Where did you get the hope (or not)? Did your parents or grandparents’ life 
stories teach you in any way how to act in that moment?  How did it feel? 

 

Outcome:   How did the outcome feel? Why did it feel that way? What did it teach you? 
What do you want to teach us? How do you want us to feel? 

A word about challenge.   Sometimes people see the word challenge and think that they 
need to describe the misfortunes of their lives.   Keep in mind that a struggle might be 
one of your own choosing – a high mountain you decided to climb as much as a valley 
you managed to climb out of.    Any number of things may have been a challenge to you 
and can be the source of a good story to inspire others.         
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VIDEO REVIEW 
BARACK OBAMA 2004 CONVENTION SPEECH 
 
We'll be watching the first seven minutes of Barack Obama's 2004 DNC speech. While 
you watch it, think about the elements of SELF – US – NOW that you hear in his story. 
 
 

SELF US NOW 
 What are his experiences 

and values that call him to 
the national stage?  

 What choice points does 
he include to show, rather 
than tell us his values? 

 

 Who is the “us” that he 
identifies?   

 What are the common 
values he appeals to?  
How? 

 

 What challenge to those 
values does he identify?  

  How does he make that 
challenge real?  

 What gives us hope that 
we can do something? 

 What is the first step that 
each person can take to 
be part of the solution? 

   

 
 
1. What was Barack Obama’s purpose in telling these stories?  What was he  

moving people to do? 
 
 
2. What values did his story convey? 
 
 
 
3. What details or images in particular reflected those values? 

 
 
 

4. What were the challenges, choices and outcomes in each part of his story?   
What morals do the outcomes teach? 
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TEAM BREAKOUT SESSION 
GROUP PRACTICE WORK 

 

GOALS 

 Practice telling your Story of Self and get constructive feedback 

 Learn to draw out and coach the stories of others   

AGENDA 
TOTAL TIME: 60 min. 

1.  Gather in your team.  Choose a timekeeper.  Do quick introductions (name and 
hometown).  Set norms for how you’ll work together as a group during this training.   
 
Have your facilitator tell their 2 minute story of self as an example.   
 

5 min. 

2.  Take some time as individuals to silently develop your “Story of Self.” 
Use the worksheet that follows. 
 

10 min. 

3.  Choose a partner.  
Practice telling your story of self. 
- 2 minutes each to tell your story  
               * Focus on the values you want to convey—what specific experiences   
                  shaped those values in your life? 

 Be specific & give lots of details 
 

Use the worksheet “ Coaching Tips: Story of Self” to help guide your feedback. 
- 3 minutes each for feedback: 
              * What values did the storyteller convey?  How specifically? 
              * What is the Challenge, Choice , Outcome in each story? Write them  
                  in the boxes. 
              * Were there sections of the story that had especially good details or 
                  images  (sights, sounds, smells, or emotions of the moment)?  
                  How did those details make you feel? 

* What could the story teller do to more effectively convey why they are 
   called to leadership in this campaign? 

 

15 min. 

4.  As a team go around the group and tell your story one by one. 
 
For each person: 
- 2 minutes to tell their story 
- 3 minutes to receive feedback from the group 
NOTE: You have just 2 minutes to tell your story.  Stick to this limit.  Make sure your 
timekeeper cuts you off.  This encourages focus and makes sure everyone has a 
chance to tell their story. 

30 min. 

32



 

Originally adapted from the works of Marshall Ganz at Harvard University      

WORKSHEET 
DEVELOPING YOUR STORY OF SELF 
 
Before you decide what part of your story to tell, think about these questions: 
 
1. What will I be calling on others to do? 
2. What values move me to take action and might also inspire others to similar action? 
3. What stories can I tell from my own life about specific people or events that would 

show (rather than tell) how I learned or acted on those values? 
 
What are the experiences in your life that have shaped the values that call you to 
leadership in this campaign? 

 
FAMILY & CHILDHOOD LIFE CHOICES ORGANIZING EXPERIENCES 
        Parents/Family 
 Growing Up  
 Your Community  
 Role Models 
 School 

 

      School 
 Career 
 Partner/Family 
 Hobbies/Interests/Talents 
 Finding Passion  
      Overcoming  Challenge 

First Experience of organizing 
Connection to key books or people 
Role Models 

 

 
Think about the challenge, choice and outcome in your story.  The outcome might be 
what you learned, in addition to what happened.  Try drawing pictures here instead of 
words.  Powerful stories leave your listeners with images in their minds that shape their 
understanding of you and your calling. 

 

CHALLENGE CHOICE OUTCOME 
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COACHING TIPS: 
STORY OF SELF 
 
Remember to balance both positive and constructive critical feedback.  The purpose 
of coaching is to listen to the way stories are told and think of ways that the 
storytelling could be improved. 
 
DON’T simply offer vague “feel good” comments.  (“That was a really great story!”) 
DO coach each other on the following points: 
 

 THE CHALLENGE: What were the specific challenges the storyteller faced?  Did 
the storyteller paint a vivid picture of those challenges?   

“When you described ________, I got a clear picture of the challenge.” 

 “I understood the challenge to be ________.  Is that what you intended?” 

 

 THE CHOICE: Was there a clear choice that was made in response to each 
challenge?  How did the choice make you feel?  (Hopeful?  Angry?) 

“To me, the choice you made was _______, and it made me feel _______.” 

“It would be helpful if you focused on the moment you made a choice.” 

 

 THE OUTCOME: What was the specific outcome that resulted from each 
choice?  What does that outcome teach us? 

“I understood the outcome was _______, and it teaches me _______.  But 
how does it relate to your work now?” 

 

 THE VALUES: Could you identify what this person’s values are and where they 
came from?  How?  How did the story make you feel? 

“Your story made me feel ________ because _________.” 

“It’s clear from your story that you value _______; but it could be even 
clearer if you told a story about where that value comes from.” 

 DETAILS: Were there sections of the story that had especially good details or 
images (e.g. sights, sounds, smells, or emotions of the moment)?  

“The image of ________ really helped me identify with what you were 
feeling.” 

“Try telling more details about _______ so we can imagine what you were 
experiencing.” 
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Record Feedback/Comments from Your Team Members Here: 
 

 
 
 
 
 
 
 
Coaching Your Team's “Story of Self”  As you hear each other's stories, keeping track of the 
details of each person’s story will help you to provide feedback and remember details about 
people on your team later. Use the grid below to track your team's stories in words or images. 

 

NAME VALUES CHALLENGE CHOICE OUTCOME 
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TRAINER DEBRIEF AND REFLECTION 
 
 

1. What were your key learnings from this session? 
 
 
 
 
 
 

2. What activities, explanations etc helped you learn? 
 
 
 
 
 
 

3. What still isn’t clear? 
 
 
 
 
 
 

4. What did the trainer do well that you will replicate? 
 
 
 
 
 
 

5. What will you do differently? 
 
 
 
 

6. What was confusing or challenging in the group-work that you will need to be 
aware of when you train your facilitators? 
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TRAINERS NOTES: STORY OF SELF 
 
Key Teaching Points: 

 Stories communicate values through emotions: emotions move us to act 

 Certain emotions inhibit action while others facilitate action: we can use stories 
to elicit emotions that facilitate action. 

 Good stories have a structure => challenge, choice, outcome 

 Public Narrative is a particular type of story with three parts: Self, Us, Now 

 Story of Self is a practice organizers can use to build community by introducing 
who they are and why they are called to this work. We can teach through the 
script of our own lives. 

SECTION SLIDE ANNOTATED NOTES 

Total Session Time: 145 min  

Introduction: 50 min 

TRAINER 
STORY 

 

Tell your 6 min story of Self, Us and Now as it relates 
to this particular training group or campaign. Use the 
Story of Self worksheet in the participant guide and 
the sample videos  (noitoolbox.mirocommunity.org) to 
help develop your story 
 

LEADERSHIP 

 

Go back to our definition of leadership. How does 
public narrative fit into this way of practicing 
leadership?  
(Stories help us learn to make choices in the face of 
uncertainty). 
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WHY DO WE 
TELL STORIES? 

 

Audience Engagement: Why do we tell stories? 
We tell stories to motivate others to take action with 
us. We tell stories to enable others to understand who 
they are and why to take action. Story telling is a 
leadership art that “enables others” to understand 
their individual, community and immediate calling. A 
good story helps us make choices in our own lives, by 
illustrating how a particular character overcame a 
challenge 
 

TWO WAYS 
OF KNOWING 

 

There are 2 ways in which we understand the world 
around us:  

1. The heart understands the ‘why’ (story) 

2. The head understands the ‘how’ (strategy) 

Both lead to action, but we need to learn to lead with 
the head AND the Heart. Organizing without a strategy 
isn’t driven and doesn’t lead us anywhere, like walking 
blind.  But having the best strategy in the world 
doesn’t matter if we’re not motivated to implement it 
and we can’t get anyone to join us. 
Audience Engagement: Has anyone been in an 
organizing situation that was all about head 
(strategy)? Like “lets get the petitions signed and then 
the meeting with the congressional members and 
then lets make calls, etc.” How’d it go? How about an 
organization that was all heart- storytelling, 
community building and no strategy? 
Emphasize the need for the head and the heart. 
 

EMOTIONS, 
VALUES, 
ACTION 

 

Stories move us to action by engaging our emotions. 
Emotions tell us what we value in the world. What are 
the things that bring you joy & hope? What makes you 
feel angry? When we hear stories that make us feel a 
certain way those stories remind us of our core values. 
We experience our values through emotions. Then we 
are prepared to take action on those values. 
Audience Engagement: When I told my story earlier, 
how did it make you feel? What specific emotions did 
you feel? When? Why? What values did you hear in 
my story? Would it have been the same if I told you “ I 
value *insert value+” How did you experience those 
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values? 

ACTION 
MOTIVATORS 
& INHIBITORS 

 

There are emotions that inhibit action and others that 
motivate us to act.  
Inertia, (no forward progress) Apathy (without caring), 
Fear, Isolation (fail to appreciate interest we share 
with others) & Self-doubt (I can’t do it)– explain the 
feelings 
Audience Engagement (Questions to Consider):  

 Has anybody felt these emotions before? Have 

they inhibited you from taking action? Have 

you seen a community with some of these 

feelings?  What are the actions of a community 

that has these feelings? How do these feelings 

change? Just by saying, “don’t be afraid” or 

“you should care about this!” 

 Our emotions of inaction don’t go away 

because some one tells us they should, but 

because we start to feel other emotions. 

 Have you been in a moment that your 

community felt with URGENCY? Has anyone 

felt that in your communities – ANGER? Have 

you felt HOPE, SOLIDARITY AND YOU CAN 

MAKE A DIFFERENCE (YCMAD)? When 

specifically? 

 What gives that Hope, Solidarity, sense of 

YCMAD? 

 

STORY 
STRUCTURE 

 

Audience Engagement: What makes a story?  

 Trainer Tip: Ask participants to name a recent 

movie. Using that movie, illustrate how every movie 

and story follows that same basic structure. Pull out 

from the participant the specific details of the 

character’s challenge, choice and outcome.  

Stories have a common structure. A Plot: something 
happens to the character, and then the character 
needs to make a choice, then that choice yields an 
outcome – and that outcome teaches a moral.  
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What happens when there’s no challenge? What 
happens when the story is all challenge and there’s no 
outcome, or hope? 
 

3 PARTS OF 
PUBLIC 
NARRATIVE 

 

In this session you will be learning how to tell your 
Story of Self, but since organizing isn’t just about your, 
but about you in relation to others, you will also be 
learning the two other parts of public narrative: the  
Story of US and Now. 
Three parts to public narrative: 
Story of Self (why I’m called to this work) 
Story of Us (why we’re called, why we matter in this 
effort) 
Story of Now (what we’re called to do right now) 

 
SAMPLE 
STORY- 
BARACK 
OBAMA 

 

Show DNC 2004 Convention Speech 

 Trainer Tip: Because your audience may have 
differing political opinions, make sure to explain that 
we didn’t choose this video because Obama is a 
Democrat or the President, we use this video because 
he is one of the greatest speakers in our country and 
he moved many people to action. Tis a craft he 
learned and we are here to teach you the same craft. 

 

 Video Debrief Debrief:  
Audience Engagement: How do you feel after hearing 
that? What specific stories or examples painted the 
challenge and choice for you? What did you want to 
know more of? Would it have had the same impact if 
he had said “ My name is Barack Obama, I went to 
Harvard Law school where I learned x and y. Then I 
was ran for Illinois State Senate, and won. I really 
support John Kerry because of x,y,z and you should 
too?” 
Where’s the story of self? 

 Challenge, choice, outcome - focus on choice 
points (father's journey to US, parents decision 
to marry, naming "Barack") 

 Notice that there is nothing about John Kerry 
in his speech, but rather a story that tells us 
about his own values. Then the audience trusts 
him and wants to support who he is 
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supporting.  

 What’s the transition? (“My story is part of the 
larger American story”) 

Where’s the story of us? 

 Founding story, Declaration of Independence 
(why did he choose this?) 

 Challenge, choice, outcome, hope 

 What’s the transition? “We have more work to 
do” 

Where’s the story of now? 

 Challenge, choice, outcome, hope 

 Not statistics, but stories, no 10-point plans 
 

LEARNING 
TEAMS 
EXPLANATION 

 

Review the Story of Self worksheets and learning team 
agenda before the groups break out. 

 Trainer Tip:  Remind the participants to focus on 1 

or 2 choice points in your life that teach others about 

what values move them to be here, and like a good 

movie their story should be constructed so we can SEE 

it, HEAR it, FEEL it because of the details.  

ROLEPLAY 

 

* Prepare in advance 

Roleplay the learning team breakout agenda. Have a 
team of 5 people come up and go through the agenda 
and model a good breakout session.  

Key teaching points to illustrate in the roleplay: 

 Setting a timekeeper 

 Facilitator gives their Story of Self first 

 Group members offer really constructive and 

concise feedback 

 

 

 

 

TEAMWORK 

65 min 

All materials are in the 
participant guide 

 Review agenda, Set Norms, assign a time 
keeper (10 min) 

 Develop your story (10 min) 
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 Choose a partner and practice (15 min) 

 Share stories in group (30 min) 

DEBRIEF  

30 min 

 

Invite 3 participants to tell their stories. Have group 
coach them on making their stories better. Also, 
define what makes for effective coaching. What 
coaching questions helped your stories improve? 
 

 Did they tell a real Story of Self with a clear 
moment of choice? 

 Did they avoid the trap of just talking about the 
campaign?  If not how could they?  What in 
their life are you still curious about? 

 Was there good detail?  Where could there be 
more? 

 Coaching—what types of feedback & questions 
were helpful? 
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Session 3: Building Relationships 
 
Goals for this session: 

 To learn how to build relationships to develop leadership, community and power 

 To practice building intentional relationships through the skill of one-to-one 
organizing conversations 

 To identify common values and interests, and unique skills and resources 
amongst the team  

 
Why Build Relationships?  To create commitment, the glue of an organization 
 
Leadership begins with understanding yourself: your values, your motivation, your story.  

But leadership is about enabling others to achieve purpose. The foundation of this kind 

of leadership is   the relationships built with others, most especially, others with whom 

we can share leadership.  

 

Identifying, Recruiting, and 

Developing Leadership: We 

build relationships with potential 

collaborators to explore values, 

learn about resources, discern 

common purpose, and find 

others with whom leadership 

responsibility can be shared.  

 

Building Community: Leaders, in 

turn, continually reach out to 

others, form relationships with them, expand the circle of support, grow more resources 

that they can access, and recruit people who, in turn, can become leaders themselves. 

 

Turning Community Resources into Power: Relationship building doesn’t end when 

action starts. Commitment is one of your greatest resources in organizing, particularly 

when your campaign starts to come up against competition, internal conflict, or external 

obstacles.  Commitment is developed and sustained through relationships, which must 

be constantly, intentionally nurtured. The more volunteers or members find purpose in 

the intentional community you are building, the more they will commit resources that 

you may never have known they had. 
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Coercion or Commitment? 

As organizers and leaders we have an important choice to make about how we lead our 

organizations and campaigns.  Will the glue that holds our campaign together be a 

command and control model fueled by coercion?  Or will the glue be voluntary 

commitment?  If we decide that our long-term power and potential for growth comes 

more from the voluntary commitment, then we need to invest significant time and 

intentionality in building the relationships that generate that commitment—

commitment to each other and to the goals that bring us together.  That requires having 

transparent, open and mindful interaction, not closed, reactive or manipulating 

conversations. 

 

What Are Relationships?  

 
 Relationships are rooted in shared values. We can identify values that we share by 

learning each other’s stories, especially ‘choice points’ in our life journeys. The key is 
asking “why.” 
 

 Relationships grow out of exchanges. Your resources can address my purposes; my 

resources can address your purposes. The key is identifying purposes and resources. This 

means that relationships are driven as much by difference as by commonality. Our 

common purpose may be as narrow as supporting each other in pursuit of our individual 

purposes, providing they are not in conflict. Organizing relationships are not simply 

transactional.  We’re not simply looking for someone to meet our “ask” at the end of a 

one-to-one meeting or house meeting.  We’re looking for leaders to join with us in long-

term relationships of learning, growth and action.   

 

 Relationships are created by commitment. An exchange becomes a relationship only 
when each party commits a portion of their most valuable resource to it: time. A 
commitment of time to the relationship gives it a future and, therefore, a past. And 
because we can all learn, grow, and change, the purposes that led us to form the 
relationship may change as well, offering possibilities for enriched exchange. In fact the 
relationship itself may become a valued resource – what Robert Putnam calls “social 
capital.”   

 
 Relationships generate shared learning and growth. 
 

Like any human relationship organizing relationships require constant attention and work.  

When nurtured over time, relationships become an important source of continual learning 
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and development for the individuals and communities that 

make up your campaign.  They are also a great source for 

sustaining motivation and inspiration.   

 

Sometimes simply knowing that we are not fighting alone 
gives us the energy to continue the work.   For example, 
the relationship between Cesar Chavez and his mentor, 
Fred Ross, Sr. was a long term relationship build through 
one-to-ones and shared action.  Their relationship helped 
spawn the farm workers’ movement and provided a 
source of learning and growth, not just for them as 
individuals, but also for the movement 
 
 

 

How do We Build Relationships?  

 
We build relationships for organizing the same way we build relationships in other parts 
of our lives, but always in an intentional and transparent way.  Here are some of the 
relational tactics we can use to constantly grow our campaigns and organizations. 
 
1. One to One 

One on one meetings are good for identifying leaders and recruiting them into 
leadership teams. Regular one to ones are also critical for building strong relationships 
in which both partners grow and learn together over time. 
 
2. House Meetings 
You can use house meetings to build community and commitment around the core 
leadership team. 
Once we have a team of leaders who are committed, that leadership has to reach out to 
engage their community deeply, and sometimes to create new community where it 
doesn’t yet exist. In a house meeting campaign, leaders recruit and engage their own 
social networks in building a broader, deeper community of others willing to commit to 
create change together. House meetings were a key part of how Cesar Chavez built the 
farm workers movement, and it’s how many candidates running for office for the first 
time build their base of support and leadership. 
 
3. Organizational Meetings 
Organizational meetings help us launch a new idea or a plan, strategize around a 
problem, invite new members to the team or get team members recommitted to our 
cause and our campaign. Organizational meetings are like house meetings, but may take 
place at work, in our places of worship, at community centers, or anywhere where you 
can gather people of common cause together in one place. 
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4. Team Meetings 
Another way to build and sustain relationships is in team meetings. Often when groups 
of people who are working together have constant confusion, lack of communication 
and conflict, it’s because they are not spending enough time connecting with each other 
as people, trying to understand each other’s interests and finding ways to learn 
together.  Team meetings are important for decision-making, strategizing and 
accountability, but also for maintaining strong committed relationships among leaders. 
 
 
Building Intentional Relationships: The One on One Meeting. 
 
One of the best ways to initiate intentional relationships is by use of the one on one 
meeting, a technique developed and refined by organizers over many years. A one on 
one meeting consists of five “acts’: 
 
Attention – We have to get another person’s attention to conduct a one on one 
meeting. Don’t be “coy”. Be as up front as you can be about what your interest is in the 
meeting, but that first, you’d like it take a few moments to get acquainted.  

 
Interest – There must be a purpose or a goal in setting up a one on one meeting. It 
could range from, “I’m starting a new network and thought you might be interested” to 
“I’m struggling with a problem and I think you could help” or “I know you have an 
interest in X so I’d like to discuss that with you.”  Be transparent about your purpose. 

 
Exploration – Most of the one on one is devoted to exploration by asking probing 
questions to learn the other person’s values, purposes, and resources and by sharing 
enough of your own values, purposes, and resources that it can be a two way street.  

 
Exchange – We exchange resources in the meeting such as information, support, and 
insight. This creates the foundation for future exchanges.  

 
Commitment  - A successful one on one meeting ends with a commitment, most 
likely to meet again and to engage in action. By scheduling a specific time for this 
meeting or action together, you make it a real commitment. The goal of the one on one 
is not just to get someone to make a pledge, to give money, to commit their vote.  It’s to 
build commitment to continuing the relationship in service to a shared purpose and 
desire for change. 
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O n e  t o  O n e  D o s  a n d  D o n ’ t s  

D O  D O N ’ T  

Schedule a time to have this conversation (usually 30 
to 60 minutes) 

Be unclear about purpose and length of conversation  

Plan to listen Try to persuade rather than listen 

Follow the steps of the conversation above Chit chat about private interests 

Share experiences and deep motivations  Skip stories to “get to the point” 

Share a vision that articulates a shared set of 
interests for change  

Miss the opportunity to share ideas about how things 
can change 

Be clear and the ‘when and what’ of your next step 
together. 

End the conversation without a clear plan for the 
next steps. 
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WORKSHEET 
PRACTICING THE ONE TO ONE 
 
Goals 

1. Practice the art of the 1-to-1 conversation by using probing questions to understand 
each other’s values, purpose and resources.  

2. Uncover your team’s common values and shared interests.  Identify and draw out each 
other’s unique skills and resources 

 
AGENDA 
TOTAL TIME: 45 MIN 

1. Gather in your team.  Choose a timekeeper and note-taker.  Review the agenda below. 5 min. 

2.   Break into pairs. Practice a One-on-one. 
- One person initiates the conversation: Ask Questions (GO DEEP!) and share   
  some of your own story too. 
- After 10 minutes switch roles and let your partner drive the conversation more. 
- Listen carefully and write these down for later: 

 Your common values (the things you care about and have a motivated 
commitment to; e.g. education, family) 

 Your shared interests (the real-world expression of your values; e.g. good 
schools in our neighborhood, securing my weekends for family time ) 

 Your skills and resources (the things you have and bring to the team; e.g. time, 
contacts, data skills, energy) 

- Make a specific commitment to each other and the leadership team. 

20 min 

3.  Get to know your team. 15 min 

 Each pair reports back on the following two questions: 

 What did you learn about the common values and interests that motivate you 
to take action? 

 What did you learn about what skills and resources each of you bring to this 
team? 

Ask your note-taker to record these on flipchart paper for your whole team like this: 

Our Common Values & Interests Our Unique Skills & Resources 

 

 
 

4.  Summarize your key learnings from this exercise.  What are you taking away? 5 min 
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WORKSHEET 
PRACTICE RELATIONSHIP BUILDING 
 
ONE-ON-ONE PRACTICE (20 min) 
 
Choose a partner you don’t know.  Learn about why she has been called to do this work.  
Probe with “why?” questions to get to choice points and specific experiences that 
shaped her life. Share your story.  Listen to your partner’s story for the motivations and 
the resources she brings to the campaign (leadership skills, a following, action skills, 
etc.).  Be specific.   

 
Avoid talking about issues like education or health care in an abstract and detached way 
—talk about why YOU both care about x issue because of your own life experiences or 
the specific experiences of people you care about.  What values were you taught that 
make you care about this?  How were you taught those values?    
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

What values do we share? 
What interests can we act on together? 

What skills and resources do we each bring to this work? 
When will we meet again to take action and to keep building this relationship

Story: What’s your family 
story? What in your life 
brought you here today? 
 
_________________ 
 
_________________ 
 
 

Challenges: What keeps you 
from action? What do you 
fear? What would you want 
to learn? 
 
_________________ 
 
_________________ 
 
 
 

Hope: What motivates you to 
act to organize now? What’s 
your vision of how things could 
be different if we work 
together? 
 
_________________ 
 
_________________ 
 
 

Leadership Qualities: What 
skills do you have? How do 
you lead others already in 
your life? What would you be 
willing to bring to this 
movement? 
 
_________________ 
 
_________________ 
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TRAINER DEBRIEF AND REFLECTION 
 
 

1. What were your key learnings from this session? 
 
 
 
 
 
 

2. What activities, explanations etc helped you learn? 
 
 
 
 
 
 

3. What still isn’t clear? 
 
 
 
 
 
 

4. What did the trainer do well that you will replicate? 
 
 
 
 
 
 

5. What will you do differently? 
 
 
 
 
 

6. What was confusing or challenging in the group-work that you will need to be 
aware of when you train your facilitator
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BUILDING RELATIONSHIPS: TRAINERS NOTES 
 
Key Teaching Points: 

 We build relationships to create commitment, which is the glue of an organization 

 Building relationships helps us to identify leaders, build community and build 

power from the resources of that community. 

 Relationships in organizing are based on shared values and purpose, diverse 

resources and skills, shared commitment and action. 

 We build relationship by listening to each other’s stories, exploring our interests, 

exchanging resources and committing to how we are going to be working 

together. 

Annotated Timeline: 

 This section is intended to be used as a guide. The best trainers will take this 

material and make it their own, working in their story of self throughout the 

presentation and teaching from actual examples from their lives and their 

organizations.  

 Each session should be practiced at least twice in front of someone before 

teaching. 

SECTION SLIDE ANNOTATED NOTES 

Total session time: 1 hour, 30 min 
Introduction: 20 min 
TRAINER STORY  

 

Tell your 2 min Story of Self. Integrate examples 
of you times you built committed relationships 
in your work to create change. Use the Story of 
Self worksheet in the participant guide and the 
online videos (noitoolbox.mirocommunity.org) 
to help you create your own story.  
Audience Engagement: Has anybody been part 
of a relationship? Why are public relationships 
important? So, why do we build relationships in 
organizing? 
 

THE GLUE  
 
 
 

Audience engagement: What holds a campaign 
together? 
Remember the snowflake model we introduced 
in ‘the choice?’ it shows us, the inderdependent 
leadership that we want to build. Notice how 
there’s no way for someone to relate to a vague, 
amorphous organization as a whole. This 
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leadership structure is built on relationships 
between individual people and, among small 
groups of people in teams.  
 

  
 

 

What holds that snowflake leadership structure 
together is the commitment that it upholds from 
person to person and how alive those 
relationships are. 
[Sample organizing story to use to demonstrate 
the power of relationships. Try this one, or 
another historic example, or an example from 
your own organizing.] In 1955, Rosa Parks took 
action against segregation by not giving up her 
seat on a bus. When she got arrested it sparked 
some urgency, and leaders from Montgomery 
got together, to form the Montgomery 
Improvement Association. Most of them had 
been building community and relationships for 
sometime in their churches and at work. These 
relationships and their commitment to each 
other allowed them to take a big risk in the face 
of great uncertainty. They started with a one-
day bus boycott that ended up lasting 11 
months. Because of their individual commitment 
to each other they each brought unique 
resources to the fight. JoAnn Robinson had 
access to the mimeograph machine at work to 
print flyers for the boycott. Ralph Abernathy and 
Martin Luther King and other pastors engaged 
their congregations in the boycott, hosting mass 
meetings, and recruiting the wealthier members 
of their churches to lend their cars to the car 
pool.  
It was not an idea alone, but the power of 
individual and group relationships that held the 
community in Montgomery together taking risky 
action in the face of great odds.  
Remember our definition of leadership earlier? 
(Taking responsibility for enabling others to 
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achieve purpose in the face of uncertainty). Each 
part of that definition requires that we practice 
intentional relationship building. 
  
 
 

WHAT ARE 
RELATIONSHIPS 

 

So we’ve talked about how to build 
relationships, but what are they? 
 
 

  
 

 

Like in other parts of our lives, relationships in 
organizing are based on shared values and 
shared purpose.  
What are some of the shared values you 
discovered during our work together on Story of 
Self? What common purpose did you begin to 
discover there? 
So finding common values and purpose is 
important. However, if we just build 
relationships with people just like us, or with 
people who will just agree with us all the time, 
what type of campaign or organization will we 
end up in? 
Relationships are based as much on difference 
as on similarities. When we’re building our 
leadership teams, organization and campaign, 
we need to recruit and build relationships with 
people who are different from each other, who 
have diverse resources, experiences & skills, 
which will strengthen our common effort. 
[Image the Montgomery Bus Boycott if all the 
leaders were seamstresses like Rosa Parks, and 
there were no preachers, teachers, car drivers 
or lawyers] 
But remember, having shared values, a shared 
purpose and some skills & resources doesn’t 
mean that you have a relationship. If there is no 
commitment, there isn’t any glue in your 
campaign. A relationship with no commitment is 
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not a relationship. If 10 people come to my 
house meeting, but I don’t ask them explicitly to 
make a commitment to joining me in this 
campaign, then they have a relationship to with 
me, but not with the campaign or the 
community we’re building. 

COMMITTMENT 

 

So, what happens without commitment to 
between individuals on a team or in a 
campaign? 
 

 

 

It falls apart. Slush!  
[Anyone had an experience of a relationship 
with no commitment? What was that like?] 

BUILDING 
RELATIONSHIPS 
TACTICS  

 
 

 
 
 
 
 
 
 
 
 
 
 
 

Audience engagement: So how do we build and 
maintain that commitment to each other in 
order to build our capacity and create change?  
Basically the same way we build relationships in 
other parts of our lives, but in an intentional 
and transparent way. 

1. One to One 

You may use the one to one tactic to identify 
leaders and recruit them into leadership teams. 
Regular one to ones are also critical for building 
strong relationships in which both partners 
grow and learn together over time. 
 
 

2. House Meetings 
 
You can use house meetings to build community 
and commitment around the core leadership 
team. 
Once we have a team of leaders who are 
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committed, that leadership has to reach out to 
engage their community deeply, and sometimes 
to create new community where it doesn’t yet 
exist. In a house meeting campaign, leaders 
recruit and engage their own social networks in 
building a broader, deeper community of others 
willing to commit to create change together.  
House meetings were a key part of how Cesar 
Chavez built the farm workers movement, and 
it’s how many candidates running for office for 
the first time build their base of support and 
leadership. 

3. Organizational Meetings 

Organizational meetings help us launch a new 
idea or a plan, strategize around a problem, 
invite new members to the team or get team 
members recommitted to our cause and our 
campaign. Organizational meetings are like 
house meetings, but may take place at work, in 
our places of worship, at community centers, or 
anywhere where you can gather people of 
common cause together in one place. 

4. Team Meetings 

Another way to build and sustain relationships 
is in team meetings. Often when groups of 
people who are working together have constant 
confusion, lack of communication and conflict, 
it’s because they are not spending enough time 
connecting with each other as people, trying to 
understand each other’s interests and finding 
ways to learn together. 
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THE ONE TO ONE 

 

Even though there are many tactics you might 
employ, to build and sustain relationships, 
today we are going to focus on the one to one 
meeting. 
 
There are 5 key elements to a good one to one 
meeting. 

 Attention 

 Interest 

 Exploration 

 Exchange 

 Commitment 
 

1. Selection, Attention, Interest 
 

The first step in building a relationship is getting 
someone’s attention. But do you want to build a 
relationship with just anyone hanging around? 
 
Audience Engagement: If you’re intention is to 
build a leadership structure, what would you 
look for? 
 
[One option is a short 2-minute role play with a 
group of people walking around with ‘leader’ 
pasted on their shirts acting with big egos. 
Another group of people are hard at work, 
taking with others, reaching out to voters, going 
to city council meetings, etc. Which group is 
really the group of leaders you’d want to 
engage in your campaign?] 

2. Introduction & Purpose 

It’s really important to be very clear about why 
you want to have this meeting, to introduce 
your campaign and your interests very honestly. 
Nobody wants to get tricked or swindled into 
something they didn’t think they were getting 
into. 
 

3. Exploration 

This is where we share our stories and really try 
to understand each other. Asking questions is a 
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really important part of exploration. Who are 
we? What experiences have shaped our lives 
and our calling in live? What interests do we 
share in change? And so on. 

4. Exchange 

Relationships are built on needing and 
depending on each other. In order to build a 
relationship we need to figure out clearly what 
resources we each bring to the table and how 
we can help and support each other in our 
campaign work. Relationships can’t be a one-
way street where the organizer is doing all the 
asking, and the other person is doing all the 
giving. 

5. Plan and commit 

One meeting doesn’t make a relationship. We 
are only in relationships if we plan and commit 
to action together. 
What does a real commitment look like? Have 
you ever been on a date that ends with “I’ll call 
you sometime?” How does that turn out? A 
commitment is to a specific time, plan and 
action that we will undertake together. 

ROLEPLAY 
10 min 

 

Model a REAL 1-to-1 meeting up front (NOT a 
role play). The key should be to build a real 
commitment. Use the Worksheet after the 
Relationships Breakout Session Agenda in the 
Participant Guide to prep the 2 people doing the 
1-to-1. 
Debrief the one to one in front of the room 
using the 5 steps above. 
 

LEARNING TEAMS 
EXPLANATION 
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TEAMWORK 
45 min 

ALL MATERIALS ARE IN THE 
PARTICIPANT GUIDE 

 Review agenda (5 min) 

 Break into pairs and practice a real one to 

one meeting (20 min) 

 Get to know your team (15 min) 

 Key learnings (5 min) 

 
 

DEBRIEF 
15 min 

 

 Trainer Tip: use the one to one process slide 
to debrief the one to ones. 

How did the introduction and purpose section 
go? Were you clear why you were beginning to 
build a public relationship with each other? 
How did the exploration go? What did you 
descover about each other? 
How did the exchange go? How will you support 
and help each other moving forward into 
action? 
How did it go getting a concrete commitment? 
What was easy or hard about it? 
Let’s go back to our original definition of 
leadership: Taking responsibility for enabling 
others to achieve purpose in the face of 
uncertainty. Where does relationship building 
fit into this as a core practice of leadership? 
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Session 4: Building Teams 
 

Goals for this session: 
 
    * To develop an understanding of the core practices of successful leadership teams 
 
    * To begin practicing those skills as a leadership team: developing a shared purpose, 
clarifying team roles and responsibilities, and creating norms and practices of 
coordination 

 
Why do organizing teams matter? 
The most effective leaders have always created 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.  Even 
Barack Obama in his campaign had a leadership team working with him—his Campaign 
Manager, Deputy Campaign Manager, Communications Director, Political Director, Field 
Director and others. 
 
Leadership teams offer a structural model for working together that fosters 
interdependent leadership, where individuals can work toward goals together, with 
each person taking leadership on 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.  An organization of 500 people is not accomplished by one person alone.  
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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? 
 

1. Team doesn’t get anything done 
2. Team doesn’t engage others 
3. Individuals are not learning and growing over time 
4. Team doesn’t coordinate with one another 

 
We have all been part of teams that have not worked well. They fall into factions, they 
alienate each other, or all the work falls on one person. 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 work together to build 
campaigns and take action. 
 
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 to channel that 
conflict in productive ways, allowing the team to achieve the goals it needs to win. 
 
Five conditions than can get your team off to a good start 
 

Your shared purpose is clear and it points you in an engaging direction.  The work you 

have to do is readily understood, it’s challenging, it matters to the campaign you’re 
working on and you know why it matters.  Team members should be able to articulate 
for others the "purpose" of your team.  This is a brief statement that includes who the 
team is, what they do together and how they plan to do it. 
 

Your Team is made up of diverse people. A highly effective team is made up of people 

from different economic backgrounds, race, ethnicity, political ideology, skills and 
opinions. When there is diversity amongst your team members it will inspire robust 
conversation during decision making, pushing your team to better thought-out 
outcomes. A good team will have a diversity of identities, experiences and opinions, 
ensuring that everyone is bringing the most possible to the table.   
 

Your team is stable, with clear boundaries.  You can name the people on it and they 

meet regularly.  It’s not a different, random group of people every time.  Highly effective 
teams have 4 - 8 members. 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. 
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Your team works interdependently.  Everyone should have a roughly equal share of the 

work based on the unique skills & resources they bring to the team, understanding that 
each part is necessary to adequately reach the ultimate goal.  Thus, the success or 
failure of one will have an effect on all.  One way to encourage interdependence is to 
have clear roles based on the work that the team needs to do to succeed. 
 
Interdependent teamwork includes: making decisions together, coordinating work 
together, serving as a consultative team, and sharing information.  Good teams will 
coordinate and help each other accomplish collective goals.  Good team members will 
communicate well when they need assistance.  No one is carrying out activity in a silo 
that’s secretive to others.  
 

Your team has explicit norms.  Your team sets clear expectations for how to govern 

yourselves in your work together. How will you manage meetings, regular 
communication, decisions, and commitments? And, most importantly, how will you 
correct norm violations so they remain real norms? 
 
Teams with explicit operating norms have a much higher likelihood of achieving the 
results they're aiming for.  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?” Other norms address expectations for member interaction with each other.  
Initial norms guide your team in its early stages as members learn how to work together 
as a team. Norms can be refined through regular group review of how well the team is 
doing. 
 
The criteria for team effectiveness  
A great deal of research on teams has shown that three things help to make a team 
more effective: 
 

1. ACTION: The action work of your team matches the goals you need to meet in 
order to win on your campaign. 
 

2. CAPACITY: The team is engaging to others outside the team and developing their 
leadership. The team’s capacity is growing as they get better together over time. 

 
3. LEARNING: Teamwork supports individual growth and learning.    

 
In short, the team is meeting the campaign’s interests by achieving goals, growing a 
community of people and resources it will take to meet the goals, and meeting each 
participant’s interests by giving them room to learn and grow. 
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TEAM BREAKOUT SESSION 
BUILDING YOUR TEAM 
 
Goal 
The purpose of this exercise is to help you: 
 
(1) Develop your team purpose.  
(2) Identify the norms you will adhere to as a team.   
(3) Review leadership roles.  Then discuss the roles relative to the talents of those in 
your team.  
(4) Create a team chant and coordinate meeting plan 
 
 

Agenda 
TOTAL TIME: 75 min. 

 

1. Gather and review agenda.  Choose a timekeeper for this session.  Review your 
shared interests from the last session on building relationships 

5 min 

2. Develop your Shared Purpose. 30 min 

3. Decide on Collaborative Norms. 10 min 

   4. Review Team Roles.  Brainstorm what responsibilities each would have in 
preparation for an event.  Talk about how these roles might match up with the 
talents of those in your team. 

25 min 

5. Create a team chant. 10 min 

 If extra time, discuss key learnings:  What did you learn about how to structure 
and run a good team?  What worked?  What didn’t? 
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WORKSHEET 
DEVELOPING A TEAM PURPOSE 

 
 
SHARED PURPOSE (30 minutes total) 
 

1. Individual Work – Silently brainstorm and craft a sentence to clarify your                      5 min 
own thinking about  the team’s purpose. 

2. Team Work – Ask each person to read their sentence to the group and have the       10 min 
        group record and share words that resonated with them. 
3. Individual Work – Use the highlighted key words and themes to craft a new                 5 min 

sentence that describes the team’s purpose. 
4. Team Work – Read individual sentences aloud again.  Select one sentence                 10 min 

(or combine) to articulate your team’s shared purpose.                       

 
Part I: Individual Work (5 minutes) 
 

In the first column, write down whom your team serves: who is your constituency? 
What are the people like and what are their interests?  What will engage them?   

 
 In the second column, based on the work you did on common interests and values 

in the relationship session; write down the goals that are unique to your team.  
Be specific to what your team is trying to achieve. 

 In the third column, write down the kinds of activities that your team could 
engage in to fulfill its purpose by serving this community? What is the unique 
work that your team could do? 

 

 
 
 

 
We are organizing ____________ 
(who - constituency) 
 
 

 
to do___________________ 
(what –outcome) 
 
 
 
 
 

 
by __________________________ 
(how -  list the specific activities that 
your team would undertake to achieve 
your goal.) 
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After brainstorming answers to all three questions, take a few moments to write a 
sentence that you think best describes your team’s purpose, it’s constituency, and its 
activities. Draw on all three columns. 
 
Example of a shared purpose sentence: 
 

 We are organizing CSEA members who care about education funding and want 
to do something about it to move our elected officials (Assemblyperson, School 
Board, State Senator) to support the three goals of the CAUSE Campaign by 
going to chapter meetings, having 1-to-1 site visits, calling targeting lists, and 
taking nonviolent direct action. 
 

Our team’s shared purpose is to  
 
 
 
 
 
 
 
 
 
 

Part 2: Team Work (10 minutes) 

As each person reads his or her sentence the facilitator notes the key words on the wall 

poster under purpose, constituency, or work. Each person notes specific words that 

spark your curiosity, or that give you energy. When you are done, your facilitator circles 

the words that seem to resonate most strongly with your team.   
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Part 3: Individual Work (5 minutes) 

In light of what you learned from the last 10 minutes, write a new sentence that you 
think can articulate a shared purpose, using some of the key words and themes you 
heard from others 

 

Our team’s shared purpose is to  
 
 
 
 
 

 
 
 
 
Part 4: Team Work (10 minutes) We will read our sentences again and choose – or 
combine – one that best articulates the shared sense of your team. 
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WORKSHEET 
DEVELOPING TEAM NORMS 
 
TEAM NORMS/EXPECTATIONS (10 minutes) 
Review the sample team norms below. Add, subtract or modify to create norms for your 
team.  Be sure to include group norms on each theme below and how you will self 
correct if the norm is broken.  (If you don’t self correct the new norm will be breaking 
the norms.) 
 
The list below is just a SAMPLE; feel free to come up with your own norms for your 
group 
 

Discussion and Decision-making:  How we will discuss options and reach decisions as a team 
to ensure vigorous input and debate? 

Always Do 

Engage in open, honest debate 

Ask great questions 

Balance advocacy with inquiry 

Debate until time is up and then take a 

vote. 

 

 

Never Do 

Engage in personal attacks 

Fail to listen to what others say 

Jump to conclusions 

Meeting Management :  How will we manage meetings to respect each other’s time? 

Always Do 

Start on time; stay on time 

Be fully present throughout the meeting 

 

 

Never Do 

Come to meetings unprepared 

Answer cell phones or do email 

Accountability: How we will delegate responsibilities for actions and activities? How will we 
follow through on commitments? 

Always Do 

Clarify understanding 

Provide follow-up on action items 

Ask for/offer support when there is a need 

Weekly check-in  

 

 

 

Never Do 

Assume you have agreement 

Assume tasks are getting done 

Commit to a task that you know you  

won’t do 

How will you "self correct" if norms are not followed? 
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WORKSHEET 
DEVELOPING TEAM ROLES 
 
Understanding Team Roles (25 min.): Review the sample team roles we suggest below.  

Thinking about how your regional training, discuss how the roles would fit together to create an 

interdependent leadership team.  What skills would someone need to fill each role? Based on 

the discussion about the roles, go around the circle and ask each person to tell others what 

experience and talents they have and what specifically they want to learn in more detail (30 

seconds each).  How might these talents match up to particular roles? Are there any clear “fits”? 

BEFORE TRAINING ROLES 

Role Responsibilities Name 

Team 
Coordinator 
(Master 
Trainer) 
 
 

Coordinate the work of the leadership team.  Prepare for and facilitate team meetings, 
give support and coaching to the team. 

 Coordinate regularly with NOI logistics lead 

 Runs all team check-ins  

 Protect the agenda (all decisions about time changes need to go through you).   

 Oversee and coach all lead trainers to put on an amazing Regional T4T training. 

 

Upfront Trainer 
Coach  

Responsible for creating an inspiring learning environment to include well-prepared 
trainers, ice-breakers, socials and other training tactics to ensure ample learning.   

 Makes sure that trainers have practiced sessions as many times as necessary to 
be ready to deliver high quality up-front trainings at the Regional T4T. 

 

Recruitment 
Coordinator 

Coordinate and track your teams effort to recruit coaches and facilitators. 

 Manage the entire process of ensuring you get x number of participants to attend 
your training 

 Maintain accurate  and up-to-date list of confirmed participants 

 In coordination with the logistics lead, communicate with all the participants 
regarding travel, training dates/times etc. 

 Responsible for breaking participants into teams 

 

Logistics 
Coordinator 

Coordinate all logistics in the planning of your regional training, including site selection, 
travel, meals, budget etc. Send information to participants in advance; manage staging 
and logistics during training. 

 Secure venue for regional training 
 Participant guide printing 

 Communicate with site staff to ensure catering, room logistics, AV etc is 
prepared for training 

 Arrive day before to ensure space is properly set up. 

 Arrive early to set up signs & registration table 

 

Data/Reporting 
Coordinator 

Coordinate data collection and support your team in setting up and reporting in National 
Field. 

 

 

67



 

Originally adapted from the works of Marshall Ganz at Harvard University      

TEAM CHANT (5 minutes) 
 
 
 
 
 
 
 

 
 
 
 
TEAM ROSTER  
NAME                                         PHONE                            EMAIL ADDRESS 

 

 

 

 

 

 
 
When and how will you coordinate with each other on a regular (weekly, or daily) 
schedule? 
 
DATE:_____________________________ 
 
TIME:_____________________________ 
 
PLACE_____________________________ 

 
 

68



 

Originally adapted from the works of Marshall Ganz at Harvard University      

TRAINER DEBRIEF AND REFLECTION 
 
 

1. What were your key learnings from this session? 
 
 
 
 
 
 

2. What activities, explanations etc helped you learn? 
 
 
 
 
 
 

3. What still isn’t clear? 
 
 
 
 
 
 

4. What did the trainer do well that you will replicate? 
 
 
 
 
 
 

5. What will you do differently? 
 
 
 
 

6. What was confusing or challenging in the group-work that you will need to be 
aware of when you train your facilitators? 
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BUILDING TEAMS: TRAINERS NOTES 
 
Key Teaching Points: 

1) To explain why leadership teams are important to our campaign's success  

2) To understand the differences between effective and ineffective teams 

3) To develop an understanding of the Five Foundational Blocks of a Successful 

Team 

4) To begin practicing the skills needed for a successful leadership team: developing 

a shared purpose, clarifying team roles and responsibilities, and creating team 

norms. 

Annotated Timeline: 
1. This section is intended to be used as a guide. The best trainers will take this 

material and make it their own, working in their story of self throughout the 

presentation teaching from actual examples from their lives and their 

organizations or campaigns. 

2. All sessions should be practiced at least twice in front of someone before 

teaching. 

 

SECTION SLIDE ANNOTATED NOTES 

Total Session Time: 125 min 
INTRO 30 min   

TRAINER STORY 

 

Tell your 2 min Story of Self. You should 
integrate examples of your time on a 
successful or unsuccessful team and what you 
learned from it. Use the Story of Self 
Worksheet in the participant guide and 
sample videos 
(noitoolbox.mirocommunity.org) to help 
develop your story 
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STRUCTURE IS 
EVERYWHERE 

 

Structure is something that we experience 
every day.  
 
Audience Engagement: What kind of structure 
do you see at church? Family? Work? 
 
Structure is a good thing. It is what helps 
things run smoothly and helps us get more 
work done. Imagine a sports team with no 
rules. Or a musical group where everyone is 
trying to be the lead singer. 

LEADERSHIP 
REVIEW 

 

Remember when we talked about this 
structure during the choice presentation on 
the Principles of Leadership. We talked about 
why the ‘I’m the leader’ and ‘we’re all leaders’ 
approach don't always work. We are going to 
teach you based on the snowflake structure of 
interdependent leadership and how this 
structure can be used to help you form 
leadership teams to work most effectively to 
meet your goals. 

ORGANIZING 
TEAM STRUCTURE 

 

Leadership teams offer a structural model for 
working together that fosters interdependent 
leadership, where individuals can work toward 
goals together. 

 
Leadership teams provide a foundation from 
which an organization can expand its reach. 
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HISTORY & 
LEADERSHIP 
TEAMS 

 

The most effective leaders have always 
created teams to work with them and to lead 
with them. 
 
Take for example Moses, Aaron and Miriam in 
the story of Exodus, MLK and his team, or 
Jesus and the Twelve Disciples in the New 
Testament. 
 
Even the President has a leadership team 
working with him- Secretary of Education, 
Commerce, Labor, Interior, Homeland 
Security, Defense, Health and Human Services 
etc.  
 

that will resonate with your audience  

BAD TEAMS 

 

We have all been on teams at some point in 
our lives. Work team, organizing team, sports 
team, etc. If you have had a bad team 
experience you might be hesitant to work in 
teams. 
 

 

 

1. The team doesn’t get anything done. They 
talk a lot but nobody ever takes on the 
responsibility for getting things done. 
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2. Team doesn't engage others- talent & skills 
& tools  of volunteers are unused. 

 

 

3. Individuals on the team don’t have 
opportunities to develop their skills and learn 
over time. Working on this team is not 
personally fulfilling. 

 

 

4. The team doesn’t coordinate: everyone 
ends up stepping on each other’s feet, they 
don’t communicate well and team members 
end up frustrated. 

 

 

 The overall team is less than the sum of the 
parts. The team members can get more done 
alone than if they worked together. 
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GOOD TEAMS 

 

Audience engagement: Who has been on a 
good team before? (Listen to 2-3 examples 
and chart key words) 
 
There has been a lot of research in business, 
sports teams and politics about what makes 
teams work well. This session is based on that 
research.  
 
A good team: 

1. Can meet their goals 

2. Engage others, using their unique skills 

and talents 

3. Individuals are learning and acquiring 

new skills and the team is improving 

over time together 

4. Team is coordinating. Individuals talk to 

one another. 

5 BLOCKS 

 

It has been studied. There are foundational 
blocks to building an effective team, and when 
used correctly you can increase your capacity 
and enable your team to make a larger 
impact. 
 

 

 

Audience Engagement: Who are these guys? 
(Referring to the Beatles) 

→ Trainer tip: Feel free to use another sports 

team, musical group or a maybe a group that 
you were once a part of. 
Why were they so great?  
1. Diverse people from different backgrounds 
and different skills/talents 
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2. Common purpose: To create great music 
Everyone on the team had a common purpose 
and a way to measure whether they were 
making progress on their purpose. 
 

 

 

3. Clear boundaries: Everyone knew they were 
on the team. And everyone else knew who the 
members of the Beatles ‘team’ were. It’s not a 
different, random group of people every time. 
People were on the team long enough that 
the team learns to work together better and 
better 

 

 

4.Clear Roles: Everyone on the team had clear 
roles—If you were good at singing…you sung. 
If you were good at playing the drums….you 
played the drums…etc. With clear roles we 
can go from making noise to musical harmony.  
No matter which musician you name in the 
band– he had a specific role that he was 
responsible for and together they pooled their 
talents to accomplish their shared purpose 
and goal of creating great music. 

 

 

5. Explicit Norms: There are explicit rules 
about how you will work together as a team. 
How you will communicate with each other. 
When do you meet for band practice? How 
will you deal with conflict? 
Most importantly there is a norm corrector.  
What happens if you don’t show up to band 
practice? Get kicked out of the group? Every 
group needs to have a corrective action that 
everyone agrees on so they can self-correct 
with things start to go downhill. 
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LEADERSHIP 

 

Audience Engagement: Do you remember 
what our definition of Leadership is? How 
does building structure around these 
foundational blocks allow us to lead in this 
way? 
Leadership: Taking responsibilities for 
enabling others to achieve purpose in the face 
of uncertainty 
 

LEARNING TEAMS 
EXPLANATION 

 

Overview of the Breakout session – what the 
learning teams will do for the next 75 minutes. 
 

 

 

Develop Shared Purpose – this should be very 
specific to your team – this is the what, where, 
who, how, when; include specific and 
measurable goals. 
 

 

 

Decide Collaborative Norms  
What norms will you establish as a group to 
function after you leave here today? Just as 
we did as a group at the start of this training. 
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Review Team Roles 
Think about your strengths and experiences 
and pick the role that best suits you. 

 

 

Collect contact information and decide how 
you will coordinate 
 
Create Team Chant 
 
Make sure to create that team chant because 
you will come back to the large group and 
share it with us. 
 

TEAMWORK 
75 min 

 
All materials are in the participant guide 

 Review agenda (5 min) 
 Develop Shared Purpose (30 min) 
 Decide Collaborative Norms (10 min) 
 Review Team Roles (25 min) 
 Create Team Chant (5 min) 

DEBRIEF 
25 min 

 Cover any points missed in the training 
section. 
Ask for 2 groups to share their shared 
purpose.  Coach them through how to make it 
more effective. 
Ask for show of hands on roles- “Where are 
the recruitment coordinators? Volunteer 
coordinators? Etc” Round robin of team 
chants. If you don’t have time to showcase all 
the chants, use them as icebreakers later in 
the training. 
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Session 5: Theory of Change 
 

Goals for this session: 
 
    * To learn how to develop creative, dynamic strategy  
 
    * To develop a theory of change for your campaign 

 
In order to create change in the world we have to engage in action.  But in order for that 
action to mean something it needs to be guided by a clear, compelling strategy that lays 
out a believable path to change.  That doesn’t mean the path will be easy or certain, but 
it has to make sense to your people.  
 
What Is Strategy? 
 
The work of strategy and the purpose of this session is figuring out how to turn what 
you have into what you need to get what you want; how to turn the resources you have 
into the power you need to achieve a specific, measurable goal. 
 
Characteristics of Good Strategizing 
 
Strategy is motivated.  
We strategize in response to an urgent challenge, a unique opportunity to turn our 
vision into specific goals. We commit to the goal first, then we figure out how we will 
get there.  Commitment to the goal cannot be conditional on figuring out exactly the 
right path to get there, or we’ll never get started.  Goal first, then strategy. 
 
Take the Montgomery Bus Boycott in 1955 as an example - what challenge did the 
leadership of the boycott respond to? What was their motivating vision?  What specific 
goal did they commit to and remain committed to until the end?  What goal motivates 
you?  Without real, deep commitment to your motivating goal, no strategy will succeed.  
 
Strategy is creative. 
Strategy is creative and dynamic, not habitual. If you’ve committed to a motivating goal 
that requires a change in the status quo, then status quo strategies and tactics won’t 
work for you.  Strategy is a theory or hypothesis of how we can turn what we have 
(resources) into what we need (power) to get what we want (achieving goals).  This 
means strategy is by necessity unique to our specific resources and our specific goal. 
That means we really need to ask ourselves when launching into a strategy or new set of 
tactics, “what’s our theory for how these tactics will help us meet our goal?”  If you 
can’t answer that question convincingly, then you’ll need to intentionally generate new 
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tactics.  
Strategy is intentional. 
Challenging the status quo requires making up for our lack of resources by using the 
resources we do have intentionally, enabling creative resourcefulness. In the bus 
boycott the leadership turned the resources of their constituency (a simple bus fare) 
into power by mobilizing that resource collectively. Remember, power is nearly always 
dependent on the participation of the powerless. Disrupting that participation can get 
the attention of decision makers and shift the balance of power.  An effective strategy is 
one that intentionally builds power in relationship with those who control the resources 
we need to win change. 
 
Strategy is a verb  
(Something we do), not a noun (something we have). As we work toward our goal we 
learn from our successes and failures to adapt our tactics to become more and more 
effective over time.  Strategy is an ongoing process we engage in on a day-to-day, week-
to-week basis, not just something we create once then follow for years. 
 
Strategy is collaborative 
Strategy is most dynamic when the group responsible for strategy brings diverse 
experience, background and resources to the table.  Who is responsible for strategizing 
in your campaign?  How can you increase the diversity (and in turn the capacity) of this 
group to strategize creatively?  Does your strategy team deliberate well? (Is there clear 
space created for open, creative brainstorming as part of the strategy process, before 
decisions are made?) Can your strategy team move quickly? (Is there a norm for making 
decisions in a way that includes everyone and also responds to the urgency of time?) 
 
Strategy is something we do every day. 
Every time we figure out how to get from one place to another, or solve a problem in 
our lives we’re strategizing.    To summarize, strategy requires: 
 

 FIXED COMMITMENT TO YOUR GOAL: The goal is a clear measurable point 

where you know if you’ve won or lost. Unwavering commitment to your goal 

enables focused personal and organizational growth to meet it. 

 

  CREATIVE USE OF RESOURCES: Begin with the resources you have and 

brainstorm how to get those you need in order to shift relations of power. 

 

 FLEXIBILITY IN TACTICS: Strategy is a theory about how to use your resources to 

meet goals.  It requires that you constantly test your theory by trying new 

tactics, evaluating them and improving over time, while staying completely 

committed to your ultimate goal. 
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Five Strategic Questions 

Devising strategy requires answering five key questions: 
 

 What is our THEORY OF CHANGE? 

 What is our MEASURABLE GOAL? 

 What are the RESOURCES of our people? 

 What TACTICS can turn our resources into power? 

 What is our TIMELINE?  
 

 
In other trainings, you’ve developed your motivating vision – the hope in your Story of 
Us and Now. Today, you’ll work on creating your Theory of Change. Your Theory of 
Change uses your motivating vision, and asks hard questions about what it takes to get 
there. Later in the training, you will integrate that Theory of Change into an overall 
strategic goal that incorporates your resources, tactics and a concrete timeline to 
accomplish your theory of change 
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CREATING OUR THEORY OF CHANGE 

Strategy is about turning the resources we have into the power we need to win the 
change we want. Think about that for a second. Strategy is simply turning our resources 
into power and then using that power effectively. But it requires that we understand 
power clearly. 
 
Power is not a “thing.” It’s a relationship, like a see-saw. Sometimes other people have 
what we need, and sometimes we have what they need. Both sides have resources. 
Whoever has more organized and desirable resources in a given moment has more 
power in that moment. When someone needs less from you than you need from them, 
then they have power over you. However, if you can figure out what you have that they 
want, then you can balance the power relationship.  
 
There are two basic types of power: power with and power over. 

 

POWER OVER 

Sometimes others hold power over 
decisions or resources that we need in 
order to create change in our lives.  In 
that case we have to organize our own 
power with others first. That gives us 
new power to make a claim on the 
resources or decisions that will fulfill 
our interests. 
 

 

 

 

POWER WITH 

Sometimes we can create the change 
we need just by organizing our 
resources with others, creating power 
with them. For example, we might 
pool resources to create a cooperative 
day care, or a community credit union, 
or a volunteer service bank. 
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CHANGING ‘POWER OVER’ 

 

When we have to engage with those who have power over us in order to create change, 
we ask ourselves 4 basic questions: 
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CASE STUDY: UNITED FARM WORKERS 

Here’s how Cesar Chavez and the United Farm Workers answered the questions on the 
previous page when they built a movement to organize California Farm Workers. 
 
1. What change do we want?  

Fair working conditions, better wages 
 
2. Who has the resources to create that change?  

Farm bosses (growers), and elected officials 
 
3. What do they want?  

Farmers want to sell their grapes, and elected officials want votes. 
 
4. What resources do we have that they want?  

Our labor, our votes, and the money our consumer allies spend on grapes. 
 
5. What’s our theory of change? How could we organize our resources to give us 

enough leverage to get what we want?  
We can make the boss negotiate by going on strike. If that isn’t enough, we can 
organize a national boycott of grapes in every major city so that our bosses feel 
economic pressure to negotiate a contract with us.  We can also register ourselves 
and our allies and turn out to vote so that elected officials can join us in putting 
pressure on our bosses and also change the laws that govern our work. 

 

 
 
 
 
 
 
 
 
 

PUSH PULL 
 
What are some specific times that you’ve 
seen others organize to their resources to 
push into a relationship of power?  For 
example, an extended sit-in, or getting out 
the vote? 

 

 
What are some specific times that you’ve 
seen others gain power by organizing to 
pull their resources away?  For example, 
strikes or boycotts, or withdrawing all 
their money from one bank at the same 
time? 
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TEAM BREAKOUT SESSION 
CREATING A THEORY OF CHANGE 
 
Goal 
Develop a Theory of Change about how to organize your resources to get more power in 
relationship to the people you are trying to move to create the change you want. 
 
Agenda 
TOTAL TIME: 40 min.  
NOTE: BE SPECIFIC WHEN ANSWERING THESE QUESTIONS!  
Imagine if the Farm workers had said "let's boycott all fruit" instead of "let's boycott grapes." Or 
imagine if Martin Luther King had said to the Black community in Montgomery, "don't go 
shopping or take the buses or go to school tomorrow" instead of making a choice and saying 
"everyone, don't take the buses!" The skill of organizing is making hard choices that focus lots  

of people on the same outcome 
 

Review Agenda & Goals, Choose a timekeeper and note taker 
 

5min 

Select your campaign: Choose one of your group members that is working in one of the 
following campaigns.  
1) Moving beyond dirty energy, 2) Building clean energy economy, 3) Campus action & 
sustainability,4) Political Change 
 
Have your group member briefly explain their campaign 

5 min 

Question 1: What change do we want?  
What are our interests, what are we after, what is our dream? How do we articulate that as a 
specific goal? 

5min 

Question 2: Who has the resources to create that change we want?  
What are their names, what organizations do they work in or lead in, what titles or roles do they 
have? What specific decision-making power or resources do they have that we need? 

5min 

Question 3: What do they want? What do they care about? 5min 

Question 4: What resources do we have that they want or need?  
What specific resources do we have (maybe ones that we give away without thinking about it 
every day) that, if organized, could turn into power vis-a-vis the decision maker we identified in 
Question 2? 

5min 

Question 5: What's our theory of change? 
How can we organize our resources to affect our decision makers' interests?  What would make 
the person you identified in Question 2 come to the table to negotiate with you? At what point 
will they actually FEEL your power? When it looks like they couldn't get re-elected without your 
votes? 
Step back and look at your theory of change. Do you actually believe the people in your answer 
to Question 2 will feel your power if you act on this theory? Will your strategy only last for one 
day? Or do you have a way to keep your power organized over time until the people in Question 
2 negotiate or work with you as equals?  
 

10min. 
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TRAINER DEBRIEF AND REFLECTION 
 
 

1. What were your key learnings from this session? 
 
 
 
 
 
 

2. What activities, explanations etc helped you learn? 
 
 
 
 
 
 

3. What still isn’t clear? 
 
 
 
 
 
 

4. What did the trainer do well that you will replicate? 
 
 
 
 
 
 

5. What will you do differently? 
 
 
 
 

6. What was confusing or challenging in the group-work that you will need to be 
aware of when you train your facilitators? 
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Theory of Change: Trainer’s Notes 
 
Key Teaching Points: 

 Strategy requires commitment.  It’s intentional, creative, resourceful, and best 

done in a team. 

 Strategy is turning the resources we have into the power we need to create 

change. 

 Strategizing is a natural, everyday thing.  We’re not teaching how to strategize.  

We’re teaching how to apply the strategizing skills you use everyday to our work 

to create change. 

 There are 5 key strategy questions: What’s our 1) theory of change 2) goal, 3) 

resources, 4) tactics, 5) timeline 

 To create a theory of change requires understanding power.  Power isn’t 

something we have, it’s a relationship with others. 

 There are 4 questions that can help us develop a theory of change that will build 

our power to win: 

1) What change do WE want? 
2) Who has the resources to create that change? 
3) What do THEY want? 
4) What do WE have that THEY want? (The answer to this question tells us 
where our power is in this relationship) 

 
Annotated Timeline: 

 This section is intended to be used as a guide. The best trainers will take this 

material and make it their own, working in their story of self throughout the 

presentation and teaching from actual examples from their lives and their 

organizations or campaign. 

 All sessions should be practiced at least twice in front of someone before teaching. 

SLIDE ANNOTATED NOTES 

Total Session Time: 1 Hour, 25 min 

INTRODUCTION (30 min.) 

 

Tell your 2 min Story of Self.  Use the Story of Self Worksheet in the 
participant guide and the online videos 
(noitoolbox.mirocommunity.org) to help develop your own story. 
So what is strategy? 
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(10 min.) WHAT IS STRATEGY?  
Sometimes we think strategy is created by some leader going away by 
themselves on the mountaintop and coming down from on high with 
strategy that everyone else should follow.  Anyone been in an 
organization like that? 
 
What happens if only one person creates strategy?  What happens if 
we treat strategy like a plan written in stone? 

 

Strategy is more like Jack Bauer (ideally with less violence).  In good 
strategy we have one big really important goal to meet that we NEVER 
lose sight of.  So we look at the resources we have and get started.  
 
But then things start happening.  Our opposition isn’t so happy we 
have a strategy.  Our car breaks down.  Our phone dies.  An ally turns 
against us.  A former enemy decides to join us.  And we need to 
constantly re-strategize without ever losing sight of the big important 
goal. 

 

Strategizing is a natural process we engage in every day.  We learn 
strategy in many ways in our lives.  For example sports or board 
games.  Anyone played Settlers of Catan?  In every game the goal is 
clear but your resources are different and your opponents’ resources 
are different.   
 
What’ll happen if I try to use the same strategy every time I play this 
game?  Games like this require that we creatively strategize in an 
ongoing way, based on the resources we actually have. 

 

What are some of your experiences strategizing with others in your 
daily life? 

 

This is our definition of strategy: “Turning the RESOURCES you have 
into the POWER you need to win the CHANGE you want.” 
 
Strategy starts by imagining the CHANGE we want.  Without a clear 
vision of what that change is (like desegregating Montgomery buses, 
or getting better job security, or electing a President), it’s impossible 
to strategize.  If we keep waiting to get the perfect strategy before we 
commit to working for change, we’ll never get anywhere.  
Commitment to change comes first.  Then strategizing is an ongoing 
process.  So what is the specific change WE want? 
 
Once we know the change we want, we have to start where we are, 
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with the RESOURCES we have.  Not with the ones we’d like to have 
someday, but with what we have right now.  What resources do we 
have right now in this room? 
 
The process of strategizing is about figuring out how to creatively use 
the resources we have now to build power (more resources, more 
relationships) until we win change.  Winning change requires building 
and exercising our power.  
 
Are there any examples historically of change that happened to 
improve our lives just because we asked someone to please give us a 
little change?  Did women get the vote just by asking for it?  Did others 
end slavery just by educating others about why it should change?  No!  
We’ve always had to organize, build power and fight for change. 
 

 

Just like storytelling is something that’s natural, something we do 
every day, so is strategy. 
 
What we’re teaching is not something you don’t instinctually do in 
other parts of your life.  We’re asking you to apply the strategizing 
skills you’ve learned elsewhere to solving problems in our community 
and country. 

 

Effective strategy is developed by teams strategizing together.  Why 
do you think teams creating strategy together would prove more 
effective than one person strategizing alone? 
 
Strong strategy teams have diverse people.  It’s partly gender and age 
and racial diversity, but as importantly a diversity in opinion, 
experience and skill. 
 
Imagine a football team with 8 quarterbacks.  How well would they 
strategize?  So who’s on your team?  What skills are missing that you 
need to recruit now? 

 

These are the five questions we use to plan campaigns.  In this session 
we’re just going to focus on creating a theory of change.  But that 
requires understanding our resources, and lays the groundwork for 
developing tactics. 
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(10 min) THEORY OF CHANGE INTRO  
Before you jump into putting a  lot of work into action tactics, you 
need to have a theory about how it will create the change we want.  
Otherwise we’re just wasting people’s time in a flurry of action that 
won’t go anywhere. 
 
Creating a theory of change requires two things.  We have to be clear 
about the CHANGE we want.  What is it? 
 
Then we need a THEORY of how to create that change based on our 
own experience and the experience of others.  This isn’t a certain path 
to change, but a theory that we can test and revise through action. 

 

To create a theory of change we have to understand power.  Power 
isn’t something others have and we don’t.  Power also isn’t just inside 
us.  Power is relational.  It’s in the relationship between people. 
 
If you have something I need, then you have power over me.  What do 
you have that I need?  What gives you power over me? 
 
But I have things you need too.  What are those?  The relationship of 
power between us is in the need we have of each other.  If I need you 
more than you need me, you have power over me.   
 
Anyone ever been in a relationship like that before in your personal 
life, where you need someone more than they need you?  Power 
works the same way in public life with elected officials, our bosses at 
work, and so on. 

 

There are two types of relationships of power. 
 
One is when we have power with others.  When we can create the 
change we want just by organizing the resources we already have.  
What are some examples of building power with others?  (Credit 
unions, cooperative babysitting, church, etc.) 
 
The other type of relationship is when others have power over us.  
What are some examples of that in our lives?  Who has power over us? 
 
If someone has power over us, why would they ever change or 
negotiate with us?  So then our theory of change requires that we 
figure out how to balance the relationship of power between us until 
the people who have power over us understand that they need us as 
much as we need them. 
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Here are the questions we’ll use to develop our theory of change.  I’ll 
give you an example, then we’ll practice creating one ourselves, then 
you’ll go to a breakout session where you and your team will develop a 
theory of change for your campaign. 
 
 

 

The skill of strategizing is really understanding that last question.  
What resources do we have that the person who can deliver change 
wants? 
 
If we’re in a workplace and we want our boss to change our working 
conditions, what resource to we have that he wants? 
 
If we’re students in school and we want our school board to fix our 
school building, what resources do we have that they want? 

 
 

 

(5 min) CASE STUDY:  
 
Montgomery Bus Boycott (or you can use another example from 
history or your own experience, but it needs to teach power).  To read 
more about the Bus Boycott, read Taylor Branch’s account of the 
boycott in Parting the Waters. 
 
In 1954 what was going on in Montgomery, Alabama?  The buses and 
all public places were segregated so Black and white people couldn’t 
eat, sleep, even go to the bathroom in the same place. 
 
But African-Americans in Montgomery had more power than they 
realized.  What power did they have in relationship to the bus 
companies? 
 
Their bus fares!  But as long as they were giving those fares away every 
day as individuals, the bus companies and the city had power over 
them.   
 
What did they do to change that?   

 

Rosa Parks was a leader in the NAACP and Black community in 
Montgomery.  She had gone through an organizing training kind of like 
this one.  So when she refused to move seats for a white rider, she 
wasn’t just a tired seamstress resting her feet.  She had a theory about 
how change could happen in Montgomery.  It started with refusing to 
give her own power away. 
 
When Rosa Parks was arrested, other leaders gathered around her and 
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formed an organization with a leadership team, called the 
Montgomery Improvement Association.  Through their strategizing 
they decided to launch a one-day boycott of the buses the next 
Monday.  For one day they would ask all Black people not to ride the 
buses.  They spent all weekend organizing to get the word out. 
 
What do you think happened?  The buses that Monday morning were 
nearly empty.  How did they get the bus company’s attention and the 
city’s attention?  Was it by protesting the problem?  Was it by 
educating them about the problem, hoping it would change?  No, it 
was by organizing their resources (their bus fares) into one collective 
force that the bus companies and the city wanted. 
 
Was the one-day boycott enough to win?  Is a one-day action usually 
enough to win?  What would have happened if they stopped the 
boycott after 1 day? After they saw the boycott could work they had to 
continue it over a year, for 384 days before they finally won. 
 
So we’re going to practice creating a theory of change in a minute.  But 
what do you take away from the Montgomery Bus Boycott story? 

 

TUG OF WAR ROLE PLAY 
 
This section takes practice to teach and you really have to be on your 
toes.  Watch the sample tug of war training online and practice it with 
some fellow organizers before trying it out in a training setting. 
 
Remember—you’re using this exercise to teach that power is in 
relationships, and that our theory of change has to be based on 
understanding and creatively using the resource we have in 
relationship with others. 
 
Bring in a long jump rope.  Ask a few participants to take up one end of 
the rope.  They’re the ones who want change.  Ask a few participants 
to take up the other end of the rope.  They’re the ones who can create 
change.  
 
The teaching is all about the details.  Who are the specific people at 
each end of the rope? 
 
Create a scenario common to your constituency, something they’ll 
understand.  For example, a workplace.  Some participants are 
workers on one side.  What jobs do they have?  What resources do 
they have?  On the other side is the employer.  Who’s there with 
them?  Maybe shareholders?  Or the board?   
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Use the theory of change questions above to teach.  What specific 
change do they want?  Who can create that change?  What do they 
want?  What resources do those who want change have that those 
who could create change want or need? What’s the theory of change? 
 
Use the role play to create a story.  First the workers do something.  
But then the employer is going to respond, right?  How do they 
respond?  Then the workers do something, and so on.  This teaches 
creative strategizing. 

 

(5 min) Debrief the tug of war. 
 
 
 

   

(5 min) Walk through the agenda and participant guide materials for 
the team breakout session.  Be clear that when they get back there will 
be a strategy idol competition/judging to assess their answers to the 
Theory of Change questions. 

 BREAKOUT (40 min.) 

  Circulate among the groups.  Listen carefully and ask probing 
questions, particularly using the 5 Theory of Change questions. 

 DEBRIEF—STRATEGY IDOL! (15 min.) 

  

Set up a stage with 3 judges, someone as MC and someone keeping 
score for each team. 
Choose your judges very carefully.  They should be people who really 
understand power and can very clearly use the 5 theory of change 
questions to probe, offer feedback, and evaluate each group’s theory 
of change. 
 
Each team gets 6 minutes.  3 minutes to present their theory of 
change. 1 minute of feedback from each judge.  Then each judge gives 
the theory of change a score of 1-10. 
 
HAVE FUN!  

  

We defined leadership as “Taking responsibility for enabling others to 
achieve shared purpose in the face of uncertainty.”  What have you 
learned about how creating strategy fits in as a key practice of 
leadership? 
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Session 6: Tactics & Timeline 
 

Goals for this session: 
 
* To learn criteria for shaping effective campaign tactics. 
  
* To practice picking and shaping tactics that will help move your campaign forward and 
motivate others to act with you. 

 
Now you have a theory of change and ideas about how to build power in relation to 
others.  But any idea is only as good as its implementation.  The next step is to develop 
creative, engaging tactics that will turn individual resources into shared power. 
 

What makes a good tactic? 
 
First, action should be strategic: 
it makes concrete, measurable 
progress toward campaign 
goals. The goal of the tactic isn’t 
just to get media coverage or 
high turnout.  The goal of the 
tactic has to be building power 
in relation to those who have 
the resources to create the 
change you want to see. 
 
Second, action should 
strengthen your organization by 
attracting and engaging new 
people in new ways. Action 
should increase your community’s capacity to affect change in the future by 
generating new material and human resources. Ineffective actions deplete 
organizational resources by wasting money or burning people out. 
 
Third, action should support the growth and development of individuals involved in 
the campaign: it builds leadership. New people are trained to do new things, new 
theories are tested, new data collected, new learning is generated. 
 
Without action, we cannot achieve these goals 
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Tactic Case Study: Oprah Rally for Barack Obama, 2008 Primary 

Setting the Stage  
It was December 2007 (49 days before the South Carolina Democratic Primary in 2008) 
and many voters in South Carolina were just starting to tune into the race.  The 
campaign’s Get Out The Vote phase was about to begin in a couple weeks, and they 
needed to identify thousands of supporters who would vote, and to recruit even more 
volunteers to fill the crucial Get Out The 
Vote shifts to turn voters out on Election 
Day.   
 
The media had already written the story 
that the campaign was going to lose and 
they didn’t have the ground game or 
political clout necessary to beat their well-
known opponent. 
 
So when the national campaign announced 
that Oprah Winfrey would be holding a rally 
with Barack and Michele Obama in 
Columbia, SC it was a great opportunity.  
The challenge, though, was how to craft the 
rally so it wasn’t just a media event but also an organizing event that could be used to 
meet the campaign’s goals. 
 
The goal of the rally was not simply to bring attention to the candidate but to grow and 
develop the internal organization that would go on to have one of the best ground 
games in history.  
 
Many campaigns host rallies and use big name sponsors to promote their cause, 
campaign or issue, but end up with fewer resources after than before, so what made 
this rally different? 
 
The Value of “What if?” 
South Carolina Field Director, Jeremy Bird led the organizing team in daily check-ins in 
preparation for the rally.  Every day he set a brainstorming tone of asking “what if?” 
questions, constantly tweaking and refining the action plan.  Nothing was off limits. 
 
“What if we could turn out 20,000 people instead of 8,000 people?”  “What if we moved 
the event to Williams-Brice Stadium instead of the smaller indoor location we had 
planned?”  “What if we had enough volunteers that no matter how many people come 
we could make sure every single one of them signed a card to get in?”  “What if we ask 
everyone who attends the rally to call voters?” “Wait, what if we gave everyone a list of 
5 voters and a pencil when they went in and created the biggest phone bank in 
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campaign history?!”  “And what if we call back everyone who attends the rally within 3 
days to ask them to volunteer?” 

 
 
 

CASE STUDY ANALYZED 
 

– STRATEGIC GOAL: Contact X voters, identify X supporters, so we have a strong 
list of voters to turn out to vote on Election Day. 

Event Recruitment: Organizers could have just recruited anyone to go to the rally.  
Instead they targeted their recruitment to undecided primary voters.  They held state-
wide phone banks where volunteers invited new voters to this historic event. They also 
identified and tracked their supporters.  

Capturing Data: Volunteer teams were assigned the 
responsibility of capturing on supporter cards the information 
of every person who walked in the door and whether or not 
they planned to vote for Barack Obama. 

Largest Phone bank in History: When each person entered the 
rally they were given 5 names of voters. At the very beginning 
of the event, Jeremy Bird got on stage, role played a 
conversation with a voter, then asked everyone to pull out their 
phones and call the voters on their lists, identifying those who 
were going to vote for Senator Obama.  The Guinness Book of 
World Records gave the campaign an award for largest phone bank ever! 

– ORGANIZATION BUILDING GOALS:  Recruit X new volunteers to engage in voter 
contact and Get Out The Vote efforts. Test X volunteers as team leaders. 

Volunteer Recruitment: Organizers recruited 
over 900 volunteers to take responsibility the 
day of the event, many of whom had never 
volunteered on an electoral campaign before. 
Since the campaign needed statewide capacity, 
they intentionally recruited from all over the 
state, not just Columbia. These volunteers 
provided critical capacity to the SC staff so that 
they were able to capture the information of 
every rally attendee. Organizers also got to see 
new volunteers take on roles and 

responsibilities. This proved useful when selecting Team Leaders for GOTV! 
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Follow up: After the rally, organizers hosted another round of state-wide phone banks to 
follow up with the 29,000 names they had collected at the rally, asking them to join the 
campaign as volunteers. 

– INDIVIDUAL LEARNING GOALS:  Train 20,000 attendees in basic voter contact.  
Train 900 volunteers in event logistics, voter contact and teamwork. Train 
organizing staff to recruit for and lead large, complex events (like Election Day!)  

Training: The field leadership trained the organizers, organizers trained volunteer team 
leaders, and team leaders trained their volunteers.  Each volunteer was assigned to a 
team and trained for a specific role (like Line Captain, Ticket Collection, Bleacher 
Captains, Call-Sheet Collection). They were given responsibility for their own turf, not 
just tasks.   
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POWER JUJITSU  

Creative Power-Shifting Tactics from the past 
 

Creative use of resources depends on the particular context in which you find  yourself. You must look 
around and try to understand the power relationships you’re part of, and develop tactics that allow you to 
shift those relationships of power. These examples are not likely to work the same way twice.  But their 
creativity and understanding of power can spark new ideas and creative tactics of our own that resonate 
with the values and culture of our constituency and can generate clear power in relation to others. 

  
– California Farm Worker Peregrinación, 1966: 51 members of the National Farm Workers Association 

(NFWA) - precursor to the United Farm Workers (UFW) – undertook a 300 mile march from Delano to 

Sacramento to bring statewide and national attention to their struggle against Schenley Industries, a 

national liquor distributor and Delano grape grower with whom the NFWA had been involved in a 

protracted local dispute. The march, planned to coincide with the Catholic commemoration of Lent, 

brought renewed energy to a hard fought campaign. The thousands of supporters who showed their 

support to the marchers made Schenley reconsider their resistance to negotiating with the NFWA. 

Three days before arriving in Sacramento, Schenley agreed to terms on the first real union contract in 

California farm workers history. The movement was launched.  

 

– Flood the Store: (Saul Alinksy) To protest the discriminatory employment policies of a department 

store, organizers threatened to bus 3000 Black customers in their Sunday best to the store and fill it. 

The Black customers also kept the clerks busy by asking detailed questions about the merchandise, 

then an hour before closing, they’d buy everything in sight and ask it to be shipped C.O.D., and upon 

delivery, they’d refuse it. Because it was credible, the threat itself proved enough to change the 

store’s hiring practices. An important lesson: the threat of a tactic is often more powerful than the 

tactic itself. 

 

– Bathroom Sit-In: Woodlawn Association (Saul Alinksy) In Chicago, to “persuade” authorities to keep 

their commitments to investment in the Woodlawn ghetto, they arranged for a sit-in at the airport’s 

restrooms. Protesters planned to come with books and newspapers, occupy the stalls and crowd the 

urinals, and stay there for hours on end. Again, the threat of this tactic, which at the time was 

completely legal, forced the political establishment to re-commit to the investment in Woodlawn. 

 

– Montgomery Bus Boycott – Combination of small individual resource (bus fare) into powerful 

collective capacity (withholding of all bus fares). A situation in which all the power seemed to be on 

the side of elite whites, the African-American community found ways to turn their individual 

powerlessness into collective power and eventually shifted the tides in a landmark campaign for equal 

rights.  
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TEAM BREAKOUT SESSION:  
TACTICS & TIMELINE 
 

 
Goal: To create a real strategic tactic for your campaign that you can begin recruiting 
others to join you in carrying out. 
 
 

Agenda 

TOTAL TIME: 40 min. 

 Gather in your team.  Review Agenda. Timekeeper begins keeping time.  2 min 

1. Review your theory of change 3 min 

2. Choose your Tactic 10 min 

3. Design your tactic to be more effective 5 min 

4.  Set clear, measurable goals for your tactic 10 min 

5.  Create an Action Plan and timeline to meet your goals 10 min 
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WORKSHEET:  
DEVELOPING YOUR TACTIC 
 

 
 
1. (3 min.) Before we get started selecting a tactic, let’s review your Theory of Change. 
Go back to the 4 questions in the Theory of Change lesson.  Remember your power 
comes from the relationship between you and the people you are trying to move, not 
from the tactic itself.   
 

 
 
Write your team’s theory of change below: 
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2.  (10 min.) Select a tactic: Choose a tactic that best fits your theory of change.  Good 
tactics are based in the culture and experience of your people and reflect your values.  

 
On the next two pages are a list of 198 
nonviolent tactics gathered by Gene Sharp, 
who studied Ghandi, Thoreau and other 
non-violent leaders.  However this list is not 
at all exhaustive.  For example, one tactic 
might be to run for office against your 
opponent. 
 
A good strategy will deploy several tactics in 
coordinated effort, but for the sake of this 
session choose one and make it really, really 
good! 

 
Step 1: Brainstorm possible tactics.  Try to use “Yes, And!” strategizing, rather than “No, 
But!”  Build on each other’s ideas. 
 
Step 2: Use a vote, a poll or facilitation to narrow possible tactics to those that generate 
the most energy and creativity in your team. 
 
Step 3: Narrow the possible tactics to the one that you think best fits your theory of 
change.  (Imagine if the Montgomery Bus Boycott had boycotted the buses and the 
schools and the department stores.  Would it have lasted very long or had the same 
impact?  There is great value in committing to one tactic long enough to develop and 
test it really well.) 

MY TEAM’S TACTIC: 
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198 METHODS OF NONVIOLENT PROTEST AND 
PERSUASION 

by Gene Sharp 

from The Politics of Nonviolent Action
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FORMAL STATEMENTS 

1. Public speeches 
2. Letters of opposition or 
support 
3. Declarations by organizations 
and institutions 
4. Signed public declarations 
5. Declarations of indictment 
and intention 
6. Group or mass petitions  

COMMUNICATIONS WITH A 
WIDER AUDIENCE 

7. Slogans, caricatures, and 
symbols 
8. Banners, posters, and 
displayed communications 
9. Leaflets, pamphlets, and 
books 
10. Newspapers and journals 
11. Records, radio, and 
television 
12. Skywriting and earthwriting  

GROUP REPRESENTATIONS 

13. Deputations 
14. Mock awards 
15. Group lobbying 
16. Picketing 
17. Mock elections  

SYMBOLIC PUBLIC ACTS 

18. Displays of flags and 
symbolic colors 
19. Wearing of symbols 
20. Prayer and worship 
21. Delivering symbolic objects 
22. Protest disrobings 
23. Destruction of own property 
24. Symbolic lights 
25. Displays of portraits 
26. Paint as protest 
27. New signs and names 
28. Symbolic sounds 
29. Symbolic reclamations 
30. Rude gestures  

PRESSURES ON INDIVIDUALS 

31. "Haunting" officials 
32. Taunting officials 
33. Fraternization 
34. Vigils  

DRAMA AND MUSIC 

35. Humorous skits and pranks 
36. Performances of plays and 
music 
37. Singing  

PROCESSIONS 

38. Marches 
39. Parades 
40. Religious processions 
41. Pilgrimages 
42. Motorcades  

HONORING THE DEAD 

43. Political mourning 
44. Mock funerals 
45. Demonstrative funerals 
46. Homage at burial places  

PUBLIC ASSEMBLIES 

47. Assemblies of protest or 
support 
48. Protest meetings 
49. Camouflaged meetings of 
protest 
50. Teach-ins  

WITHDRAWAL AND 
RENUNCIATION 

51. Walk-outs 
52. Silence 
53. Renouncing honours 
54. Turning one's back  

THE METHODS OF SOCIAL 
NONCOOPERATION 

 OSTRACISM OF 
PERSONS 

55. Social boycott 
56. Selective social boycott 
57. Lysistratic nonaction 
58. Excommunication 
59. Interdict  

NONCOOPERATION WITH 
SOCIAL EVENTS, CUSTOMS, 
AND INSTITUTIONS 

60. Suspension of social and 
sports activities 
61. Boycott of social affairs 
62. Student strike 
63. Social disobedience 
64. Withdrawal from social 
institutions  

WITHDRAWAL FROM THE 
SOCIAL SYSTEM 

65. Stay-at-home 
66. Total personal 
noncooperation 
67. "Flight" of workers 
68. Sanctuary 
69. Collective disappearance 
70. Protest emigration  

ECONOMIC NONCOOPERATION 

ACTION BY CONSUMERS 

71. Consumers' boycott 
72. Nonconsumption of 
boycotted goods 
73. Policy of austerity 
74. Rent withholding 
75. Refusal to rent 
76. National consumers' boycott 
77. International consumers' 
boycott  

ACTION BY WORKERS AND 
PRODUCERS 

78. Workers' boycott 
79. Producers' boycott  

ACTION BY MIDDLE-PEOPLE 

80. Suppliers' and handlers' 
boycott  

ACTION BY OWNERS AND 
MANAGEMENT 

81. Traders' boycott 
82. Refusal to let or sell property 
83. Lockout 
84. Refusal of industrial 
assistance 
85. Merchants' "general strike"  

ACTION BY HOLDERS OF 
FINANCIAL RESOURCES 

86. Withdrawal of bank deposits 
87. Refusal to pay fees, dues, 
and assessments 
88. Refusal to pay debts or 
interest 
89. Severance of funds and 
credit 
90. Revenue refusal 
91. Refusal of a government's 
money  
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ACTION BY GOVERNMENTS 

92. Domestic embargo 
93. Blacklisting of traders 
94. International sellers' 
embargo 
95. International buyers' 
embargo 
96. International trade embargo  

THE METHODS OF ECONOMIC 
NONCOOOPERATION 

SYMBOLIC STRIKES 

97. Protest strike 
98. Quickie walkout (lightning 
strike)  

AGRICULTURAL STRIKES 

99. Peasant strike 
100. Farm workers' strike  

STRIKES BY SPECIAL GROUPS 

101. Refusal of impressed labor 
102. Prisoners' strike 
103. Craft strike 
104. Professional strike  

ORDINARY INDUSTRIAL STRIKES 

105. Establishment strike 
106. Industry strike 
107. Sympathy strike  

RESTRICTED STRIKES 

108. Detailed strike 
109. Bumper strike 
110. Slowdown strike 
111. Working-to-rule strike 
112. Reporting "sick." (sick-in) 
113. Strike by resignation 
114. Limited strike 
115. Selective strike  

MULTI-INDUSTRY STRIKES 

116. Generalised strike 
117. General strike  

COMBINATION OF STRIKES AND 
ECONOMIC CLOSURES 

118. Hartal 
119. Economic shutdown  

THE METHODS OF POLITICAL 
NONCOOPERATION 

REJECTION OF AUTHORITY 

120. Withholding or withdrawal 
of allegiance 
121. Refusal of public support 
122. Literature and speeches 
advocating resistance  

CITIZENS' NONCOOPERATION 
WITH GOVERNMENT 

123. Boycott of legislative 
bodies 
124. Boycott of elections 
125. Boycott of government 
employment and positions 
126. Boycott of government 
departments, agencies, and 
other bodies 
127. Withdrawal from 
governmental educational 
institutions 
128. Boycott of government-
supported institutions 
129. Refusal of assistance to 
enforcement agents 
130. Removal of own signs and 
placemarks 
131. Refusal to accept 
appointed officials 
132. Refusal to dissolve existing 
institutions  

CITIZENS' ALTERNATIVES TO 
OBEDIENCE 

133. Reluctant and slow 
compliance 
134. Nonobedience in absence 
of direct supervision 
135. Popular nonobedience 
136. Disguised disobedience 
137. Refusal of an assemblage 
or meeting to disperse 
138. Sitdown 
139. Noncooperation with 
conscription and deportation 
140. Hiding, escape, and false 
identities 
141. Civil disobedience of 
"illegitimate" laws  

ACTION BY GOVERNMENT 
PERSONNEL 

142. Selective refusal of 
assistance by government aides 
143. Blocking of lines of 

command and information 
144. Stalling and obstruction 
145. General administrative 
noncooperation 
146. Judicial noncooperation 
147. Deliberate inefficiency and 
selective noncooperation by 
enforcement agents 
148. Mutiny  

DOMESTIC GOVERNMENTAL 
ACTION 

149. Quasi-legal evasions and 
delays 
150. Noncooperation by 
constituent governmental units  

INTERNATIONAL 
GOVERNMENTAL ACTION 

151. Changes in diplomatic and 
other representation 
152. Delay and cancellation of 
diplomatic events 
153. Withholding of diplomatic 
recognition 
154. Severance of diplomatic 
relations 
155. Withdrawal from 
international organizations 
156. Refusal of membership in 
international bodies 
157. Expulsion from 
international organisations  

THE METHODS OF NONVIOLENT 
INTERVENTION 

PSYCHOLOGICAL 
INTERVENTION 

158. Self-exposure to the 
elements 
159. The fast (fast of moral 
pressure, hunger strike, 
satyagrahic fast) 
160. Reverse trial 
161. Nonviolent harassment  

PHYSICAL INTERVENTION 

162. Sit-in 
163. Stand-in 
164. Ride-in 
165. Wade-in 
166. Mill-in 
167. Pray-in 
168. Nonviolent raids 
169. Nonviolent air raids 
170. Nonviolent invasion 
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171. Nonviolent interjection 
172. Nonviolent obstruction 
173. Nonviolent occupation  

SOCIAL INTERVENTION 

174. Establishing new social 
patterns 
175. Overloading of facilities 
176. Stall-in 
177. Speak-in 
178. Guerrilla theatre 
179. Alternative social 
institutions 
180. Alternative communication 
system  

ECONOMIC INTERVENTION 

181. Reverse strike 
182. Stay-in strike 
183. Nonviolent land seizure 
184. Defiance of blockades 
185. Politically motivated 
counterfeiting 
186. Preclusive purchasing 
187. Seizure of assets 
188. Dumping 
189. Selective patronage 
190. Alternative markets 
191. Alternative transportation 
systems 
192. Alternative economic 
institutions  

POLITICAL INTERVENTION 

193. Overloading of 
administrative systems 
194. Disclosing identities of 
secret agents 
195. Seeking imprisonment 
196. Civil disobedience of 
"neutral" laws 
197. Work-on without 
collaboration 
198. Dual sovereignty and 
parallel 
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3. (5 min) Design the tactic to be more effective:  
 
 
Give everyone in your team a marker and 
use flipchart paper to draw together what 
the tactic could look like.  Images help us 
imagine how our tactic could unfold better 
than words can alone. 
 
 
 
 

 

How can you make it more 
strategic? 
(List specific ways in which you will 
design it to help you meet your 
campaign goals) 

How can you use this tactic to 
strengthen your organization by 
engaging new people in new 
ways? 

How will you help individuals 
grow and develop? 
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4. (10 min) Set Clear, Measurable goals for your tactic. 

 
 
 
 
 
 
 
 
 
 
 

 
Effective actions have clear, measurable outcomes.  What will be your measurable 
goals for this action?  Your organization will only grow if you stretch yourself beyond 
what has previously been possible. 
 
OUR STRATEGIC GOALS: 
(for example, petitions signed, voters contacted, $earned media coverage, $ organized 
in boycott, etc.) 
 
 
 
 
 

OUR ORGANIZATION BUILDING GOALS: 
(for example, % of our membership attending, # of new supporters, etc.) 
 

 

 

 

OUR LEARNING GOALS: 
(for example, # volunteers trained with new skills, # of leaders tested in new skills, 
etc.)
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5. (10 min) Develop an Action Plan 
What is your plan for preparing for action?  The “WHAT?” part of an action plan should 

be delegating clear responsibility, not just tasks.  For example, “Coordinate all media 

efforts and get at least 3 hits.”  Then whoever owns that responsibility should break the 

work down into clear steps with clear deadlines. 

 

WHAT? 

 

BY WHOM? 

 

BY WHEN? 
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TRAINER DEBRIEF AND REFLECTION 
 
 

1. What were your key learnings from this session? 
 
 
 
 
 
 

2. What activities, explanations etc helped you learn? 
 
 
 
 
 
 

3. What still isn’t clear? 
 
 
 
 
 
 

4. What did the trainer do well that you will replicate? 
 
 
 
 
 
5. What will you do differently? 
 
 
 
 
 
6. What was confusing or challenging in the group-work that you will need to 

be aware of when you train your facilitators? 
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TRAINERS NOTES: TACTICS AND TIMELINE 
 
Key Teaching Points: 

 Tactics are the actions that move us toward our goal. 

 When devising tactics, base them on a creative use of our resources and support, 
while expecting dynamic opposition and possible competition.   

 Effective tactics do 3 things: 1) Meet strategic goals, 2) Build the Organization 
and campaign by engaging new people in new ways, 3) Develop individual 
leadership. 

Annotated Timeline: 

 This section is intended to be used as a guide. The best trainers will take this 

material and make it their own, working in their story of self throughout the 

presentation and pulling on actual examples from their lives and their 

organizations or campaigns. 

 We highly recommend that you practice at least twice in front of someone who 

will give you critical feedback before teaching.  

 
 
 

SECTION SLIDE ANNOTATED NOTES 

Total Session Time: 70 min  

Pre-training:  

Do the Theory of Change session together so that you have a strategic context for the tactics that will be 
created here.  Follow up this training with Action: Recruiting Others and Getting Commitment.   

Here’s a sample one day strategy session agenda that would help you tell the story of your campaign, 
develop a clear power-based strategy, develop a first launch action, and get on the phones to recruit 
others to join in: 

Welcome and Introductions (with some one-to-one small group relationship building time) 

Story of Us & Now 

Theory of Change 

Tactics 

Recruiting Others & Getting Commitment 

Debrief & Celebration 
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Introduction: 30 min 

TRAINER 
STORY 

 

Tell your 2 min Story of Self as it relates to this 
particular training group or campaign. Use the Story 
of Self worksheet in the participant guide or the 
sample videos at (noitoolbox.mirocommunity.org) to 
help develop your story. 
 

 

 

What is the difference between a strategy and a 
tactic? 

 

 

“Strategy” and “Tactics” come from Greek words: 
“Strategos” was the word for generals who were 
responsible for organizing battalions of soldiers 
“taktikas” to win wars. 
Strategy without tactics is just a bunch of nice ideas. 
 
Tactics without strategy is a waste of resources. 
So the art of organizing is a dynamic relationship 
between strategy and tactics, using the strategy to 
inform the tactics, and closely observing the tactics to 
revise the strategy. 
 
Be wary if your organization wants to engage in 
strategizing without putting equal time into close 
deliberate development of tactics.  Also, have you 
ever heard someone say “I’m not good with details 
because I’m a big ideas person”?  Warning sign!  
Effective work of any kind is about pursuing big, 
world-changing ideas AND executing the details with 
perfection. 
 
The thing is, for a general to be strong he needed to 
have been a soldier, to understand the work very 
deeply.  He also couldn’t just stay on his hilltop, but 
had to go up and down the hill, balancing the big 
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picture with what was really going on in the field.  
Generals who don’t visit the field can easily make 
strategic errors by making assumptions about what’s 
happening without going all the way to the ground to 
see what’s actually happening.  

 

 

Another way to think about strategy is that it’s the 
overall roadmap for how to get from where we are to 
where we want to go. 
So what happens when you’re driving home after 
work and you hit a road block?  Do you move your 
house?  Do you give up and go back to work?  What 
do you do? 
 
[Play out the strategizing with the group, throwing in 
new challenges and opportunities until they finally 
get home.] 
 
The point here is that the goal—where we want to 
go—never changes.  We also can’t just give up and go 
back to the beginning.  But as new challenges and 
opportunities arise we have to constantly revise our 
strategy and creatively develop new tactics.   

 

 

So how do you create tactics that will help you meet 
your campaign goals? 
 
I’ll give you a framework for developing stronger 
tactics, then we’ll see a case study, then work on 
developing our own tactics in groups. 

 

 

So let’s get started. 
 
No tactic is powerful in and by itself.  It takes 
leadership and teamwork and strategizing to make an 
okay tactic a great one. 
 
Before we ask people to commit their time and 
resources in action we have to spend a few minutes 
trying to figure out how to make the most possible 
use of those resources, strategically, for our 
organization, and for the individuals involved. 
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Action should be strategic: it makes concrete, 
measurable progress toward campaign goals. The goal 
of the tactic can’t just be to get media coverage or 
high turnout or you’re wasting people’s time and 
resources.   
 
The goal of the tactic has to be building power in 
relation to those who have the resources to create 
the change you want to see.  Your community has to 
see power relationships changing to believe that your 
campaign has a hope of winning, that it’s not just a 
bunch of busywork. 

 

 

Second, action should strengthen your organization 
by attracting and engaging new people in new ways. 
 
Action should increase your community’s capacity to 
effect change in the future by generating new 
material and human resources. For example, inspiring 
new courage and solidarity by standing up together.  
Or inspiring new hope by achieving, measuring and 
celebrating concrete outcomes from the action. 
 
Ineffective actions deplete organizational resources 
by wasting money and burning people out. 

 

 

Action should support the growth and development 
of individuals involved in your campaign by building 
new leadership. New people are trained to do new 
things, new theories are tested, new data collected, 
new learning is generated. 

 

 

What are examples of tactics that might be strategic 
(help meet campaign goals) but don’t strengthen 
your organization or develop individuals? 
 
What are examples of tactics that strengthen the 
organization but aren’t strategic or develop new 
leaders? 
 
What are examples of tactics that develop individuals 
but ultimately don’t help build the organization or 
meet campaign goals? 
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The art of organizing is developing tactics that 
consistently meet all three objectives. 

 

 

Sometimes it helps to see how others have taken 
standard tactics and made them more strategic, more 
organization building, better at developing leaders. 
 
Set the context of the tactic using the participant 
guide. 
 
[Show the case study video until the beginning of the 
rally.  It’s embedded in the yellow arrow on the slide, 
but can be found here: 
http://www.youtube.com/watch?v=dnVE0rGofq0] 

 

 

Debrief the video.   
 
This could have just been a rally to get media 
coverage, but it became more than that. 
How did organizers make this tactic strategic?  How 
did they use it to strengthen their organization?  How 
did they use it to develop individuals and learning 
across the campaign? 

LEARNING 
TEAM 
EXPLANATION 

 

5 min. With the next 4 slides, explain the learning 
team breakout session using the participant guide 
materials online. 
 
ROLE PLAY! 
 
Strategizing is all about teamwork, not just one 
person’s ideas.  Have a team prepped in advance to 
role play “no, but!” then “Yes, And!” strategizing and 
debrief the difference.  In the first everyone is saying 
“no but, I think we should do this.”  Or “no, but I 
don’t think that’ll work.”  In the second role play 
participants build off each other’s ideas.  “Yes, and 
what if we make your idea better by doing this” 

 

 

Go back to the outcome from your theory of change 
session.  What’s your theory about how you can 
develop power in relationship with others to win the 
change you want? 
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Choose a tactic that fits your resources and strategy.  
Creatively develop the details together. 
Keep asking “WHAT IF?” While you’re generating 
ideas nothing is off the table. 

 

 

Keep asking yourselves, how can this tactic be more 
strategic?  How can it engage new people in new 
ways?  How can it develop individual leadership? 

 

 

Set concrete measurable goals for your tactic: 
 

1) Strategic goals (like contact X voters, or get a 
personal response from the people you’re trying to 
move, or get X media coverage) 
 
2) Engagement goals (How many people do you 
want engaged?  In what ways?  How will it build 
your organization?) 

 
3) Learning goals (How many people will get 
trained?  How many trainers will be developed?  
What specific skills are you trying to learn in this 
action?) 

 

 

 

The best ideas won’t ever turn into action without a 
clear plan with responsibilities, deadlines and clear 
lines of ownership. 
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TEAMWORK 

40 min 

All materials in the participant 
guide 

Gather and review agenda (2 min) 
 

– Review your Theory of Change (3 min) 
– Choose a Tactic (10 min) 
– Design your tactic to be more effective (5 

min) 
– Set measurable goals for your tactic (10 

min) 
– Create an action plan (10 min) 

DEBRIEF & 
CELEBRATE 

 

20 min 

 

Debrief the session.  What was most difficult and 
why?  What participants learn? 
 
Give each group 30 seconds to describe their tactic.  
Choose 1 or 2 of the strongest ones to dig into.  How 
can we make them better still? 
 
Let’s go back to our definition of leadership.  What 
does what we just learned about tactics teach us 
about leadership? 
 
The next step after developing a tactic is to recruit 
others to join you.  Check out our next lesson, Action: 
Recruiting Others and Getting Commitment! 
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Session 7: Story of Us & Now 
 

Goals for this session: 
 
    * To learn how to tell the story of our community in a way that reflects our shared 
values, hope, and experiences 
     
    *To learn to tell a story that motivates others to join us in a specific action now 
 
    *To learn to coach others effectively to tell a Story of US & Now 

 
Linking Story of Self and Story of Us and Now 
 
A story of self tells people who you are and why you are called to do the work that 
you are doing.  On its own, the story of self is insufficient to set the stage for 
collective action.  Since organizing is about building power with others for shared 
action, your public narrative also needs to tell a story of the new community you’re 
forming together, and a story of the action you are asking others to join you in taking.  
 

 
The Character in the Story of US & Now 
is the community or organization you 
are building. 
 
Our story of self is interwoven with 
stories we share with others through the 
communities and organizations we are a 
part of, which have stories of their own. 
These include stories of our family, 
community, faith tradition, school, 
profession, movements, organizations, 
nations, and perhaps, world. It is 
through shared stories that we establish 

the identities and express the values of the communities in which we participate 
(family, faith, nation) and of the new communities we are forming (new social 
movements, new organizations, new neighborhoods).  
 
Telling a "Story of Us" requires learning how to put into narrative form the specific 
experiences that the “us” in the room share with each other. Telling a “Story of Us” is 
a way to engage a community in acting together, based on values that we share. 
When we tell stories that reflect the challenges we face and the possibilities we may 

Self Us 

 
 
 

Now 
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achieve together in detail and image, we begin to build new community and new 
organization around values rather than just issues or interests alone. 
 
The Story of Now describes an urgent challenge facing your community, a hopeful 
vision of what life could be, and a specific choice others can make that will move us 
towards that vision…NOW.  
 
Now we know why you’ve been called to a particular mission, we know something of 
who it is you want to call upon to join you in that mission, so what action does that 
mission require of you right here, right now, in this place?  
 
A “Story of Now” is urgent; it requires dropping other things and paying attention; it is 
rooted in the values you celebrated in your stories of Self and Us, and requires action.  
 
Narrative Structure: Challenge, Choice, Outcome 
 
Remember the story structure we introduced in telling your Story of Self? 
 
Just like in your Story of Self, your Story of Us and Now has a clear challenge, choice and 
outcome: 
 
The Challenge: The challenges your community has faced in the past, or faces now 
(made real with stories, images, and details, not just statistics).   
 
The Outcome (hope): Stories with vivid images and detail that remind your audience of 
what you’ve already achieved together in the past, AND stories that create a vision of 
what specifically you could achieve in the future if you act together now. 
 
The Choice: A specific, actionable, strategic choice that you can ask others to make to 
join your community in action RIGHT NOW.  (Like signing up to volunteer, or getting on 
the phone right now to recruit 2 more people to join them at the next event.) 
 
Your story needs to be urgent! It requires dropping other things and paying attention, it 
is rooted in the values you celebrated in your Story of Self and Us, and requires action 
now.  
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“If I am not for myself, who will be 

for me? When I am only for myself, 

what am I? If not now, when?”   
 

—Hillel, 1st century 
Jerusalem sage Pirke Avo 

 

Why It Matters 

The choice we’re called on to make is a choice to commit to strategic action now.  
Leaders who only describe problems, but fail to identify a way to act and bring others 
together to address the problem, aren’t very good leaders.  If you are called to address a 
real challenge, a challenge so urgent you have motivated us to face it as well, then you 
also have a responsibility to invite us to join you in action that has some chance of 
success.   A ‘Story of Now” is not simply a call to make a choice to act – it is a call to 
“hopeful” action—action with a clear strategy behind it that we believe can make a 
difference. 
 
Stories begin shifting power relationships by building new community and new 
capacity 
 
Often after we’ve heard others’ stories of self and we’ve started building relationships 
together, we discover that we face similar challenges that are rooted in very deep 
systems of power inequality.  Learning to tell Stories of Us is a way to join our stories 
together and acknowledge those shared challenges and the roots of the problem as a 
community.  However a good Story of Us doesn’t just convey the root of our challenges, 
but also lifts up our heroes and stories of even small successes.  Those stories give us 
hope that, if we come together and take action as a community, we can uproot some of 
the underlying causes of our suffering.   
 
When you tell a powerful Story of Now, and ask others to make a specific choice to join 
you in action, you are beginning to build new power together from the community 
around you to address the challenges in your lives. 

Tying Together all of the Pieces into a Successful Public Narrative  
 
As Rabbi Hillel’s powerful words suggest, to 
stand for yourself is the first step, but 
insufficient on its own. You must also find or 
create a community to stand with, and that 
community must begin acting now. To 
combine the stories of Self, Us and Now, you 
have to find the link between why you are 
called to this mission, why we as a community 
are called to this mission, and what our 
mission calls on us to do now. 

 
That linking may require you to continually rethink the Stories of Self, Us & Now that 
you are working on.   
 
Storytelling is a dynamic, non-linear process. 
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Each time you tell your story you will adapt it – to make yourself clearer, to adjust to a 
different audience, to locate yourself in a different context. As you develop a Story of 
Us, you may find you want to alter your Story of Self, especially as you begin to see the 
relationship between the two more clearly. Similarly, as you develop a Story of Now, 
you may find it affects what went before. And, as you go back to reconsider what went 
before, you may find it helps clarify your Story of Now.  
 
Storytelling takes practice.     
 
Our goal during this session is not to leave with a final “script” of your public narrative 
that you will use over and over again during your campaign.  The goal is to help you 
learn a process by which you can generate an authentic narrative over and over and 
over again, when, where, and how you need to in order to motivate yourself and others 
to specific, strategic action. 
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TEAM BREAKOUT SESSION:  
STORY OF US AND NOW PRACTICE 

GOALS 

(1) Develop a Story of US & NOW.  
(2) Learn how to integrate a story about the community and team you’re building at this 
training with an urgent call to action that will inspire your audience to join your 
community in making change. 
(3) Coach others’ stories by listening carefully, offering feedback, and asking questions. 
 
Agenda 
TOTAL TIME: 70 min. 
 
o Gather in your team. Nominate 1 person to be a timekeeper. 

 
5 min. 

o Take some time as a group to brainstorm the Story of Us & Now. 
o What experiences during the training have had the greatest impact on you 

and your team? 
o What have you seen and heard and experienced that demonstrate your 

community’s values and commitment (like people’s stories, ways we have 
stuck together, moments of courage, etc.)? 

o What stories could we tell about this community would inspire others to join 
US? 

o What specific stories reveal the challenge was face as a community now? 
o What’s our dream for a better future? What would it look like? Smell like? 

Sound like? 
 

10 min. 

o Take some time as individuals to silently develop your Story of US & NOW. Use 
the worksheet that follows 

 

10 min. 

o As a team, go around the group and tell your story one by one. Be sure your 
facilitator tells their 3 minute Story of US & NOW first. 

 
       For each person: 

 3 minutes to tell their Story of US & NOW 

 3 minutes to offer feedback from the group 
 

40 min. 

o Record your key learnings as a group. What did you take away about telling your 
own stories and coaching other stories? 

5 min 
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WORKSHEET: 
STORY OF US AND NOW 
 

 
The purpose of the Story of US & NOW is to create a sense of community and invite your 
audience to join the community in taking action and making a difference. Your goal is to 
tell a story that:  

 Evokes the shared values that unite us  

 Shows the challenge we face that makes action urgent 

 Gives us hope that we can make specific change  

 Invites us to join the community by taking action now. 
 

Use these questions to help you put together your Story of US & NOW. 
 

Who is the US you want people to feel a part of? What common values do we share? What 
specifically have we experiences together? 
 
 
 
 
 
What is the challenge our community faces? Make the challenge real with images and stories, 
not just facts.  
 
 
 
 
 
What do we hope for? Where does that hope come from? How do we know that we can 
make change? What images of the future do you have that reflect how things could be 
different? 
 
 
 
 
 
What specific choice are you asking others to make? What is our strategy? What specific 
action do we need others to join us in taking? 
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COACHING TIPS: 
STORY OF US AND NOW 
 

 
Remember to start with positive feedback FIRST and then move into what could be 
improved. Focus on asking questions instead of giving advice. The purpose is to coach, 
not judge or criticize; listen fully to offer ways that the storytelling could be improved. 
 
Coaching Questions 
 

1. US: How did the storyteller make the “Us” real? Who is the “Us” in the story”? 
Was it clear what values are shared by “Us” and what unites the “Us”? 
 

2. CHALLENGE: What were the specific challenges described in the story? How 
were those challenges made most vivid? What details, images, and emotions 
would make the challenges even more real? 
 

3. HOPE / OUTCOME: What specific outcome did the story point to? What details 
and images made that hopeful outcome real? What specific images, values, and 
emotions most inspired hope? 
 

4. CHOICE: Was there a clear choice? What specific action did they ask you to 
choose to join them in Now? Was there urgency (does it need to be done Now or 
can it wait a year)? How did they show that making the choice would make a 
difference? 
 

5. Were there sections of the story that had especially good details or images (e.g. 
sights, sounds, smells or emotions)? How did those details make you feel as a 
listener? 
 

6. What were you left wondering? What questions do they need to answer? What 
suggestions do you have for specific improvements? 
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WORKSHEET:  
COACHING YOUR TEAMMATES’ STORIES OF US & NOW 
 

 
Record Feedback/Comments from Your Team Members On Your Story Here: 
 
 
 
Coaching Your Team's “Story of Us & Now”  As you hear each other's stories, keeping 
track of the details of each person’s story will help you to provide feedback and 
remember details about people on your team later. Use the grid below to track your 
team's stories. 
 

N A M E  
W H A T  W E R E  

T H E  V A L U E S  O F  
T H E  U S ?  

W H A T  W A S  T H E  
C H A L L E N G E  T O  

T H E  U S ?  

W H A T  C H O I C E  
W A S  G I V E N ?  

W H A T  
O U T C O M E  
C O U L D  W E  
A C H I E V E ?  
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TRAINER DEBRIEF AND REFLECTION 
 
 

7. What were your key learnings from this session? 
 
 
 
 
 
 

8. What activities, explanations etc helped you learn? 
 
 
 
 
 
 

9. What still isn’t clear? 
 
 
 
 
 
 

10. What did the trainer do well that you will replicate? 
 
 
 
 
 
 

11. What will you do differently? 
 
 
 
 

12. What was confusing or challenging in the group-work that you will need to be 
aware of when you train your facilitators? 
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STORY OF US/NOW: TRAINER’S NOTES 
 

Key Teaching Points: 
 You Story of Self will change slightly from audience to audience, but Story of 

Us and Now should ALWAYS change to tell the story of the people in the 
room and should make a specific call to action relevant to that group. 

 Public Narrative is not a script, but a communication art: During this training 
we will be telling a story of the community we’ve created here in order to 
practice the skill of building a Story of Us and Now 

 Story of Us communicates the shared challenges, values and hopes of a 
community or organization with specific stories and detail. 

 Story of Now communicates why we need to make this change NOW, how 
we can go about doing it and how the world could be specifically different if 
we act now.  

 Creating a Story of Now challenges us to have a clear, motivating vision of 
the future.  

 Story of Now always asks the audience to join in a particular action that is the 
first step towards the hopeful outcome.  

 
Annotated Timeline: 

 This section is intended to be used as a guide. The best trainers will take this 

material and make it their own, working in their story of self throughout the 

presentation teaching from actual examples from their lives and their 

organizations or campaigns. 

 All sessions should be practiced at least twice in front of someone before 

teaching.  

SECTION SLIDE ANNOTATED NOTES 

Total Session Time: 105 min 

Introduction: 20 min 

Trainer Story 

 

Tell your 6 min Story of Self, Us and Now as it 
relates to this particular training group or Use the 
Story Worksheets (self, us, and now) in the 
participant guide or the example videos 
(noitoolbox.mirocommunity.org) to help construct 
your story. 
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Review Public 
Narrative 

 

Public narrative has three parts. We practiced Story 
of Self and now we will practice Story of Us and 
Now.  Story of Self was about learning to share our 
personal stories, telling people who we are, what 
we’re about as individuals and why we are called to 
make change. The  
Story of Us is about telling the story of the values of 
your community and Story of Now is about inspiring 
that community to act! 
 

Story of Us & 
Now Structure 

 

Audience Engagement: Does anyone remember the 
structure for Story of Self? What is different about 
the structure of US and NOW?  
First big difference is that the character this time is 
the team, the organization, the community that’s 
going to make change. In the story of self, the 
character was the individual.  
 
Just like in the Story of Self, where we didn’t want 
to hear your resume, bur your real lived 
experiences, it’s the same with the Story of US. The 
“US” should not be generic stories about the 
campaign (e.g. the plight of immigrants, the 
injustice on the job), but should lift up specific 
examples of the struggles that people in this room 
and in your community have faced together. This 
creates the context for why WE have made a choice 
to come together to work on achieving an outcome. 
 

Creating an 
Story of Us 

 

1. The first part of creating the US is being clear 
about which US you’re talking about. We 
belong to many ‘US’es, and each of those 
US’es will have a different story, shared 
experiences, challenges and choices. What 
are the values you want to bring alive in this 
US? 

2. Second Part of Creating the US requires 
telling stories that bring the values of the US 
alive by showing, rather than telling, the 
community’s values. There are many tactics 
for bringing these values to life: 
a. Telling elements of people’s stories of 

self that we’ve heard that are 
particularly representative of the values 
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and realities of this community, 
illustrating some of the challenges we’ve 
faced, the choices we’ve made, and the 
possibilities we can realize. 

b. Telling stories of the founding moments 
of the community, the ideals it espouses, 
and the specific examples of hardships 
overcome in the past 

c. Telling stories of key moments in the 
group’s history. Moments when a group 
of people less courageous, less hopeful, 
less committed, with less solidarity, 
would have simply put up their arms, 
said “this is too hard” and gone home. 
But this group stayed. What happened? 

 

Challenge 

 

Audience Engagement: What are some of the US’s 
we belong to in this room? What are some of the 
specific stories you heard earlier from participants 
that gave you hope? Illustrated challenges?  
The Story of US and NOW describes the challenge 
we’re up against and the values that motivates us 
to take action together. To make the challenge real, 
we tell stories not just facts. 

 Who are the specific people? 

 What are the specific moments that reflect 
those challenges? 

 How did those moments look, smell sound? 
 

 Trainer Tip: Really make sure that the challenges 

are articulated specifically. If someone says, 

“injustice”/”racism”/”not enough resources”, ask 

what that looks like in their lives everyday 

Hopeful 
Outcome 

 

As leaders we have to move people to action. We 
can’t tell a story simply illustrating a series of 
challenges that will further instill feelings of inertia, 
apathy, fear, isolation and self-doubt-- that would 
be paralyzing. We also need to tap into hope to 
conquer fear. We need to be able to paint a hopeful 
vision- one that we invite others to join in making 
possible and articulate a credible path to get there.  
Audience Engagement: Close your eyes and imagine 
______ (You’ve won the campaign you’re setting 
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out to fight now). Open your eyes. What did you 
see? 

Choice 

 

Now the question is, how are we going to get 
there? We need a strategy to have people join us. If 
people choose to act, which you are about to ask 
them to do, the story should explain how their 
choice would be meaningful. 
 
The critical piece of a good story of Us & Now is 
asking others to join you right now. A crucial skill of 
a leadership is to invite others to make the choice, a 
strategic one that will advance our cause and help 
people see how their contributions will make a 
difference. 
 
 
 

 Trainer Tip: Caution participants not to make 

general asks like “ Will you join me in reforming 

Health Care.” Instead an organizer should give a 

specific action detailing exactly what they can do, 

starting TODAY!.  

Show sample 
stories- Harvey 
Milk, Susan 
Christopher, 
MLK or Ghandi 
& then debrief 

 

*Choose 1 or 2 of the videos to illustrate how to tell 
a Story of Us and Now. 

 Trainer Tip: We’ve learned that showing example 
videos is the best way for participants to learn. 
Make sure to debrief the videos well so participants 
can begin to see the story of US and NOW 
structure.  

 
Video from Gandhi 

1) http://www.youtube.com/watch?v=e3tjIiWI
kAQ (Start at 24 seconds) 

2) Introduce the video by explaining that 
Gandhi is at a public forum. The public is 
very upset about a new law being imposed 
by the British colonists that will significantly 
limit people’s liberties and freedoms. The 
crowd is angry about the new policy and 
people are talking about retaliating against 
the British with violence. Gandhi gives a 
‘Story of Now’ to invite people to join him in 
action specifically to join him in nonviolent 
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disobedience by not submitting to the law 
and not giving their fingerprints. 

3) Key Teaching: When Ghandi is telling the 
Story of Now he makes the choice clear and 
strategic. They could leave and immediately 
begin to take action.  

 
Debrief: 

Audience Engagement: What is the choice 
he is asking the audience to make? (He 
wants people to fight, but asks them to fight 
the British in a different way). How did he 
make it clear that the choice was strategic, 
that the choice would lead to them 
achieving the outcome they wanted? 
 

 
 
Harvey Milk Video 

1. http://www.youtube.com/watch?v=Mb
WDNM0wuAc  

2. Introduce the video by explaining that 
Harvey Milk was the first openly gay 
elected official in a major US city. He was 
elected to the San Francisco board of 
supervisors in 1977. He was shot and 
killed by another Board of Supervisors 
member in 1978. 

1. Key Teaching: Harvey Milk paints the 
picture of a ‘hopeful outcome.’ He 
inspires people to hope. 

Debrief: 
Audience Engagement: What is the hope 
that he’s pointing to? How does he make 
the hope real? (Story of boy from Altoona) 
How does he make the hope something that 
inspires action? (Says have to elect gay 
people to continue to give hope) How does 
he make the hope something that connects 
people? (Makes it about the gay community 
but says that all people who are 
disenfranchised need that hope too). 

 
MLK, I have a dream 
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2. http://www.youtube.com/watch?v=iEM
XaTktUfA 

3. Important to introduce the video by 
explaining this is MLK’s famous public 
speech in which he called for continued 
non-violent action in the face of great 
fear and danger. King delivered the 
speech on August 28, 1963, from the 
steps of the Lincoln memorial during the 
March on Washington for Jobs and 
Freedom. It was a defining moment of 
the American Civil Rights Movement. 
Delivered to over 200,000 people  

4. Key Teaching: In this speech, he paints a 
vivid picture of the challenges African 
Americans faced and what the world 
would look like if we had racial equality. 
After he paints this picture he has a very 
specific ask to everyone who is in 
attendance and it is actionable—
something they can do as soon as they 
get home.  

Debrief:  

 What stories did he tell to paint the picture 
of the challenges African Americans faced?  

 What stories did MLK tell to illustrate the 
hopeful outcome? (He has a dream that his 
children will be judged by their character, 
not by the color of their skin, and that sons 
of former slaves and sons of former slave 
owners will sit together at a table of 
brotherhood). 

 What specific choice is he asking of them?  
 
 
Video of Susan Christopher 

5. http://www.youtube.com/watch?v=Z-
WEM-taoG8  

6. Important to introduce the video by 
explaining that Susan went through a 
training just like this one, so if she can do 
this, so can everyone in the room! 

7. Key Teaching: Susan Christopher tells a 
story of the individuals IN the room. 
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Debrief: 
Audience Engagement: Who is the US? How did   
she make the US real?  
 

Learning 
Teams 
Overview 

 

Review the Story of US and NOW worksheets and 
learning team agenda before the group breakout. 

The challenge in the Story of Us & Now is not to 
speak at people, but to engage them in building 
community and taking action with you. 

 Trainer Tip: Remind the participants that the 

Story of Us and Now they are creating (for practice) 

is the story of the people in this room. The story of 

this community that we are creating together right 

now. 

Roleplay 

 

* Prep in advance 
 
Invite your Roleplayers up to illustrate for the group 
how the learning team session will go. Have the 
Roleplayers follow the US & Now agenda from the 
participant guide.  
 
The Roleplayers should model the following: 
 
Facilitator: Outlines the agenda, asks for a 
volunteer timekeeper, leads a brief brainstorm of 
the ‘US,’ asks for a volunteer to go first and tell 
their story of US & Now, (for the purpose of this 
exercise, only one person will go), and leads the 
group through effective coaching by asking good 
leading questions like the ones listed below: 

 Who is the ‘Us’ in the story? 

 What were the specific challenges described 
in the story? How were they made most 
real? Vivid?  

 What specific action were you asked to 
choose to join them in now? Was it urgent? 

 What were you left wondering? What 
suggestions do you have for specific 
improvement? 

Timekeeper: Cuts off storyteller at 3 min & cuts off 
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group feedback at 3 min, holding up signs when 
each has only 1 min left.  
Group: All group members will model effective 
coaching. Have group members display active 
listening, writing down notes and then providing 
specific feedback on how to improve the story.  
 

Teamwork 
70 min 

All materials are in the 
participant guide 

1. Review agenda, assign a time keeper (5 min) 
2. Brainstorm Story of US & Now (10 min) 
3. Individually develop Story of US & NOW. Use 

worksheet (10 min) 
4. Share stories in group, one by one with 

coaching (40 min) 
5. Record key learnings (5 min) 

Debrief 
15 min 

 

Call up 2-3 participants to share their Story of Us 
and Now. Ask the audience to provide good 
coaching feedback 
Trainer asks: 

 Did you feel part of their story? Who was 
the US in their story? 

 Did they avoid the trap of retelling a story of 
self? 

 Did they describe the challenges of this 
community? If yes, what specifically did they 
say that resonated with you? If no, what 
stories can they tell that will illustrate the 
challenges of this community? 

 Did they elicit emotions of hope & solidarity 

 Did they ask you to join them in action that 
you could ACTUALLY go out and do 
tomorrow? 

 What did you learn about coaching other 
stories 
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Session 8: Action-Getting Commitment 

 
How can we engage in effective action? 
 
So we’ve developed a Theory of Change, our tactics for action, and goals.  However, if we fail to 
actively recruit and engage others, we will almost certainly lose our efforts to create change. 
 
Since our power comes from our relationships with others and our shared resources together, 
we are weakened if we are not constantly inviting others to join us in meaningful, purposeful 
work. 

 
Commitment 
Getting into action requires 
that leaders engage others to 
make explicit commitments to 
achieve specific, measurable 
outcomes. We know that we 
cannot achieve our goals on 
our own. We need others to 
join us. When Martin Luther 
King marched from Selma to 
Montgomery, he did not 
march alone; 600 other 
committed marchers joined 
him. In fact, Dr. King did not 
conceive of the march, but 
was brought in by the 

organizers who reached out to him and got a commitment!  
 
Getting clear commitments from others is essential. So why don’t we always just ask? We are 
sometimes worried of burdening others, sometimes worried that they will say no and we’ll feel 
rejected, and sometimes we are worried that they’ll say yes and we’ll then have to become 
more committed ourselves! Remember though, that when you became involved, it was 
probably because someone asked you. In fact, when we ask someone to join us, we are often 
giving him or her the opportunity to engage in the meaningful action and purposeful life that 
most people crave. 

Goals for this session: 

 Learn the basics of recruitment and getting commitment, including the 4Cs 

 Learn how to follow up on commitment 

 Get on the phones and start recruiting others to join us TODAY! 
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The Four Cs 
 

 
 
 
So how do we engage others and secure commitment? When asking for commitments, it is 
essential that we use clear, concise language. Asking for commitments involves four straightforward 
steps, very similar to the steps in the deeper one-to-one conversations we learned earlier: 
 

1) Connect:  Let the person know who you are, why you care about this issue, and ask them 

how they have been affected (drawing on your story of self and story of us). 

 

2) Context:  Give an explanation of why the action you are asking them to take is important 

(drawing on your story of now). Be specific about the challenges we face, but also the 

opportunities and hope. 

 

3) Commitment:  Explicitly ask the other person if you can count on them to engage in action 

with you.  Be very specific about the date, time, and place.  

a. “Can we count on you to join us in _____________ ?” 

b. “Will you join me in doing ____________ ?” 

 

LISTEN CAREFULLY.  Is the answer “Yes! Definitely!”  or “Maybe . . .” or “No, I’m sorry.” 

 

4) Catapult:  If someone says “yes” then give them the respect of having real work and real 

responsibility at your action.  Ask:  

a. Can you bring something to the event (i.e. food, posters, etc.) 

b. Can we meet for a 1-to-1 before the event? 

c. Can you commit to bringing 2 friends with you
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              CONFIRMATION AND FOLLOW UP 
 
In our introduction to the Practices of Leadership we gave the following definition of leadership: 

 
Taking responsibility for enabling others to 
achieve purpose means that we can’t just get 
a commitment to action, pocket it like 
change, and walk away.  We have the 
responsibility to follow up and do everything 
it takes to support others in joining us. 
 
Remember, when we invite others to engage 
with us in action we invite them to find 
purpose in action and solidarity with others. 
 
Part of enabling others to achieve purpose 
through action is committing to the full 
recruitment cycle:  

 
1) Recruit others and get a commitment to action. 

2) Confirm the commitment a few days out.  Check in and see if the people who committed need a 
ride, can invite others, or can take responsibility for part of the action. 

3) Confirm the day before the action. Provide full details on the place, time and purpose of the 
action, including any updates on the agenda or attendees. 

4) Confirm one more time 30-60 minutes before the action—the period when we’re all most likely to 
find something more urgent to do.  Convey 
how excited you are to have others join you 
in action. 

5) ACTION! Lead a motivational action that 
respects others’ time, but also provides full 
training, opportunities for relationship 
building, and purposeful, measurable action. 

6) Evaluate the action together.  Tally up all 
measurable outcomes so that everyone can 
see that they’re part of a bigger whole.  
Debrief in detail what worked and what 
should change next time. 

7) Celebrate together.  Who wants to spend 
their free time without having fun?!  
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Generate routines for how people in your organization celebrate together, perhaps with food, 
music or a round of stories from the day. 

8) Thank everyone the next day for their participation in action.  Tell them specifically what impact 
the action had in the campaign.  Ask for their input on what worked and what should be changed 
next time. 

9) Recruit participants to move to the next level of leadership, helping you and your team plan more 
actions in their city or neighborhood. 
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TEAM BREAKOUT SESSION:  
GETTING COMMITMENT  

 

 
Goals 
 

 To learn how to create a phone recruitment script using the four Cs 
 

 To begin building your movement and getting commitments from others to join you in 
action. 

 
 

Agenda 
 

TOTAL TIME: 1 hour  

1.   Gather in your team. Nominate 1 person to be a timekeeper. 
 
 

5 min 

2. Create call script and role play a call with your team to invite others to join you at 
the regional training as coaches and facilitators.  Use your story work to help you.  
Practice with a partner. 
 

10 min 

3. Make your calls!! Track # of calls, contacts, & commitments 
Be sure to differentiate “yes,” “no,” and “maybe” commitments.  Stop after 15 
minutes for a quick check-in.  What’s working?  What’s not working?  Then start 
calling again! 
 

20 min 

4. Finalize tallies of the number of CALLS (dials), CONTACTS (spoke with someone 
directly), and COMMITMENTS (will definitely be at the event: Yes, No, Maybe) for 
your whole learning team. Write them down to report back to the large group.  
Have your recruitment coordinator tally & report out to the larger group 

 5 min 

5.  Debrief the call experience. How did the calls go? What went well?  What would 
you change next time? What has to happen to follow up on these calls (like 
confirmation calls and an email with directions)? 

10 min 
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 WORKSHEET: 
  CREATING YOUR SCRIPT & ROLE PLAY 
 

 
Step 1: Craft a Script for your Calls (5 min.) 
 
Using the story work you’ve done here write your recruitment call script.  The keys here are that you 
ask questions to understand the motivations of the person you’re calling, that your story included 
something about you, and why you're motivated to act; you tell a little bit about who your group is, 
and why they've come together now to work on this; and presents the choice that your listener has 
to make – join us at our upcoming action. 
 
Don’t don't worry about getting it exactly right; your phone calls will each be different anyway – they 
should be conversational and respond to your listener, not overly scripted or formal. But here is a 
good list of sample talking points that you can use to orient yourself. 
 
YOUR SCRIPT: 
Hi, my name is ___________________, and I’m a Lead Trainer for this year’s Power Shift. I got your 
name from ________ who said you would be a great candidate to help our team with training others 
the Power Shift Organizing Training. 
 

1) CONNECTION: Let the person know who you are, why you care about this issue, and ask them 
how they have been affected (drawing on your story of self and story of us). 

 
Key questions to ask to get conversation going (remember to LISTEN): 

 Have you heard about the movement building training that’s happening at Power Shift? If not, 
let me tell you about it… 

o Tell them about Power Shift and the campaigns being launched, talk about your 
experience with T4T 

 How did you get started organizing? In what context? (on/off campus/in your community) 

 How are you already involved with working on “x” issue (different Dirty Coal, Clean Energy, or 
Campus Climate Challenge campaigns)? 
 

 
Make note of the key parts from your story work that reveal your motivation to do this work: 
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2) CONNECTION: Details about who your group is, the exact challenges that move you to action right 
now, the real hope, and a strategic choice.  

 Talk about how the training will impact Power Shift participants and campaigns 

 See attached descriptions of Coach and Facilitator position. Talk with them about the 
responsibilities and time commitment. 

 
3) COMMITMENT: Getting commitment:  Will you be a coach for this year’s Power Shift? We’re 
holding a Regional Training on DATE, TIME, LOCATION.  Will you join me there? 
 
 
 

 Who else can you suggest I contact?  
 
 
 

 
 Confirm the DATE, TIME, LOCATION.  Can I count on you to be there? 

 
 
 
 
 
 
4) CATAPULT: 

 Next Steps: Thank them for their time, tell them you will follow up in a few days, explain the 
recruitment process going forward 

o You will fill out a Coach Nomination form for them and invite them to make a National 
Field account if they are accepted to the position 
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Step 2: Role Play (5 min.) 
 
Take 5 minutes in your group to role play the phone calls you’ll make to get commitments for your 
training. For each role play, two people should pair up, one playing the part of the caller and the other 
the invitee.  
 
Try this scenario in front of the whole team. De-brief with the whole team to identify what worked 
well, what each person could do better. As you role play, listen for:  
  

 Was the identity and purpose of the caller clear?  

 Did the caller convey urgency? 

 Did the caller ask for a commitment to attend the training and be a part of Power Shift? THIS IS 
CRITICAL! 

 Does the person called know the dates and responsibilities associated with the training?   

 Does this person have real responsibility for part of the training (catapult)? 
 
Step 3: Hand Out Lists if you have them (5 min.) 
 
Hand out your call lists if you have some.  In addition, brainstorm lists of others you could call to 
invite to your next event.  Family?  Friends?  Neighbors?  Allies? 
 
NAME NAME  
 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 

PHONE 
 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
 
_______________________________ 
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  WORKSHEET: 
  CALLING FOR COMMITMENTS 
 

 
Make Calls and Track Results 
Once everyone has call sheets, it's time to get going! Just pick up the phone and dial the digits.  It 
might help to start by calling 3 friends or family.  You can get their feedback on your calling too!  

 
As you're calling through your list, make a note next to each name about what happened: 

 Yes! - Make a note about the conversation, whether they'll be bringing friends, and so on. 

 No - Note whether they'll be a possibility for future opportunities, or if they simply don't want 
to be part of the campaign – and make sure you ask them these questions – never assume! 

 Maybe? Figure out what your follow up will be – ask them when you can get a positive answer 
from them one way or the other. If nothing else, call them up the day before the action 
recruitment deadline to see if they commit then. 

 No Answer, Busy Signal – Note this and come back to them later 

 Not Home, Not Able to Talk - make sure you ask what would be a better time to call, and write 
it down 

 Wrong Number/Disconnected - make sure you verify it with the person who answered the 
wrong number. If you're brave, try getting a commitment from your wrong dial answer! If you 
get an automated message, make sure you try the number twice. 

 
Tally Up Your Calls  
When you finish phoning, tally up your results – calls, contacts, and commitments. HOW MANY REAL 

SOLID COMMITMENTS WERE YOU ABLE TO GET??   
 
Make a Plan for Follow Up  
How are you going to get in touch with the “maybes” to nail down commitments, and reach those 
who you were not able to talk with today? How and when will you make reminder calls to all who 
committed? 
 
Evaluation  
Take a look at the results by caller. What patterns do you see? Did one person get better results than 
another? Ask why? This is not about blaming or competing - it is about learning from what works, as 
well as what doesn’t work, so we can keep learning how to get better at whatever we do.  
 
CELEBRATE!!  
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Session 8: Coaching: A leadership practice 
 

Why is coaching an important organizing practice? 
 
Leadership in organizing is about enabling others to achieve purpose in the face of uncertainty. 
Coaching enables others. 

Organizing campaigns are rich with challenges and learning opportunities, but sometimes we are fish 
in our own water and we cannot see the challenges we are swimming in. Coaching in organizing helps 
to alleviate this problem.  Coaching helps individuals to overcome motivational, strategic, and 
informational challenges that might otherwise hinder the progress of the individual, and or the team, 
and thus the campaign or training.  

What is coaching in organizing? 

Coaching is a direct intervention in an individual or team’s work process to help them improve their 

effectiveness. 

Coaching is a leadership practice that is useful in a variety of contexts in organizing campaigns and 

trainings.  Some examples of when coaching skills are necessary: 

– Preparing trainers to get over the performance anxiety that most of us feel when we 
present in front of a room of 100 people 

– Facilitating the learning of two participants struggling with the steps of a 1:1 during a 
Building Relationships breakout session at a training 

– Helping a trainer hone the skills of debriefing answers from the audience. 

– Helping an organizer overcome motivational challenges with their volunteer teams in the 
field 

– Assisting a leadership team in creating strategy for their local climate change organizing 
campaign.   

Goals for this session: 
 
    * To learn a simple diagnostic framework and a 5-step process for coaching others in organizing    
efforts. 
 
    * To practice the coaching process through role-plays and reflective discussion. 
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Coaching is useful whenever we are working to enable others to build their own capacity to act, 

and though the contexts vary, the process is very similar throughout.   

Effective Coaching Is Effective Coaching Is Not 

-Showing up and being present to another 
person's experience and listening, with both your 
head and heart 

- Being so prepared that you figure out all the 
answers for the coachee before you even hear or 
observe their challenges 

- Helping the coachee explore and make sense of 
their challenges and successes and what they 
learned from it all 

- False praising of the coachee or only focusing on 
their strengths because you do not want not to 
hurt their feelings  

- Helping the coachee to find solutions to 
challenges 

- Solely criticizing the coachee for their 
weaknesses 

- Asking questions that both support and 
challenge the person you are coaching. 

- Telling the coachee what to do 

 

How do I practice coaching in organizing? 

Good coaching requires learning how to identify a person’s or team’s strengths and weaknesses in 

order to find ways to help them mobilize their strengths to overcome their weaknesses.  People often 

know what they “should” do, but a fresh set of eyes is helpful in diagnosing the specific challenges 

they’re facing and initiating a brainstorm of solutions to maneuver through them.   There are three 

basic practices of coaching: 

Basic Practices of Coaching 
 
– Motivational (heart) coaching is aimed at enhancing effort. 

 
– Strategic (head) coaching is aimed at helping the team or individual plan, evaluate, 

or think about its strategic or structural approach. 
 

– Skills-based (hands) coaching is aimed at helping the team or individual execute 
with skill (and learn from execution). 
 

The first part of effective coaching is diagnosing which coaching practice is most needed in any given 

moment.  For example, if an organizer is struggling with strategy but you try using motivational 

coaching, it is likely to frustrate them further.  
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As is true for the other practices of leadership, coaching is a practice that only gets honed by DOING, 

and then reflecting on what works and what doesn’t.  Following this simple, 5 step coaching process 

can help you dive in and begin your coaching practice: 

 
 

1. Observe & Diagnose - What do I see and hear? Which form of coaching does this 
require?  

 
- Motivational (heart):Is the individual struggling because s/he is not putting forth enough 

effort? Is she not trying hard enough because she’s embarrassed? Is he quitting too soon 
because of frustration or fear? 

- Strategic (head):Is the individual struggling because the goals are not achievable?  Or because 
they’re not thinking creatively enough about how to use the resources they have to meet 
goals?  Or because the overall strategy doesn’t make sense and needs to be clarified or 
adapted to their situation?   

- Skills-based (hands):Is the individual struggling because of not being able to muster the 
behavioral skill to execute effectively? Does he not have the skill in his repertoire? Is he 
getting interference from other habits and behaviors (like someone well-versed in marketing 
speak may think that skill set is a substitute for authentic story-telling skills)? Is there 
something you could model, or that this person that just needs more help practicing and 
debriefing? 

 

5 Step 
Coaching 
Process 
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2.    Intervene:  What coaching intervention fits the diagnosis? How will I intervene? 
 

If your diagnosis is that the 
individual needs to put in more 
intense effort, choose a 
motivational intervention, – for 
example: 

If your diagnosis is that the 
individual is not understanding 
the focal practice adequately, or 
thinking about it appropriately, 
choose a strategic intervention – 
for example: 

If your diagnosis is that the 
individual lacks execution skill, 
choose an educational 
intervention – for example: 

 
o Encouragement and 

enthusiasm—you can do it! 
o Helping the individual 

understand and confront fear, 
embarrassment, or other 
emotions that get in the way of 
the willingness to try harder or 
persist in the face of setback 

o Incentivizing, rewarding and 
praising courage 

o Modeling courage and 
emotional maturity in your 
own behavior, confessing fear 
and explaining how you move 
toward it rather than away 

o Kick in the pants (offered with 
love) 

o What else? 
 

 
o Asking good questions about 

how the individual is thinking 
about the key leadership 
practice  
–  “Why did you choose to 

do this and not that?” 
– Based on where you are 

now what resources could 
you draw on to take this 
story/team/strategy to the 
next level? 

o Offering your assertions about 
what you are observing and 
how you think the individual 
might fruitfully think about the 
practice differently  
– “When you stop at that 

angry point in the story, I 
think you may be 
forgetting that your 
listeners need a reason to 
hope in order to be called 
to action.” 

o Offering the opportunity for 
silent reflection and self-
diagnosis 
– “Why don’t you take a 

moment to think through 
what you believe is 
working and not working 
and let’s talk about that? 

 
o Model the behavior and invite 

the coachee to imitate you or 
work side by side with you to 
get the “feel” of the activity 

o Break it down into smaller 
parts and invite the individual 
to try one at a time 

o Practice, feedback, repeat 
o Offer three or four different 

practice exercises and observe 
which ones “take” for that 
person 

o Repetition, repetition, 
repetition 

o What else? 
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3.    Step Back & Observe:  How can I allow the coachee to develop their leadership skills? 

- Avoid the urge to do it for them. 
- Allow the coachee to try the intervention.    
- Observe them in action and note observations for your debrief. 

 

4.    Debrief:  What do I ask the coachee to help them reflect on their experience? 

- What went well?  

- What are you challenged by?  

- What are some possible solutions?  

- What are your goals/next steps? 

 

5.    Monitor:  How I can I continue to support the coachee? 

- Schedule periodic check-ins to support your coachee in integrating this new or revised                          

solution into their regular practice. 

- Find out from the coachee how the situation has changed.   

- Assess whether the diagnosis and intervention was successful. Celebrate success! 
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TEAM BREAKOUT SESSION: 

COACHING SCENARIOS 
 
Goals 

1. Practice the coaching process by role-playing common challenges that occur at or in preparation for 
trainings. 

2. Reflect on the process and framework for coaching in organizing as related to your prior experiences, as 
well as today’s activity.  
 

Agenda 
TOTAL TIME: 50 min. 

 

1. Gather in your group of 3.  Decide on meeting roles – timekeeper, scribe, 
facilitator. Review the agenda below. 

5 min. 

2. Brainstorm 3 or more possible challenge scenarios that you might face as in 
organizing the Regional Training for Trainers and the PowerShift trainings.  Think 
about the challenges you faced as participants, or that you saw your facilitator 
face during each session at this training.    

10 min. 

3.  Practice Coaching Rounds (10 minutes for each round) 

o Decide on who will play each role for the first round - observer, 
coach, coachee. The coach should step out for 1 minute while the 
coachee selects a challenging scenario to role play with the rest of 
the team. (1 min) 

o Coach step back in, your team role plays, and gets coaching by the 
Coach (6 min) 

o Observer gives feedback on coaching, in relation to the 5 step 
coaching process and 3 pronged framework 
(motivation/strategy/skills) (3 min) 

o Repeat twice more, rotating roles each time so that each person 
has opportunity to experience each role (20mins) 

 

30 min 

4. Each person silently reflects on the following debrief questions (5 min): 
 

– How does this way of coaching compare with other types of coaching you 
have experienced? 

– What was most challenging about the coaching exercise?  What was most 
exciting? 

– How could this type of coaching be used to help you organize your 
training team for PowerShift? 

 

 
5 min 
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WORKSHEET: 
TRAINING PREP CHALLENGES & COACHING EXAMPLES 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 Observations 
(symptoms) 

Diagnosis Intervention 

Motivational 
(Heart) 
 
 
 

 
 
 
 
 
 
 
 
 

  

Strategic 
(Head) 
 
 
 

 
 
 
 
 
 
 
 
 
 

  

Skill-based 
(Hands) 
 
 
 

 
 
 
 
 
 
 
 
 
 

  

148



 

Originally adapted from the works of Marshall Ganz at Harvard University      
 

WORKSHEET: 
REFLECT ON COACHING 
 

 
How does this way of COACHING compare with other types of COACHING you have 
experienced? 
 
 
 
 
 
 
 
 
 
 
 
 
What was most challenging about that exercise? 
 
 
 
 
 
 
 
 
 
 
 
 
 
How could this type of coaching be used to help you organize your training team for 
PowerShift? 
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Session 9: Training & Facilitation As A 
Leadership Practice 
Goals for this session: 
 
*Cultivate self-awareness of trainees’ assumptions about race, gender, sexuality, class, and 
age and how they manifest when facilitating trainings & meetings, and integrating this 
consciousness into how they work with a diverse group.  
 
*Provide tools participants can use for effective training and facilitation. 

 

Why teach training and facilitation as a leadership practice? 

1. Effective upfront training and facilitation leads to building community and power.  We also 
hold a lot of authority and potential power when leading effectively. As trainers and facilitators 
we must be mindful of the assumptions we all bring to our training and organizing work. 

2. When we organize in communities that we are not necessarily a part of, we will come up 
against dynamics that will make it challenging to become an effective facilitator of learning 
and action.  Those dynamics also provide opportunities for learning. 

3. The design of this workshop will necessitate preparing yourself to practice leadership. 

·      This workshop creates the opportunity for intense relationships with participants. We 
need to respect these as “public relationships”, not “private relationships” – both close and 
professional. We need to support them in the way we can and acknowledge that we can’t 
support them in other ways beyond our capacity. 
 
·      This workshop brings to the forefront hot topics such as political differences, ethnicity, 
class, gender, sexuality, and religion. The role of the facilitator is to acknowledge those 
differences and his/her position in relation to those difference and to facilitate a learning 
discussion amongst the participants regarding those topics in relation to organizing. 
Sometimes this will happen internally (within the facilitator’s head) and sometimes this will 
have to happen with the group you are organizing with.  
 
·      The evaluation of an effective workshop – as an effective campaign – rests on three 
measures: did the individuals learn, did their teams grow stronger, were the outcomes 
achieved. The goal of organizing is not only to develop outstanding individuals, but, more 
importantly, to develop outstanding teams. The value added of organizing is the creation of 
“collective capacity”, what De Tocqueville called “knowledge of how to combine.” And that is 
where our focus must always remain. 
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How do we train and facilitate effectively? 

 
PRACTICES OF EFFECTIVE TRAINERS 

 
o Use examples and stories 

Include examples from your own experience. Tell your own story when it illustrates a 
point. Alternatively, you could interview other people in your group and use their stories 
during the training (make sure to ask for permission) 

 
o Pause 

Allow there to be silence after you ask for questions.  Give the group time to think of 
questions.  Let the silence go on for awhile.  Leave space for thinking and reflection. 

 
o Active listening 

Repeat questions loudly enough so everyone can hear. Ask for clarification if you need it. 
Make sure you understand what is being asked. 

 
o Involve the whole group in your answer 

It’s often a good idea to invite others to answer the question by saying something like, 
“What do others have to say about this?”  Then listen carefully.  Don’t just agree with any 
answer.  Effective trainers engage the audience in challenging as well as supportive ways. 
 

o Clearly set up activities 
Make sure the instructions are clear and people know what you want them to do. Ask for 
questions. Explain the breakout work in detail, or in many cases you will be moderating a 
roleplay to demonstrate what they will be learning in their small groups. Make sure to 
include: 

 What the overall purpose of the activity is  
 What time they should come back 
 What they will be responsible for reporting on when they return 
 Review any worksheets or materials they should use during the activity 

o Use humor 
When appropriate, keep things light with humor to help maintain people’s attention 
throughout your session. 
 

o Don’t feign expertise. 
If you are asked something you don’t know, don’t pretend that you do. Tell them so and 
get back to them later. 
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o Set up small group (breakout session) work 

In experiential training, participants will spend significant time in individual and group 
activities.Therefore, it is important for you to clearly explain the activities and expected 
outcomes , as well as what time to return to the plenary session, before excusing the 
groups to breakout with their facilitators. 

 

o Ask engaging debrief questions 

Each session follows the same pattern: up-front teaching, small group work, and debrief. 
Debriefing the small group work ensures learning; without debriefing, you can’t be sure 
people have learned the most important points.  
 
Some ideas for debriefing include: 
 
1. Publish: Groups report back their work (This debrief is usually used with Building Teams, 
Strategy, Action, and Relationship Building sessions) 
  
Remind them of the parameters you set for the report-backs when you first explain the 
activity, for example, 

 “Let’s hear the Top 3 responses from each group” 
 “Each group will have ___ minutes to give their report” 

2.  Sometimes, you may just want to debrief their experiences instead asking questions 
like: 

 “What was it like doing this exercise?” 
 “How did it feel to do work this way?” 
 “What was easy and fun?  What was new and challenging?  Why?” 

3. Demonstrating new skill: Individuals get time practicing their new leadership skill (This 
debrief is usually used with Story sessions) 
 
Invite groups to nominate an individual to share their story in front of the large group. 
Debriefing the story of self or us/now is as important as hearing the story. As the trainer, 
before eliciting feedback from the group, you might first want to ask clarifying or probing 
questions to draw out a few more details in their story like, “The challenge wasn’t clear. 
How would you describe____” or “I understood the outcome to be______, and it teaches 
me ________. But how does that relate to your work now?” 
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EFFECTIVE FACILITATION 

 
These facilitator notes aim to: 

 describe the process of learning and teaching organizing; 

 provide a deeper understanding of why we teach organizing and how we teach it, to 

help you facilitate the discussions and embody the theory; 

 offer general advice and tips on coaching challenges and common questions; 

 present the general flow of your day; 

 talk you through the specifics of each session, including learning objectives and tips 

A  D A Y  I N  T H E  L I F E  O F  A  F A C I L I T A T O R  

    

Facilitators morning meeting 

For each session you will. . .  

Present or listen to practice presentation  

Break out in teams – present your story + facilitate your table discussion 

For public narrative sessions: report the best story from your group back to your lead 

trainer – name and explanation of why it was good on a card 

Facilitators debrief with their coach during break 

Take part in filling end of day evaluation form 

Participants’ day end – clean your table, collect your flip charts 

 

A N  E F F E C T I V E  F A C I L I T A T O R  

An effective facilitator understands… An effective facilitator… 

The pedagogy of the workshop Articulates clearly 

It’s not a linear process and  
clarity comes at the end 

Suspends doubts till the end and  
dives in it with some faith 

What’s going on? The pattern: lecture, 
teamwork, debrief, meet teaching team,  

break, summon people, lecture… 

Describes clearly the team work step by step 
without being interrupted 

The learning objective of every session 
Focus the participants to the exercise and 

 its objective at outset.  Respects time. 
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Sentences quoted when debriefing good facilitation 

 “My facilitator started with a clear articulation of the purpose of the exercise – I felt we 

were on track” 

 “Our coach was gently but firmly pushing us forward – s/he even said: I am going to 

push you” 

 “My facilitator was a partner with us – supporting us, creating with us and challenging 

us on occasion.” 

 

Common Facilitator Belief Barriers 

 “I am younger than the participants” 

 “Some members on my team are superior to me” 

 “I have not done this before” 

 “I have a history of relationship with some participants” 

 “I am not sure I buy it myself” 

 “Telling stories is against our culture” or “Chants are against our culture” 

 “I don’t feel comfortable being associated to an American model” 

 “I know all this already” 

 
 
 

 

The facilitator’s role is to support 
his/her participants and fellow facilitators 

Asks for help 

That modeling is as or more powerful  
than preaching 

Chooses good models for debriefing 

This workshop gives rise to sensitive topics Listens actively and holds people accountable 

This workshop creates anxieties Reports difficult cases + allows humour 

Understands that peer coaching is enabling 
leadership 

Facilitates discussions / does not have the 
answers 

Appreciates that a successful organizing 
workshop addresses head, heart and hands 

Comfortable with the emotions 

If the coaching challenge is lack of  
motivation or strategic or difficulty translating 

to practice 
 

Focuses on hope to deal with motivation, 
facilitates strategic understanding through 

coaching and gives/provides specific feedback 
to address weak practice 
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Common Challenges 

Number One:  Time 

Number Two: Intensity 

Number Three:  Emotions 

Number Four:  One difficult participant 

Number Five: No ally among the participants 

Number Five: Balancing support & challenge 

1. Understanding small-group dynamics 

 
It is important to realize that all groups have predictable behaviors. Part of your job as a facilitator is to 
help the group get the most out of the learning experience. You will keep the focus on the content of 
the training by managing group dynamic. 

BEHAVIORS: WHAT 
GROUP MEMBERS DO 

POSSIBLE REASONS FACILITATOR OPTIONS 

Lack of participation, 
people are slumping in 
their chairs, looking bored 

 They don’t feel engaged 
 They are bored 
 They may feel they know the 

material already or don’t 
need to know it 

 They have not been invited 
to participate 

 Pose an open-ended question. Wait 
for answers 

 Facilitate a small group exercise or 
discussion.  

 Ask the group how you should 
interpret their body language or lack 
of participation 

Silence for extended 
periods 

 people  may be shy 
 Some people need to think 

before speaking 
 People may be afraid to say 

what is really on their minds 
 They don’t expect any 

change to happen as a result 
of their participation 

 Ask yourself if people have really been 
silent for a long time. Brief periods of 
silence may simply mean people are 
thinking. 

 Mention that you notice that people 
are silent. Ask what people are 
thinking about 

 Ask people to write their questions, 
comments, or concerns down and pass 
them to you anonymously. Read the 
responses out loud.  
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Criticize the agenda or the 
progress of the training 

 They may have a say in how 
the session runs 

 The session may not be 
meeting their needs. They 
may be trying to ensure they 
have a successful experience 

 They may be deeply invested 
in the topic and belive they 
know the best way to 
address it.  

 They may want to assert 
their own leadership 

 Stay nondefensive. Don’t take it 
personally. 

 Explore the other person’s point of 
view. You might ask, “tell me how you 
see it.” 

 Request and accept feedback from the 
group. Ask for suggestions on how to 
do things differently. Be willing to 
change the way things are done, if 
appropriate. 

 You can ask the group to accept that 
this workshop will provide a different 
take on the subject by saying 
something like, “Clearly there are 
other ways to approach this topic. 
What we are presenting today is one 
way we know works.” 

There is conflict in the 
group. Participants argue 
among themselves 

 The topic may be difficult, 
without one right answer 

 They want to feel heard 
 Several people want to ‘win’ 

 
 

 Encourage people to listen to each 
other fully--”Let’s hear more about 
this idea.” 

 Encourage people to paraphrase each 
other’s contributions to slow things 
down and ensure everyone is being 
heard 

 During a break, talk to the people most 
involved in the conflict. Discuss how 
they can get their concerns met while 
allowing you to move the training 
session forward. If the conflict has 
nothing to do with the training, ask 
them to allow the training to proceed. 

One or more participants 
pose hostile questions or 
comments 

 They may feel they don’t 
belong in the training for 
various reasons 

 They may want to cover 
different topics that you are 
planning to 

 They may have goals that 
may or may not have 
anything to do with the 
training 

 They may be testing you to 
see if you ‘belong’ in your 

 Smile. Try not to take it personally. 
 Avoid sarcastic or angry responses; 

instead, be silent and let other people 
address the individual 

 Adapt. Say “I see your point; let’s 
discuss what can be done.” 

 Don’t get drawn into long dialogue or 
argument, with one person. Use the 
25%-75% rule, Direct about 25% of 
your eye contact to the person who 
asked the question, and about 75% to 
the rest of the group. 
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role 
 They want to challenge your 

leadership 

 Invite others to speak 
 You can ask the group to accept that 

this workshop will provide a different 
take on the subject by saying 
something like, “Clearly there are 
other ways to approach this topic. 
What we are presenting today is one 
way we know works.” 
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WORKSHEET 

PRACTICE FACILITATING THROUGH CHALLENGE SCENARIOS 
 
Fishbowl: Carefully read the scenario.  
 
Performing Group: Each group will create a skit with the scenario to present to the Partner 
Group. Each group member self-selects a role. You have 5 minutes to prep and 5 minutes to 
perform your skit. Discuss the questions below after both performances with your Partner 
Group 
 
Observing Group: Think about what comes up for you during the scenario. Be prepared to 
engage in dialogue around identity after the exercise.  
 
Scenario #1:  
 
You are facilitating a meeting of 20 people who are a part of a Affordable Housing coalition in 
Las Vegas. For the last 30 minutes you have been discussing whether or not their next step 
should be a Sit-In at Senator Reid’s office, a key strategic next step. During the 30 minutes 
Brian and Erika, who are both white, have been dominating the conversation in various subtle 
ways. The meeting is made up of 4 white people and the rest are people of color. How do you 
ensure that at all intersections people are being heard? Ask yourself “who is not being heard?” 
“who am I not hearing from?” 
 
 
Scenario #2:  
 
You are a part of a new coalition to shut down the Valero Oil Refinery in Wilmington, CA. You 
are facilitating a town hall in the community to identify potential leaders to bring into the 
campaign whose families are directly being affected by the refineries in their community. The 
majority of the people who have turned out to this event speak Spanish only. You do not speak 
Spanish. What do you do as a facilitator? 
 
 
Scenario #3: 
 
You are in a strategy meeting with a group of 6 organizers who work closely together. As a 
team you have successfully help start 2 community gardens on the Northwest Side of Chicago. 
At this meeting you will decide about your team’s plan to expand the scope of your work. One 
of the organizers, who is male and of European descent, keeps interrupting other female 
organizers. One of the female organizers, who is of Pacific Island descent, tells the white male 
organizer “You are taking up too much space in this meeting.” To which he responds, “No I’m 
not, I’m just trying to help.” What do you do as a facilitator? 
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WORKSHEET: 
REFLECT ON FACILITATION 
 
Debrief Questions: 
 
1) How did you feel about your scenario? What happened? What did you learn? 
 
 
 
 
 
 
 
2) What did this feel like in/on your body? Did you notice any changes in your body during this 
exercise? 
 
 
 
 
 
 
 
3) In what ways have race, gender, sexuality, language, immigration status played out in your 
experience as a trainer and/or facilitator? 
 
 
 
 
 
 
 
4) How do you take this experience and include in your future work? 
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F A C I L I T A T O R  N O T E S  
C O A C H I N G  P U B L I C  N A R R A T I V E  

 

T E A M W O R K P A T T E R N  I N  N A R R A T I V E  S E S S I O N S  

1.

  

Getting organized The group needs to get settled. Ask them to appoint a team timekeeper 

and review the instructions.  

2. Your story  Tell your story and give your team 3 minutes to coach you. 

 

NOTE: You have to enforce time limits to ensure that each person can 

share their story.  Make sure your timekeeper cuts you off. This both 

encourages focus and makes sure everyone has a chance. 

3. Work in pairs 

 

After time for silent reflection, the group breaks out into pairs. Each 

person takes 2 minutes to tell his/her story and receives 3 minutes 

coaching from the partner.  

4. Work as a team More time for silent reflection. Each person tells their 2-minute story 

and receives 3 minutes coaching from the group. 

 

5. Back to plenary Choose your most able storyteller to tell his/her story to the large group 

in the debrief. Give that name to your coach. 

G E N E R A L  T I P S  O N  N A R R A T I V E  

 When you hear the story - decide whether you want to coach the storyteller directly or 

facilitate the group discussion? If you decide to coach, be explicit about your 

intentions. Start by saying “I am going to model coaching – and I am going to especially 

focus on x.” 

 This is not a communication skills exercise – it is not about public speaking skills. It’s 

about “the glow from within, not the gloss from without.” 

 This is not a therapy session – the point is not to direct stories to private intimate 

details but to support public narrative for organizing.  

 Because the ‘us’ is different with every group a person shares a public narrative with, 

no one ever tells the same linked story of self-us-now twice. That’s why this is not 

about polishing a script but rather about developing a leadership skill. 

 For many this is the first time they have done this and this is the beginning of a 

learning process.  
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W H A T  M A K E S  A  G O O D  P U B L I C  N A R R A T I V E  C O A C H ?  

 

 Purposes: Coaching individual stories, facilitating group interaction, establishing trust 

and “holding the anxiety”, developing the coaching skills of the group members, re-

teaching public narrative concepts briefly as needed. 

 
 Activities: Modelling, listening, asking questions of the storyteller, asking questions of 

the group, synthesising in service of teaching objectives, selecting best stories from the 

break-out to teach from during the debrief. 

 
 Outcomes: People telling detailed stories with a clear challenge, choice, outcome, 

people articulating what makes a good story through coaching, people giving and 

receiving helpful feedback, people “diving deep” or “falling off the bike and choosing to 

get back on.” 

 

W H A T  M A K E S  A  B A D  P U B L I C  N A R R A T I V E  C O A C H ?  

 Purposes: Being the boss, being participants’ friends, being a “resource if you need it”, 

only being the time-keeper. 

 
 Activities: Telling, being general in comments, advice-giving, judging content, chit-

chatting, allowing people to ignore the time keeper or beeper. 

 
 Outcomes: People who don’t know how to revise their stories, groups that don’t give 

feedback, people who don’t feel “safe”. 
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C O A C H I N G  T I P S  F O R  P U B L I C  N A R R A T I V E  

Look for the basics – the key elements of story… 

 

SELF US NOW 

What are the experiences 

and values that call you to 

assume leadership in 

mission? 

What are the experiences and 

values of the ‘us’ – or people 

in the room that will call them 

to join you in action on 

mission? 

Why is it urgent to respond 

to the challenge? Where is 

the hope? What do you want 

to call on the people here to 

join you in doing? What is 

the outcome? 

 

 

 

Emotions That Inhibit Action Emotions That Cause Action 

Fear, Apathy, Inertia, Self-Doubt, Isolation Hope, Angler, Urgency, You Can Make a 

Difference, Solidarity 

 

 

Asking Questions to Elicit Feedback Giving Direct Coaching 

 What in that story resonated for you? 

 What were the particularly vivid images 

or details that you remember? 

 What were you still curious about? Was 

there a gap? 

 Did you hear a challenge? What was the 

choice? What was the outcome? 

 What kind of emotions did you feel 

when you heard the story – motivate to 

action or inhibit action? 

 What would you have liked more of? 

 What were the choice points? 

 Ask the teller to identify the challenge, 

choice and outcome. 

 Identify particularly strong choice 

points. 

 Ask questions about the intended 

audience and the desired action or 

response.   

 Ask questions to connect the dots.  

 Identify themes and ask for 

confirmation.  

 Identify particularly strong images or 

visuals that worked. 

 Indicate where you saw evidence of the 

kinds of emotions that motivate people 

to take action or fall into inaction.    

CHALLENGE OUTCOME CHOICE 
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F A C I L I T A T O R  N O T E S  
H O W  T O  C O A C H  A  S T O R Y  O F  S E L F  

 

The purpose of sharing our story of self is for us to connect on values. To understand why 

people are called to leadership and to organizing. By focusing on the challenge, the choice and 

the outcome, we are communicating that we own our lives and we exercise choice. The story 

is not supposed to reflect our heroism or show that we are unique human beings but rather 

the opposite – that we are human like everyone else, vulnerable and despite the challenge we 

exercise choice. We have hope and we share our source of hope to inspire action.  

 

Everyone (when they think hard enough about it) has thousands of choice pointsabout which 

they could tell a story of self. The key is then to select one that (succinctly) reveals why they 

are called to leadership for this particular issue. It doesn’t have to be dramatic but it does have 

to reveal the values they hold and want to put into action. 

P U R P O S E / L E A R N I N G  O B J E C T I V E  

 To coach a story of self that answers why am I called to leadership and organizing? 

Why am I at this workshop – what calls me here?  

 To facilitate a team of coaches – to establish that we (team members) coach each 

other and support each other because we believe we are responsible for helping 

others become leaders. 

 To create a respectful environment that supports sharing key moments of our lives 

in a way that is deep and trusting.  

W H E N  Y O U  S T A R T  

 Remind your team to record feedback they get in the worksheet. 

 Explain to your team that recording the stories of each person at their table helps 

them with the story of us (this is often forgotten). 

 The first person you choose to tell their story in front of the group can drastically 

change how the rest of the participants practice telling their story. Try to choose 

that first person carefully. Look for someone who is not overly talkative, who you 

feel gets public narrative and is articulate. 

 You may want to coach the first person alone without opening it to the whole 

group. (This gives the group a strong, current model of good coaching.) 
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 Make sure everyone tells his/her story and that everyone gives (brief, specific) 

feedback. 

 Choose your best story for the large group debriefing and privately give it a rating 

out of ten (1 being the worst, 10 being the best). This helps the large group 

facilitator make good choices (and a good sequence) for sharing and debriefing 

good examples. 

C O M M O N  C H A L L E N G E S  

Challenge What to do 

“I don’t have a story” (usually means ‘a 

story I think is good enough’) 

Everyone has a story! Work to find one by gently 

asking questions – what matters to this person, 

why? When did that happen? Who was a role 

model? Why? Get them into their story using 

questions. The challenge doesn’t have to be tragic 

– just an important choice in their life. 

Avoids telling a PERSONAL story, focuses 

on issues (like a speech) 

Shift focus back to personal away from “general 

problems” by gently asking questions – why do 

these problems matter so much to you? 

Avoids telling his/her OWN story Ask for more direct experience of self, rather than 

a story of another person. 

Is lost in the abstract Try to minimise abstract theory, encourage 

person to dive in and focus on specifics of self, us 

and the now 

Settles into rant mode The challenges are great and anger and emotions 

can spill over – ask for teller to limit description of 

the challenge and work to include hope. Trust 

one specific moment to paint a vivid picture! 

Unwinds a long biography / gives resumé Try to pick one choice point only.Reminder that 

the Now is the lens or focus point he/she should 

use to help identify good elements of Self and Us 

story. 

 

Other common challenges… 
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1. No challenge, choice, outcome 

2. Someone becomes emotional 

3. Vague feedback 

4. One member dominates 

5. Chit-chat among team 

6. Non-responsive participants 

7. Story sceptic (this does not fit this culture/it’s American) 

8. Bored and disinterested 

9. Distracted and distracting 
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F A C I L I T A T O R  N O T E S   

H O W  T O  C O A C H  B U I L D I N G  R E L A T I O N S H I P S  
 

People are the essential resource in organizing – we organize people, not issues. Through 

relationships, we make the whole greater than the sums of its parts. Relationships sustain 

volunteer commitment, inspire creativity and allow us to engage diverse social networks and 

the broader community. The goal of this session is for participants to understand and practice 

building relationships in organizing, and to consider how to build relationships strategically in 

order to increase their social capital. In this workshop, we focus of 1:1 meetings, but 

organizers also use tactics such as information sessions, house meetings and emergency 

meetings. 

Y O U R  P U R P O S E   

Your purpose as a facilitator is to help your team: 

 Practice one on to meetings going through the five steps  

 End the one to one with a commitment  

 Identify shared interests building on the story of self 

 Feel that they are resourceful  

 Reflect on this way of “doing business” and how it is different from typical 

interactions in traditional hierarchical settings 

 Make strategic choices about whom they hold one on one meetings with 

W H E N  Y O U  S T A R T  

 Pair your team differently from how they were paired for story of self 

 Change pairs after first ten minutes and make sure that the participants take on a 

different role (i.e. if participant A was a “questioner” with participant B in the first 

round, s/he should become a “questionee” with person C in the second round) 

 Remind participants to complete the teamwork sheet as they go along 

 Choose a note taker and explain that the same person will report the team’s results 

to the large group (don’t have someone else debrief- s/he might not be able to read 

handwriting or short hand) 

 Create space for your coaching: warn participants that you will be “listening in” on 

their one on ones, and possibly intervening to coach them 

C O M M O N  C H A L L E N G E S  

 Chit-chat during one to one (lack of focus) 
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 Questioning “why we are doing this” – instead of doing it 

 Failure to follow the intentional steps of a one to one 

 Participants identify a commitment to each other but not to the team 

 They want you to be note taker or report to large group 

 

C O M M O N  Q U E S T I O N S  
 

 Do we build on story of self?  

Ideally yes, in the exploration step 

 

 Is this pretence or are we really committing?  

It’s for real! Even if it’s a very limited commitment, the exchange of resources and 

interests should lead to a real shared commitment and participants should hold each 

other accountable to it. 

 
 I know this person already - should I do the one to one with someone else?  

One to ones are not only held at the foundational stage of your campaign, but 
should be held throughout. This is the opportunity to renew, redefine or deepen 
your relationships and shared commitment to the campaign.  
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F A C I L I T A T O R  N O T E S   
H O W  T O  F A C I L I T A T E  S H A R E D  S T R U C T U R E  

 
Interdependent leadership teams create the structure within which energised volunteers can 

work together towards a challenging goal. Structured leadership teams encourage stability, 

motivation, creativity, accountability, and the effective use volunteer time, skills, and effort. 

They are at the heart of differentiating organizing from mobilizing. Teams strive to achieve 

three criteria of effectiveness – meeting campaign outcomes, deepening organisational 

capacity, and enhancing the learning and growth of individuals.  Team members work to put in 

place five conditions that will lead to effectiveness: 

(1) Bounded, stable team 

(2) Shared purpose (clear, consequential and challenging) 

(3) Interdependent roles 

(4) Clear group norms 

(5) Diverse skills and talents needed to do the work 

 

Y O U R  P U R P O S E  A S  A  F A C I L I T A T O R  

 Help your team identify its common purpose  

 Help your team agree on norms by suggesting areas they should be considering 

 Make sure they identify a self-correcting norm (i.e. what happens when a norm is 

violated) 

 Help your team think of roles for the team in relationship to the purpose they have 

identified and be intentional about their interdependence  

 

C O M M O N  C H A L L E N G E S  

 Anxiety about not “completing” team purpose, roles and norms completely 

 Wordsmiths hold up team purpose 

 Lack of clarity about the purpose of the team – is it just for the purpose of practicing 

the skills during the training or is it our “real” campaign team?  

 Participants prefer to brainstorm purpose as opposed to sharing their individual lines.  

 Disagreement about self-correcting norms  

 Participants think that the chant is silly or can’t make up a good one 

 

T I P S  

 Clarify the purpose of the team before beginning the work 

168



 

     170 

 Scribe yourself and focus on key words (or prepare another person ahead of time) 

 Consider delegating the exact formulation of the shared purpose to an individual or a 

subgroup in case participants get stuck  

 Be ready to explain the purpose of self-correcting norms (and to provide examples)  

 Encourage participants to think of another type of community-building ritual if they 

are blocked with the chant 

 
F A C I L I T A T O R  N O T E S  

H O W  T O  C O A C H  A  S T O R Y  O F  U S  

 

The purpose of sharing our story of us is to create a community from the group in the room 

and from your small group. By focusing on the values that are in common among them and by 

focusing on the challenge and the choice and the outcome that joins them together, this 

community starts taking shape. This story draws on shared experiences (very often quoting 

stories of self shared earlier) to reveal shared values.  As such, it is told in the past tense, like 

the story of self.  

 

Importantly, it communicates also why we are hopeful and powerful together. It sets the 

ground for calling people to action in the story of now. Because it focuses on the common 

values it transcends issue silos. So instead of saying we connect on ending pressure sores vs. 

we connect on finding ways to cut costs – we facilitate a story of us that says we come 

together around the values of human dignity and stewardship of resources. The particulars of 

how we work on that and achieve it is for the story of now and the strategy. 

 

Y O U R  P U R P O S E  A S  A  F A C I L I T A T O R  

 Coach a story of us that answers why are we here together? Why together are we 

moved to leadership and organizing?  

 Facilitate a team of coaches- to establish that we (team members) coach each other 

and support each other because we believe we are responsible for helping others 

become leaders. 

 Create a respectful environment that supports sharing key moments of our lives in a 

way that is deep and trusting.  

 

C O M M O N  Q U E S T I O N S  

 Who is the us you want us to develop a story about? 
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Participants usually ask: is it the us in this small group, us in the big group, us in at work, or 

should I imagine I am using narrative to recruit and the us is the targeted recruits? 

 
 Is this story about the past or the present? 

It is challenging for the participants to know whether it is a value based us (especially when 

the group just came together in this workshop) or if it is an experiential based us where 

they can go to the history of their relationships and draw on it. In the second case the 

challenge, choice and outcome of the story is often in the past. Of course they can say and 

now our challenge is *…+ and our choice is *…+ and this way they are preparing the ground 

for the story of now. If it is a value us then it can go either way. The story could be 1. Clear 

from our stories we faced the same challenge which is X in A’s story and Y in B’s story and 

we had similar choices which are this or that and we chose and the outcome was X and 

why.  

 
 

W H E N  Y O U  S T A R T   

 Notice that the group practice session is for developing and telling the stories of US 

and NOW together. 

 

C O M M O N  C H A L L E N G E S  

 Restates story of self 

 Not us in the room 

 Can’t find any specific shared experiences of us or shared values those experiences 

reveal 

 No us, but everyone says there is.  “I relate to that because I also grew up in a city.” 

 No challenge, choice, or outcome 

 

D I F F I C U L T  P A R T I C I P A N T S  

 Get caught up the spirit of togetherness and think specifics aren’t needed because 

“Everyone will just FEEL powerful together”, missing the opportunity to illustrate with 

undeniable detail that this is a powerful, hopeful, courageous group 

 Ridicules the power of us as insignificant given the scale of the challenges 
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F A C I L I T A T O R  N O T E S  
H O W  T O  C O A C H  A  S T O R Y  O F  N O W  

 

Now that we have a leadership team, we can begin to tell our story of us.  Learning to 

articulate our values in relationship with others can help us tap sources of hope, confidence, 

anger, urgency and solidarity that enable us to act.  Having developed a story of us, or the 

story of the project or organization, we move to the story of now.  The story of now is the 

point to which a public narrative is leading – a call to commit to hopeful action.   

 

P U R P O S E  O F  S T O R Y  O F  N O W  

 To create urgency and to articulate the specific action called.  

 To contrast what would happen if I act AND if I don’t act 

 To instill hope that the action I am being asked to take will make a meaningful 

contribution to bringing about change. 

 

R E M E M B E R   

 We are using the story of now to lead to strategy where the theory of change will be 

more fully developed. Even so you should encourage participants to be as specific as 

possible in their action they are calling on others to take. 

 

C O M M O N  C H A L L E N G E S  

 The ask is vague or abstract: “Let’s all do what we can to fight against corruption 

in Serbia.” 

 The ask is not a collective action: “Let’s commit as individuals to doing what we 

can to resist bribery in the health sector.” 

 The ask is a laundry list of possible actions: “Here are 53 things you could do to 

fight corruption.” 

 The ask is not achievable by group: “We need a new government really committed 

to fighting corruption.” 

 There is no hope in the story of now: “Things are really bad so we need to act.” 

 There is no vision of what the world would be like if we chose to act. 

 The story of now is not connected to the story of self and us. 
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F A C I L I T A T O R  N O T E S  
H O W  T O  C O A C H  L I N K I N G   

S T O R I E S  O F  S E L F ,  U S  A N D  N O W  
 

Narratives, relationships, teams and strategies only become a source of power if they are 

turned into action.  In organizing, action grows out of people's commitment of their resources 

(time, money, energy, etc.) to achieving organizational goals and outcomes. An effective action 

program is one in which many people can contribute their resources to achieving a common 

objective through motivational task design. 

 

In this part of the workshop, we are also coaching participants to pull their stories of self, us 

and now together and to motivate action to an urgent matter. The purpose of the complete 

public narrative is to call for action that is linked to the purpose, strategy and campaign chart.  

 

R E M E M B E R   

 Remind participants that they can reconstruct their stories of self, us and now. Given 

the ‘now’ that they have identified what are the RELEVANT stories of self and us that 

they want to tell? Are there other parts of their stories that could be drawn on more 

effectively? 

 Also remind them that they do not need to have their stories flow in order of self us 

and now. They can move from self to us to self to now and experiment with order.  
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Understanding Power & Privilege 

 
Exercise 
 
Have participants stand in a straight line (quite close together).   Request that they hold hands 
with the person on either side of them for as long as possible and refrain from speaking during 
the exercise. 
 

1. If your ancestors were forced to come to the USA, not by choice, take one step back. 
 
2. If your primary ethnic identity is American, take one step forward. 
 
3. If you were ever called names because of your race, class, ethnicity, gender, or sexual 

orientation, take one step back. 
 
4. If there were people of color who worked in your household as servants, gardeners, 

etc., take one step forward. 
 
5. If your parents were professional, doctors, lawyers, etc., take one step forward. 
 
6. If you were raised in an area where there was prostitution, drug activity, etc. take 

one step back. 
 
7. If you ever tried to change your appearance, mannerisms, or behavior to avoid being 

judged or ridiculed, take one step back. 
 
8. If you studied the culture of your ancestors in elementary school, take one step 

forward. 
 
9. If you went to a school speaking a language other than English, take one step back. 
 
10. If there were more than 50 books in your house when you grew up, take one step 

forward. 
 
11. If you ever had to skip a meal or were hungry because there was not enough money 

to buy food when you were growing up, take one step back. 
 
12. If you were brought to art galleries or plays by your parents, take one step forward. 
 
13. If one of your parents were unemployed or laid off, not by choice, take one step back. 
 
14. If you attended a private school or summer camp, take one step forward. 
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15. If your family ever had to move because they could not afford the rent, take one step 

back. 
 
16. If you were told that you were beautiful, smart, and capable by your parents, take 

one step forward. 
 
17. If you were ever discouraged from academic or jobs because of race, class, ethnicity, 

gender, or sexual orientation, take one step back. 
 
18. If you were ever encouraged to attend a college by your parents, take one step 

forward. 
 
19. If prior to age 18, you took a vacation out of the country, take one step forward. 
 
20. If one of your parents did not complete high school, take one step back. 
 
21. If your family owned your own house, take one step forward. 
 
22. If you saw members of your race, ethnic group, gender, or sexual orientation were 

portrayed on television in degrading roles, take one  step back. 
 
23. If you were ever offered a good job because of your association with a friend or 

family member, take one step forward. 
 
24. If you were ever denied employment because of your race, ethnicity, gender, or 

sexual orientation, take one step back. 
 
25. If you were ever paid less, treated less fairly because of your race, ethnicity, gender, 

or sexual orientation, take one step back. 
 
26. If you were ever accused of cheating or lying because of your race, ethnicity, gender, 

or sexual orientation, take one step back. 
 
27. If you ever inherited money or property, take a step forward. 
 
28. If you had to rely primarily on public transportation, take one step back. 
 
29. If you were ever stopped or questioned by the police because of your race, ethnicity, 

gender, or sexual orientation, take one step back. 
 
30. If you were ever afraid of violence because of your race, ethnicity, gender, or sexual 

orientation, take one step back. 
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31. If you were generally able to avoid places that were dangerous, take one step 
forward. 

 
32. If you ever felt uncomfortable about a joke related to your race, ethnicity, gender, or 

sexual orientation, take one step back. 
 
33. If you were ever a victim of violence related to your race, ethnicity, gender, or sexual 

orientation, take one step back. 
 
34. If your parents did not grow up in the United States, take one step back. 
 
35. If your parents told you that you could be anything you wanted to be, take one step 

forward. 
 
Ask participants to remain where they are to look at their position in the room or space in 
relation to the positions of the other participants. Ask participants to pick someone from an 
opposite position with which to process the exercise. 

 
 
 
 
 
 

Questions: 
 
 
What are your thoughts and feelings about this exercise? 
 
Were you surprised? Why? 
 
If time permits or if relevant: 
 
 
Would your placement have been different if the exercise included questions about disability or 
religion? 
 
How could affirmative action impact these issues? 
 
Take about 10 minutes for the pairs to process and then have them report back to the group as a 
whole. 
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READINGS AND RESOURCES 
 
White Privilege: Unpacking the Invisible Knapsack 
By Peggy McIntosh 
 
This article is now considered a ‘classic’ by anti-racist educators. It has been used in workshops and 
classes throughout the United States and Canada for many years. While people of color have described 
for years how whites benefit from unearned privileges, this is one of the first articles written by a white 
person on the topics. 
 
It is suggested that participants read the article and discuss it. Participants can then write a list of 
additional ways in which whites are privileged in their own school and community setting. Or 
participants can be asked to keep a diary for the following week of white privilege that they notice (and 
in some cases challenge) in their daily lives. These can be shared and discussed the following week. 
 
Through work to bring materials from Women’s Studies into the rest of the curriculum, I have often 
noticed men’s unwillingness to grant that they are over privileged, even though they may grant that 
women are disadvantaged. They may say they will work to improve women’s status, in the society, the 
university, or the curriculum, but they can’t or won’t support the idea of lessening men’s. Denials, 
which amount to taboos, surround the subject of advantages, which men gain from women’s 
disadvantages. 
 
These denials protect male privilege from being fully acknowledged, lessened or ended. 
Thinking through unacknowledged male privilege as a phenomenon, I realized that since 
hierarchies in our society are interlocking, there was most likely a phenomenon of white privilege, 
which was similarly denied and protected. As a white person, I realized I had been taught about racism 
as something which puts others at a disadvantage, but had been taught not to see one of its corollary 
aspects, white privilege which puts me at an advantage. 
 
I think whites are carefully taught not to recognize white privilege, as males are taught not to recognize 
male privilege. So I have begun in an untutored way to ask what it is like to have white privilege. I have 
come to see white privilege as an invisible package of unearned assets which I can count on cashing in 
each day, but about which I was ‘meant’ to remain oblivious. White privilege is like an invisible 
weightless knapsack of special provisions, maps, passports, codebooks, visas, clothes, tools and blank 
checks. 
 
Describing white privilege makes one newly accountable. As we in Women’s Studies work to reveal 
male privilege and ask men to give up some of their power, so one who writes about having white 
privilege must ask, “ Having described it what will I do to lessen or end it?” 
 
After I realized the extent to which men work from a base of unacknowledged privilege, I 
understood that much of their oppressiveness was unconscious. Then I remembered the frequent 
charges from women of color that white women whom they encounter are oppressive. I began to 
understand why we are justly seen as oppressive, even when we don’t see ourselves that way. I began 
to count the ways in which I enjoy unearned skin privilege and have been conditioned into oblivion 
about its existence. My schooling gave me no training in seeing myself as an oppressor, as an unfairly 
advantaged person or as a participant in a damaged culture. I was taught to see myself as an individual 
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whose moral state depended on her individual moral will. My schooling followed the pattern my 
colleague Elizabeth Minnich has pointed out: whites are taught to think of their lives as morally neutral, 
normative, and average, and also ideal, so that when we work to benefit others, this is seen as work 
which will allow “them“ to be more like “us.” 
 
I decided to try to work on myself at least by identifying some of the daily effects of white 
privilege on my life. I have chosen those conditions which I think in my case attach somewhat more to 
skin-color privilege than to class, religion, ethnic status, or geographical location, though of course all 
these other factors are intricately intertwined. As far as I can see, my African American co-workers, 
friends and acquaintances with whom I come into daily or frequent contact in this particular time, place 
and line of work cannot count on most of these conditions. 
 
1. I can if I wish arrange to be in the company of people of my race most of the time. 
2. If I should need to move, I can be pretty sure of renting or purchasing housing in an area, which I can 
afford and in which I would want to live. 
3. I can be pretty sure that my neighbors in such a location will be neutral or pleasant to me. 
4. I can go shopping alone most of the time, pretty well assured that I will not be followed or harassed. 
5. I can turn on the television or open to the front page of the paper and see people of my race widely 
represented. 
6. When I am told about our national heritage or about “civilization,” I am shown that people of my 
color made it what it is. 
7. I can be sure that my children will be given curricular materials that testify to the existence of their 
race. 
8. If I want to, I can be pretty sure of finding a publisher for this piece on white privilege. 
9. I can go into a music shop and count on finding the music of my race represented, into a 
supermarket and find the staple foods which fit with my cultural traditions, into a hairdresser’s shop 
and find someone who can cut my hair. 
10. Whether I use checks, credit cards or cash, I can count on my skin color not to work against the 
appearance of my financial reliability. 
11. I can arrange to protect my children most of the time from people who might not like them. 
12. I can swear, or dress in second hand clothes, or not answer letters, without having people attribute 
these choices to the bad morals, the poverty, or the illiteracy of my race. 
13. I can speak in public to a powerful male group without putting my race on trial. 
14. I can do well in a challenging situation without being called a credit to my race. 
15. I am never asked to speak for all the people of my racial group. 
16. I can remain oblivious of the language and customs of persons of color who constitute the world’s 
majority without feeling in my culture any penalty for such oblivion. 
17. I can criticize our government and talk about how much I fear its policies and behavior without 
being seen as a cultural outsider. 
18. I can be pretty sure that if I ask to talk to “the person in charge,” I will be facing a person of my race. 
19. If a traffic cop pulls me over or if the IRS audits my tax return, I can be sure I haven’t been singled 
out because of my race. 
20. I can easily buy posters, post-cards, picture books, greeting cards, dolls, toys, and children’s 
magazines featuring people of my race. 
21. I can go home from most meetings of organizations I belong to feeling somewhat tied in, rather 
than isolated, out-of-place, outnumbered, unheard, held at a distance, or feared. 
22. I can take a job with an affirmative action employer without having coworkers on the job suspect 
that I got it because of race. 

177



 

     179 

23. I can choose public accommodation without fearing that people of my race cannot get in or will be 
mistreated in the place I have chosen. 
24. I can be sure that if I need legal or medical help my race will not work against me. 
25. If my day, week or year is going badly, I need not ask of each negative episode or situation whether 
it has racial overtones. 
26. I can choose blemish cover or bandages in “flesh” color and have them more or less match my skin. 
 
I repeatedly forgot each of the realizations on this list until I wrote it down. For me white 
privilege has turned out to be an elusive and fugitive subject. The pressure to avoid it is great, for in 
facing it I must give up the myth of meritocracy. If these things are true, this is not such a free country; 
one’s life is not what one makes it; many doors open for certain people through no virtues of their 
own. 
 
In unpacking this invisible backpack of white privilege, I have listed conditions of daily 
experience which I once took for granted. Nor did I think of any of these perquisites as bad for the 
holder. I now think that we need a more finely differentiated taxonomy of privilege, for some these 
varieties are only what one would want for everyone in a just society, and others give license to be 
ignorant, oblivious, arrogant and destructive. 
 
I see a pattern running through the matrix of white privilege, a pattern of assumptions which were 
passed on to me as a white person. There was one main piece of cultural turf; it was my own turf, and I 
was among those who could control the turf. My skin color was an asset for any move I was educated 
to want to make. I could think of myself as belonging in major ways, and of making social systems work 
for me. I could freely disparage, fear, neglect, or be oblivious to anything outside of the dominant 
cultural 
forms. Being of the main culture, I could also criticize it fairly freely. 
 
In proportion as my racial group was being confident, comfortable, and oblivious, other groups were 
likely being made unconfident, uncomfortable, and alienated. whiteness protected me from many 
kinds of hostility, distress, and violence, which I was being subtly trained to visit in turn upon people of 
color. 
 
For this reason, the word ”privilege” now seems to be misleading. We usually think of privilege as being 
a favored state, whether earned or conferred by birth or luck. Yet some of the conditions I have 
described here work to systematically over empower certain groups. Such privilege simply confers 
dominance because of one’s race or sex. 
 
I want, then, to distinguish between earned strength and unearned power conferred 
systematically. Power from unearned privilege can look like strength when it is in fact permission to 
escape or to dominate. But not all of the privileges on my list are inevitably damaging. Some, like the 
expectation that neighbors will be decent to you, or that your race will not count against you in court, 
should be the norm in a just society. Others, like the privilege to ignore less powerful people, distort 
the humanity of the holders as well as the ignored groups. 
 
We might at least start by distinguishing between positive advantages which we can work to spread, 
and negative types of advantages which unless rejected will always reinforce our present hierarchies. 
For example, the feeling that one belongs within the human circle, as Native Americans say, should not 
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be seen as a privilege for a few. Ideally it is an unearned entitlement. At present, since only a few have 
it, it is an unearned advantage for them. This paper results from a process of coming to see that 
some of the power which I originally saw as attendant on being a human being in the U.S. consisted in 
unearned advantage and conferred dominance. 
 
I have met very few men who are truly distressed about systemic, unearned male advantage and 
conferred dominance. And so one question for me and others like me is whether we will be like them 
or whether we will get truly distressed, even outraged about unearned race advantage and conferred 
dominance and if so, what will we do to lessen them. In any case, we need to do more work in 
identifying how they actually affect our daily lives. Many, perhaps most of our white students in the 
U.S. think that racism doesn’t affect them because they are not people of color, they do not see 
“whiteness” as 
a racial identity. In addition, since race and sex are not the only advantaging systems at work, we need 
similarly to examine the daily experience of having age advantage, or ethnic advantage, or physical 
ability, or advantage related to nationality, religion or sexual orientation. 
 
Difficulties and dangers surrounding the task of finding parallels are many. Since racism, sexism and 
heterosexism are not the same, the advantaging associated with them should not be seen as the same. 
 
In addition, it is hard to disentangle aspects of unearned advantage which rest more on social class, 
economic class, race, religion, sex and ethnic identity than on other factors.  
 
Still, all of the oppressions are interlocking, as the Combahee River Collective Statement of 1977 
continues to remind us eloquently. One factor seems clear about all of the interlocking oppressions. 
They take both active forms which we can see and embedded forms which as a member of the 
dominant group one is not taught to see.  
 
In my class and place, I did not see myself as a racist because I was taught to recognize racism only in 
individual acts of meanness by members of my group, never in the invisible systems conferring 
unsought racial dominance on my group from birth. 
 
Disapproving of the systems won’t be enough to change them. I was taught to think that racism could 
end if white individuals changed their attitudes. (But) a “white” skin in the United States opens many 
doors for whites whether or not we approve of the way dominance has been conferred on us. 
 
Individual acts can palliate, but cannot end, these problems. 
 
To redesign social systems we need first to acknowledge their colossal unseen dimensions. The silences 
and denials surrounding privilege are the key political tool here. They keep the thinking about equality 
or equity incomplete, protecting unearned advantage and conferred dominance by making these taboo 
subjects. Most talk by whites about equal opportunity seems to me now to be about equal opportunity 
to try to get into a position of dominance while denying that systems of dominance exist. 
It seems to me that obliviousness about white advantage, like obliviousness about male 
advantage, is kept strongly inculturated in the United States so as to maintain the myth of meritocracy, 
the 
myth that democratic choice is equally available to all. Keeping most people unaware that freedom of 
confident action is there for just a small number of people props up those in power, and serves to keep 
power in the hands of the same groups that have most of it already. 
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Though systemic change takes many decades there are pressing questions for me and I imagine for 
some others like me if we raise our daily consciousness on the perquisites of being light-skinned. 
 
What will we do with such knowledge? As we know from watching men, it is an open question whether 
we will choose to use unearned advantage to weaken hidden systems of advantage and whether we 
will use any of our arbitrarily-awarded power to reconstruct power systems on a broader base. 
 
Peggy McIntosh is Associate Director of the Wellesley College Center for Research for Women. 
Reprinted by permission of the author. This essay is excerpted from her working paper. “White Privilege 
and Male Privilege: A Personal Account of Coming to See Correspondences Through Work in Women’s 
Studies.” 
 
Copyright 1988 by Peggy McIntosh. Available for $6.00 from the address below. The paper includes a 
longer list of privileges. Permission to excerpt or reprint must be obtained from Peggy McIntosh, 
Wellesley College Center for Research on Women, Wellesley, MA 02181 Ph: 781 283-2520 Fax: 781 283-
2504. 
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