
 
 
Defining Grassroots Organizing 
We define “grassroots organizing” as the process of identifying, training, and empowering large numbers 
of citizen activists to get involved in the political struggle to protect America’s environment. Or for the 
purposes of this presentation: 
 
The process of identifying, training, and empowering people to get involved in creating an organizational 
culture that manages risk and continuously strives to improve its practices. 
  
Grassroots organizing, therefore, is going to the very source of democracy, the people. It is about 
figuring out how they feel, and what their self-interest is. It about listening to their needs, communicating 
in words they understand, caring about making a real, tangible difference in their daily and organizational  
lives. To be an effective organizer (or risk manager), you must always remember that, first and foremost, 
it is about people.  
 
In this next session we are going to translate standard political campaign creation into an organizing tool 
you can use to help you create the change in your organization that you want. 
 

Core Organizing Practices & Skills 
Each practice or skill is fundamental to campaign leadership organizing: 
             Narrative, Teams, Strategy, Action and commitment 
 

1. Public Narrative 
Organizing is rooted in shared values expressed as public narrative.   

2. Leadership Team Structure 
A team leadership structure leads to effective organizing that integrates action with organizational 
purpose.    

3. 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; 
e.g., encourage good risk management practices.     

4. Measurable Action 
Organizing outcomes must be clear, measurable, and specific if progress is to be evaluated, 
accountability practiced, and strategy adapted based on experience 

5. Maintain the Commitment 
Once you “win” your campaign (write policy, develop training, etc), you are not finished. By 
continuously evaluating your program and processes, you can keep people engaged with 
managing risk. 
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Public Narrative The story about why we need a watercraft policy that uses personal 
motivation and organizational values to convey urgency. 

Leadership Team 
Structure 

Identifying, recruiting and forming a team of key people to lead the 
campaign. 

Strategy 
 

Leadership team creates a clear strategic objective by determining goals 
and vision -- a way to turn the values expressed in the narrative into action. 

Measurable Action Team creates objectives that are clear, measurable, and specific if to 
measure progress and practice accountability such as defining the number 
of people to interview about their current practices, outside organizations 
to interview about their policies and number of people asked to review draft 
policy language, determine communication and training and set timelines, 
etc. 

Maintain the Commitment 
 

Once the policy is in effect, evaluate its effectiveness, conduct period 
reviews of programs, develop case studies, include policy in on boarding 
training, etc. 
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1. Public Narrative 
Organizing is rooted in shared values expressed as public narrative. Stories help to bring alive 
motivation that is rooted in values, highlighting each person’s own calling, our calling as a 
people, and the urgent challenges to that calling we must face. Values-based organizing – in 
contrast to issue-based organizing – invites people to escape their “issue silos” and come 
together so that their diversity becomes an asset, rather than an obstacle.  And because values 
are experienced emotionally, people can access the moral resources – the courage, hope, and 
solidarity - that it takes to risk learning new things, exploring new ways of doing things.  Each 
person who learns how to tell their own story, a practice that enhances their own efficacy, 
creates trust and solidarity within their campaign, equipping them to engage others far more 
effectively.  
 
2.  Leadership Team Structure 
A team leadership structure leads to effective local organizing that integrates local action with 
national purpose.  Volunteer efforts often flounder due to a failure to develop reliable, 
consistent, and creative individual 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 direction (clear, consequential and challenging), enabling structure 
(work that is interdependent), clear group norms, and a diverse team with the skills and talents 
needed to do the work. 
 
3. 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; 
e.g., elect Barack Obama President; stop new coal plants from being built, encourage clean 
energy solutions.    National campaigns locate responsibility for national 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 the personal motivation of people on the ground to be fully engaged.   
 
4. 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 
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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 to carry out the program.  Online tools such as google spreadsheets & 
other team coordination tools can help to facilitate team work, record progress and allow for 
robust evaluation of effort. Transparency exists as to how individuals, groups, and the campaign 
as a whole are doing on progress to goal. 
 
5. Maintain the Commitment 

• Continue to communicate and educate as staff turnover 
• Develop organizational narratives & cases studies 
• Ensure effective leadership transitions 
• Provide ongoing professional development opportunities and exposure to other 

organizations who do similar work. 
• Attend conferences like the WRMC 
• Systematic ongoing internal and external assessment of processes and programs 
• Always an ongoing process 
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NARRATIVE:  

‘Public Story’ of Self, Us, and Now  
  

 
 
 
 
 
 
 
 
 
 

 
 

A leader’s narrative  

combines a story of ‘self’,  

a story of ‘us’ and a  

story of ‘now’. 
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Each of us has a compelling story to tell 
 
Each of us has a story that can move others. As you learn the skill of public narrative, you will 
be able to tell a compelling story that identifies who you are, why you have chosen to work 
together with others, and what it is that motivates you, now. In addition, you will gain practice in 
hearing and coaching others to tell a good story.  
 
A leader’s narrative combines a story of ‘self’, a story of ‘us’ and a story of ‘now’. 
 
The process of creating your public narrative is fluid and iterative and can start at any place.  
Once you develop your story of self, story of us, and story of now, you’ll probably want to go 
back to the beginning to clarify the links between them. 
 
Story of ‘Self’  
The story of self tells of a meaningful experience you can look back on as influencing your 
leadership on the environment today.  The key focus is on a point of choice, a moment in your 
life when your values were tested and formed because of the choice you made, often in the face 
of uncertainty.  
 
Story of “Us”  
The "story of us" is a 
narrative of shared 
experience and values. It 
speaks to the possibility 
between you and whoever 
you are talking with -- 
whether that is one person 
or a whole roomful -- that 
there can be an "us." It is a 
story of the common 
purpose and shared 
interests that can be a basis 
for public work together. The 
most compelling "story of 
us" also links you and those you are speaking with to an even larger "us" -- perhaps a 
community or regional identity, the broader American experience, or the broadest human 
experience.  

Story	  of	  Now	  

Strategy	  
Action	  

Story	  of	  Self	  

Choices	  
Commitments	  

Shared	  Values	  	  
Common	  Purpose	  

Story	  of	  Us	  
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Within the Sierra Club, we have a shared organizational story going back more than 100 years. 
 
Story of “Now”  
The "story of now" communicates the urgency and challenge of the work you are committed to 
now. It articulates the urgent challenge in specific detail.  It describes the strategy you’ve 
chosen to pursue your goal – the “path” or set of ideas that you believe can overcome the 
challenges and succeed.  It is a very hopeful story because it lays out a vision for the change 
we can achieve if our strategy succeeds. 
 
Taking the time to prepare a personal narrative of your public work, to understand why such a 
narrative is powerful, and gain skill in how to vary and modify it for different settings, is a key 
skill of leadership.  A thoughtfully prepared narrative is equally important whether you are 
meeting with someone one-on-one, introducing yourself around a conference table to a group of 
new coalition partners, or speaking to a large public audience.     
 
Your narrative gives you a basis for discovering shared interests with others that can motivate 
them to join with you to achieve a common purpose. 
Sharing a personal narrative of the public work you are engaged in is an important leadership 
skill. Helping others to prepare their narrative is also an important leadership skill.  
 

 
Narrative Structure: Challenge, Choice and Outcome 
 
A story is about something that happened. 
Your story is about something that 
happened to you. It is not a "credo" -- a 
statement about what you believe -- or a 
recitation of facts that you know. It is about 
something you experienced. 
 
All stories have a plot that begins with an 
unexpected challenge that confronts the 
central character (remember, in your story 
this is you) with an urgent need to pay 
attention, to make a choice, a choice for 
which she or he may be unprepared. The choice yields an outcome, and the outcome teaches a 
moral.  
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Because we can empathetically identify with the story's hero, we can “feel” the moral.  We not 
only hear about someone’s courage; we can also be inspired by it. Stories engage listeners to 
consider their own challenges, choices, and outcomes relative to those of the storyteller. 
 
 

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 point, perhaps your decision to choose an 
environmental career, dig deeper by answering the following questions.     
 
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)? 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 challenge might be one of your own 
choosing – a high mountain you decided to climb as much as a hole you managed to climb out 
of. Any number of things may have been a challenge to you and be the source of a good story 
to inspire others.     

 

	  

Keep	  in	  mind	  that	  a	  challenge	  

might	  be	  one	  of	  your	  own	  choosing	  

–	  a	  high	  mountain	  	  

you	  decided	  to	  climb	  as	  	  

much	  as	  a	  hole	  you	  managed	  to	  

climb	  out	  of.	  
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WORKSHEET 

Self, Us, Now: Tying Your Public Narrative Together 
 
 

 
SELF 

 
US NOW 

What experiences and 
choice-points in your life give 
you the courage to take 
leadership for this 
environmental work? 
 

What narrative links you 
and whoever you are 
speaking to? What is your 
common story? 
 

Why is your work an 
urgent challenge? What 
strategy have you 
identified that gives you 
hope of success?  
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2.  Leadership Team Structure  
Structuring Teams for a Purpose 
 

• Who do you need to be part of the leadership team in addition to yourself – what skills, 
community connections, time commitment – in order to build the campaign to a winning 
scale?  

• How will you structure a leadership team and its work to make it a motivating “ask” that 
attracts great team members? 

• Have you ever worked on a “dream team?” What role did the team leader play (or 
whoever provided key leadership for the team) to make this team experience so 
motivating?  

• When recruiting people to the leadership of a team effort, how will you help them 
understand what you are asking of them? What questions are they likely to have of you? 

 
Leadership teams are formed to build campaigns and expand leadership capacity. There are 
two primary ways organizers can structure campaign leadership teams. As the organizer, you 
will most likely be the team leader and build a campaign team to expand your leadership 
capacity.  
 

Campaign Coordination and Team Support 
Recruit a leadership team to work with you that is focused on overall coordination, recruiting, 
launching and supporting all the new teams the campaign needs.  
 
Bring Together Tactical Team Leaders 
Structure a leadership team that brings together all the team leaders from each of your other 
tactical or event teams.  

 
 
 
 
 

 
 
 
 
 
 
Picking your team 

 
Leadership Team 

ORGANIZE
R 

 
Researc
h 

Team 

Research 
Team Leader 

 
Web 
Team 

Web 
Team Leader 

 
Material
s 

Team 

Materials 
Team Leader 
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Right Composition:  Teams need to be structured around the skills and roles needed to reach 
their goals; team members, and especially leaders, need to have basic skills for teamwork. 
 
A Power Map is one way to systematically explore and identify who we need to organize to 
influence our targets. 
 
Mapping to Build your Task Force 

Organizers build campaigns to influence targeted decisions and decision-makers.  One key step 
to designing an effective campaign is to identify who your target decision-makers /action-takers 
are most likely to be influenced by. Who is mostly likely going to influence your field staff that 
they should wear helmets on a class III river? Who will influence more guides to take Swift 
Water Rescue courses?  
 
When Willy Sutton was asked why he robbed banks, he famously said, “’Cause that’s where the 
money is.” If your work is to organize people to influence key decisions, you need a map to 
where the “influencers” are. That’s what a Power Map is. It is the campaign’s assessment, 
based on the best knowledge and experience you can draw on, of who influences your target 
decision-makers.  
 
Power mapping is the process and tool that we use to be strategic and creative to 
identify how to influence the target thru relationships. The Power Map can demonstrate 
the avenues of influence to the target. 
 
A Power Map is a document, but creating one is a process. It can be a way for organizers to 
involve a range of others in the campaign – volunteers who have already committed to be part 
of the campaign’s leadership or those that you would like to draw in.  
 

A Power Map Process: 

• Helps everyone think through the social and political context that impacts campaign success. 
• Creatively considers “influencers” – both potential allies as well as opponents. 
• Serves as a reminder and baseline for subsequently assessing and revising strategy. 
• Is a visualizing exercise that is about “seeing” power relationships and networks graphically. 
 
How it’s done: 
A. Power Mapping begins after the campaign has clearly identified its goals and organizers 
have identified the specific targeted decision-maker(s) /action takers they will work to influence. 
Thus to begin any Power Mapping process, clearly state the campaign goals and target 
decision-maker. 
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B. Prepare a flip chart or other large piece of paper with a simple horizontal and vertical axis, as 
illustrated. The vertical axis defines the level of influence each person or organization has 
relative to your target decision maker. The horizontal axis indicates whether people support or 
oppose your campaign objective.  
 
C. Place your target decision-maker at the top of the map. Then use post-it notes to place other 
individuals and organizations on the map. Consider the following: 
 
• Other volunteer/staff trip leaders –often have strong influence with their peers 
• Leaders of interest-based constituencies: agency partners, clients, etc.  
• Other people in the industry 
• Friends and family of the decision-maker 
 
D. Identify unorganized constituencies; groups of people who are impacted and could become 
engaged. 
 
E. Use this Power Map to prioritize the campaign’s effort to build relationships with influencers. 
It is also helpful in thinking through what kind of leadership, coalitions and mass mobilizing will 
be most effective.  
 
Simplified version: 

1. Write the campaign goal on a sheet of paper or flipchart. 
2. Draw 3 vertical  columns  

a. list target individuals 
b. support/oppose campaign goal 
c. list the targets influencers (individuals, trip leaders, course directors, clients, 

partners, friends in the industry, friends and family). 

When your Power Map is complete, identify people who have a relationship with the people you 
want on your team. Then identify those that you do not have a relationship with who are 
priorities to reach out to. Look for those individuals who you believe have influence with 
decision-makers and that you have the best opportunity to move to be supportive. 
 
Organized People = People Working Together 
The goal of organizing is not merely aggregation of individual actions. Through teams, new 
relationships result in mutual commitments to work together, and people can recast individual 
interests into common purpose. They can use their combined resources to achieve objectives 
far greater than individuals working separately. They work together in teams, not alone as a 
lone activist. 
Structuring a Team’s Work  
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As organizers, what you ask people to do as volunteers can be either motivating or de-
motivating. Team work that is motivating builds volunteer leadership skills and greater 
commitment over time. A key skill for organizers is structuring your “ask” of a team. 
  

• Significance: Have you asked the team to do work that will significantly impact the 
organization? How do they know that?  

• Skill variety: Will the team’s work require them to use a variety of skills and talents, 
including both hands and brain? 

• Identity: Is the team’s work a complete “identifiable” piece of work, or just a small part of 
an overall project that they will not finish? 

• Autonomy: Is the work structured in a way that permits this team to make significant 
decisions about how to go about doing it? 

• Feedback: To what extent does doing the work itself provide information about the 
team’s performance? Can the team itself tell how well they’re doing - aside from 
feedback others may provide? 

 
Getting Teams Going:  
Relationships, Direction and Norms 
 
Relationships 
Personal relationships are the fundamental backbone of effective teams. Taking the time to 
build team relationships doesn’t take that much time. But it does require some intentionally 
scheduled time as part of a team’s work. 
 
Whenever a new team is launched, or a new member joins an existing team, all team members 
should briefly give the highlights of their leadership “resume” – ie. what roles or positions they’ve 
held, work they’ve been involved with, how long, etc. In addition, team members should share 
something of who they are as a person as a way to begin to build relationships and trust. 
 
Direction 
Teams are most likely to succeed when they have direction about their purpose as a team that 
is “clear, consequential and challenging.” A written team charge can be a good way to 
accomplish this. Whenever a new team is launched or a new member joins an existing team the 
team should take a few minutes to review its charge. 
 
Norms 
Team norms will form whether or not you take steps to put them in place. The norms that arise 
naturally, however, often are not helpful. 
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Initial norms guide your team in its early stages as members learn how to work together as part 
of an effective team. Teams with explicit operating norms have a much higher likelihood of 
achieving the results they’re aiming for. Team norms are important to discuss and agree to as a 
team. A norms discussion doesn’t have to take a great deal of time, but it should be specifically 
scheduled. 
 
When you need a team to gel quickly, taking the time for these steps. It often takes longer to get 
a team going, if these key steps are ignored.  
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EXERCISE: Story Mapping 
 
Story Mapping is one good way for a new team to get to know one another. It is a very useful 
tool for grassroots leaders to know and use as they form new teams.  
 
Story Mapping is a way to share with someone else the stories of key "choice points" in your 
lives that led you both to where you are now. The choices we make in our lives reveal more 
about our values and motivations than anything else. Sharing stories about these choices is one 
of the best ways to get to know someone, and remind ourselves of the values that brought us 
here, too.  
 

Story Mapping 
 

Instructions:  
This exercise will take a total of 20-30 minutes. Each person will have 6-8 minutes to tell 
their story to their partner. 
 
Story Teller:  
Tell a story about the journey of your life that brought you here, to your involvement with 
the Sierra Club and the environment. Focus on key choices or turning points in your life. 
You may want to include in your story such things as an early experience as a child or 
student, important decisions or challenges you faced along the way, influential people in 
your life, etc. Touch on 2 or 3 separate occasions in your life that influenced why you’re 
here now with others concerned about the environment.      
 
Listener:  
Draw a life map for your partner to record their story.  You can use words, pictures, lines, 
and arrows.  Be creative.  Don’t show your map or talk about your work until your partner 
has finished telling his or her story.    
 
Take 2 minutes to show your map to your partner and tell your partner what you heard.   
At the half-way point in time, each person should switch and allow the other person to 
share their story. 
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Team Member Introduction Worksheet 
 
Whenever a new team is launched, or a new member joins an existing team, all team 
members should introduce themselves.  Team members should briefly give the 
highlights of their leadership "resume" -- i.e. what roles or positions they've held, work 
they've been involved with, how long, etc. 
In addition, team members should share something of who they are as a person, as a 
way to begin to build relationships and trust. 
 
INSTRUCTIONS: 
 
A. Have each team member share three things about themselves with the group in just 2 
minutes apiece: 
 
1. Where they grew up 
2. How many siblings they have and where they rank in the birth order 
3. What was the most difficult or important challenge of their childhood? 
 
 
 
B. Next, have each team member tell the team: 
 
1. What skills and experience they bring to the team 
2. What they would like to learn as a result of being on the team 
 
Record on a flip chart: 
NAME  SKILLS/EXPERIENCE                 WANT TO LEARN 
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Team Charge Worksheet 
 

Teams are most likely to succeed when they have direction about their purpose as a team that 
is "clear, consequential, and challenging." A written team charge can be a good way to 
accomplish this. Whenever a new team is launched, or a new member joins an existing team, 
the team should review its charge. 
 
 

INSTRUCTIONS: Develop a team charge – or review an existing charge – based on the 
questions below. 

 
1. What outcomes or milestone is the team responsible for? Why is it “consequential” 
that the team succeeds?   
 
 
 
2. What range of tasks/tactics/work will your team undertake? This shouldn’t be a work 
plan, just a scope of work that helps make clear the challenge the team is taking on, and 
the skills or roles that will be needed to meet that challenge. 
 
 
 
3. Where does the team fit within the Sierra Club structure as a whole? Who is the team 
responsible to? Who else in the Club does the team need to keep informed about its 
work? Be clear about expectations. 
 
 
 
Additional Questions to Get Clear About: 
What decisions can the team make on its own? What decisions must the team consult 
with others about? 
 
How will the team know it is doing well? What measures or other signals will indicate 
progress and/or success?  
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Team Purpose Worksheet 
 
Team members should be able to articulate for others a narrative (think: elevator speech) about 
the team and its members, the work they do together, and why team members believe they 
must and can achieve their charge.   
 
INSTRUCTIONS: Come to agreement about a narrative of your team's purpose using the 
following process.  Record your answers below or on a flip chart. 
 
1. Take 3-5 minutes of silence for each team member to write down a brief description of the 
team purpose that includes: who the team is, what you do together, and why the team's work is 
important. 
 
 
 
2. Each team member reads his or her sentence. Those listening write down SPECIFIC 
WORDS you hear that resonate with you: 

 
Words describing who 

team members are 
 

 
Words describing work  of 

team 

 
Words describing why team's 

work is important 

 
 
 
 
 
 
 
 
 
 

  

 
3. Discuss which words resonate with all team members (and/or put them on a flip chart.) 
 
4. Assign one team member to take a few minutes to compile a team purpose narrative that 
captures the words and ideas the team as a whole liked best. 
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Establish Team Norms: How You Will Work Together 
 
Teams with explicit operating norms have a much higher likelihood of achieving the results 
they're aiming for.  Team norms are important to discuss and agree to as a team. A norms 
discussion doesn't have to take a great deal of time, but it should be specifically scheduled. It 
should include norms for "what we will always do" and "what we will never do" in three areas: 
 

Managing meetings 
Discussion and decision-making  
Work between meetings: follow-through and accountability 

 
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? Others address expectations for 
member interaction with each other.  
 
Teams with norms that foster effective teamwork perform much better than those whose norms 
undermine collaboration or that have no shared expectations at all about how to work together.   
 
Team norms will form whether or not you take steps to put them in place.  The norms that arise 
naturally, however, often are not helpful.  In the absence of explicit team agreements, each 
member assumes his own code of conduct. This implicit process can start a descent into 
lowest-common denominator behavior, a downward spiral of decreasing effectiveness, and 
frustration for those whose code of conduct and expectations of a team are much higher.  For 
example, if one member misses a meeting and is not confronted, then the norm becomes, 
“Missing one meeting is OK.” It applies until a member inevitably decides to test those 
boundaries and misses two meetings – and also is not confronted. Now the norm is, “Attending 
meetings is optional.”   
 
Establishing norms is an iterative process. Initial norms guide your team in its early stages 
as members learn how to work together as a part of an effective team.  Once you’ve gotten 
comfortable working together, then you can revisit norms. 
 
Good norms are always the result of careful assessments of what helps the team and what is 
getting in the way, and are established and refined through regular group review of how well the 
team is doing. 
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Norms for Virtual Teams or In Person 
 
Teams that do not meet very often in person, but mainly via email or conference calls, need to 
establish norms every bit as much as teams that meet in person. The following discussion of 
norms is especially aimed at teams operating virtually – by phone or email.  But they apply 
equally to all teams. 
 
Meeting Management: Teams work best when members know and care about each other.  A 
norm should be set about making the time to get to know one another in an intentional way and 
sharing personal stories that build trust. 
 
Teams need to meet regularly to maintain momentum.  For Sierra Club teams that are 
geographically dispersed, this means regular conference calls scheduled 2 or 3 in advance, or 
on a regular day and time. Call time (all meeting time) should be well spent.  A norm that 
prioritizes agenda setting in advance of every meeting so that members can prepare for the call 
is important. 
 
Decisions and action items should be captured.  You will need to decide if one person will take 
notes or if team members are expected to share this responsibility on a rotating basis.  
 
People need to know who is speaking.  For conference calls, a norm for identifying oneself 
needs to be established – at least at first, until people are able to recognize each other’s voices. 
Background noise must be kept to a minimum.  Establish norms on side conversations and 
knowing when to mute call lines. 
 
Effective teamwork requires the full attention and participation of all team members.  Meeting 
norms should discourage other work, checking email, etc.  
 
Team members need to be clear on decisions and commitments.  Set a norm for closing each 
call by reviewing decisions made and action items assigned. 
 
Discussion and Decision Making: Effective teams encourage vigorous debate around 
choices.  Norms should acknowledge that conflicting perspectives are normal and promote 
debate focused on issues – not on personalities. 
 
Effective teams balance inquiry with advocacy in order to find the best answers.  Adopt norms 
that encourage sharing of new perspectives and understanding of other’s points of view. 
Effective teams pay attention to their intentions.  This means a norm of keeping the interests 
and goals of the team in the forefront of all decisions. 
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Effective teams fully utilize all the talent on their team.  This means a norm of monitoring air time 
and encouraging contributions from all members. 
 
Members of effective teams commit to implement team decisions.  This means a norm of 
acknowledging disagreements, but being committed enough to teamwork to agree to support 
the team decision when your perspective is not shared.  
 
Team members need to respect confidentiality when there is a need and commitment to 
confidentiality. Gain agreement in advance for how to handle confidential discussions and how 
such discussions will (or won’t) be reported out to others. 
 
Between Meetings Follow-Through/Accountability: Teams need to get work done between 
calls (and meetings.)  Everyone should know what work is expected of team members between 
calls, what work they committed to and that the team is counting on them for, and how to 
communicate with one another to get that work done. Teams need to get work done to reach 
their goals and meet the charge they’ve committed to as a team. It’s important for teams to set 
clear norms for check-ins on progress as well as how to alert others or ask for help if a team 
member cannot fulfill a commitment.  
 
Teams need to communicate effectively.  Everyone should know when to respond to emails 
sent to the entire team, when everyone should be copied on an email, and what key words to 
use in the subject line to identify who needs to respond to an email and by when. Establish 
expectations for providing feedback. 
 
Teams need to move documents through the process in a timely manner.  Establish norms for 
how you handle the drafting and reviewing of documents: the review process, recording edits, 
labeling different versions of documents, storing documents, handling confidential documents, 
etc. 
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 Team Norms Worksheet 
 
Instructions: Review the sample team norms below. Add, subtract or modify to create norms 
for your team.  
 

Meeting Management  
 
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 
 

Discussion and Decision-Making   
 
Always Do 
 
Engage in open, honest debate 
 
Ask great questions 
 
Balance advocacy with inquiry 
 
 

 
Never Do 
 
Engage in personal attacks 
 
Fail to listen to what others say 
 
Jump to conclusions 

Between Meetings Follow-Through/Accountability   
 
Always Do 
 
Be very clear about who will communicate 
with who and when 
 
Follow-up on action items 
 
Offer support when there is a need 
 
 
 

 
Never Do 
 
Assume tasks are getting done without 
checking in 
 
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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Sample Initial Team Meeting Agenda 
 
Follow the specific instructions for the exercises on the previous pages in this section.   
 
NOTE: You might not need to use all of these exercises for each team you work with, or use 
them all at the first meeting. 
 
 
60-120 minute agenda: 
 
1. Begin Building Relationships – learn others’ stories 
 
Story Mapping – only appropriate for in-person meeting 
 
 
2. Building Trust among Team Members – sharing something personal 
 
a. Personal Histories Exercise 
b. Team Member Introductions 
     
 
3. Team Charge – getting clarity on the team’s purpose 
 
Review team charge – if no existing charge, this will need more time 
   
 
4. Team Norms – establishing shared expectations 
 
Review and establish team norms 
    

   
5. Establishing Team Operating Procedures 
 
 a. Set schedule of calls and in-person meetings 
 b. Establish protocols for calls and meetings 
 

This docum
ent m

ay not be reproduced 
w

ithout the consent of the author. 2014



 

Culture of High-Performing Teams 
 
1. Developing Trust 
• Members of great teams are open to trusting one another.   
• They build relationships with one another, share their stories and take risks. 
• They feel free to suggest a new idea, express a controversial opinion, or disagree with others – 

trusting that their views will be respected and valued by the team.     
 
 

2. Mastering Discussion 
• Great teams welcome different opinions and have open debate around ideas.   
• Have every bit of constructive conflict possible, without stepping over the line into destructive 

behavior. 
• Members of a trusting team can engage with each other when they disagree.   
• They can listen to others’ ideas and reconsider their point of view. 
• They do not manipulate conversation to get what they want. 
 
 

3. Achieving Commitment 
• Commitment is a function of: 1) clarity and 2) buy-in. 
• Constructive dialogue promotes genuine buy-in around important decisions by ensuring that all ideas 

and opinions are considered. 
 
 

4. Embracing Accountability 
• Accountability means people can count on you and you can count on others. 
• Accountability is everyone’s responsibility. 
• Team members should remind one another when they are not living up to the performance standards 

of the group.   
• The team leader should model holding others accountable. 
 
 

5. Focus on Results 
• Teams must focus on collective objectives and clearly defined outcomes. 
• It’s important to keep team goals clear and reward behaviors and actions that contribute to collective 

outcomes. 
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Tips on Effective Team Coaching 
 
The timing of team coaching is critical.  There are times in the life of a team when it is especially 
open to coaching, and times when any attempt to make major changes in its trajectory are likely 
to be ignored.  Beginnings, calendar midpoints, and the ends of projects or task cycles provide 
special opportunities for team coaching.  Figure 1 shows the times when a team is most open to 
coaching, along with the kinds of coaching that are most helpful to it at those times. 
 
 
FIG. 1   Beginning  Midpoint  End of Cycle 
 
Team Life Cycle    
 
Coaching   Motivational  Consultative  Learning 
 
 
Beginnings – The early stage in a team’s life is the time to create energy and focus the team 
on its purpose.  This is where Motivational Coaching – support and encouragement at the 
start of a project aimed at enhancing team-level effort – is key. 
 
Teams tend to come together faster and with less effort when there are established processes 
for launching teams and bringing members on board.  Motivational coaching activities include: 
(1) articulating the team purpose, (2) establishing team boundaries by creating a sense of 
shared identity, emphasizing “we” and “our accountabilities”, (3) identifying the core capabilities 
of each member, (4) putting norms and expectations on the table for the group to revise and 
ratify. 
 
Midpoints – The next major opportunity to make major alterations in the team’s process does 
not come until members have logged significant experience working together, often midway 
through a team project.  Big changes in how the team works are not likely to happen – or if they 
are attempted, to take – until there is a natural break in the work.  It is at the halfway point 
through a cycle, a meeting or a project – that teams tend naturally to reorganize themselves and 
reorient their processes in preparation for the second half.  This is where Consultative 
Coaching – guidance and support in evaluating strategy at the midpoint in a team task – makes 
a difference. 
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Ask your teams to reflect on which approaches to the work are effective and which are 
misdirected or unconstructive.  Pose questions such as, “What’s working?” “What do we wish 
we had or hadn’t done?” “What shall we do differently for the next half?”  Some of the most 
effective coaching takes place at this time.  
 
Endgames – You can accelerate the 
development of your team’s long-term 
capabilities if you take time at the ends of 
meetings, team tasks, and major 
accomplishments (or failures) to gather insights 
and reflect on lessons learned.  Near the end of 
a task cycle – a project, campaign, a met or 
unmet deadline – the focus of coaching shifts 
from consultative to Learning Coaching – 
reflection on team performance aimed at 
helping the team learn from its work.   
 
As the team matures, coaching increasingly 
becomes about helping the team learn from its 
experiences.  If you have been consistent in 
enforcing team norms, members will start to 
spontaneously provide insights into what the 
team is learning and increasingly will manage 
themselves. 
 
Between Times – Coaching during the time 
between a team’s key transition points – 
between the beginning and the midpoint, and 
between the midpoint and the end of a task 
cycle – should focus on quietly reinforcing good 
teamwork and, as needed, putting a stop to 
norm-breaking behaviors. 
 
During these phases of a team’s work, you should attend to team norms: encouraging robust 
discussions and even disagreements, ensuring that members are listening to the positions of 
others, keeping the focus of critical comments on the issues and not on other members, and 
encouraging the team to wrap up its discussion and make a decision when an issue has been 
fully explored.  Such coaching is an integral part of the everyday leadership of the team.  
 
 
 

Who	  should	  coach	  the	  team?	  

	  

There	  is	  no	  one	  correct	  answer	  to	  this	  

question.	  	  Some	  team	  leaders	  coach	  

their	  teams.	  	  Others	  rely	  on	  particular	  

team	  members.	  	  Still	  others	  seek	  

outside	  help.	  	  Certainly	  it	  should	  be	  

someone	  who	  has	  the	  capability	  to	  do	  

so	  effectively	  and	  in	  a	  way	  that	  builds	  

the	  team’s	  self-‐managing	  capabilities.	  

	  

If	  as	  a	  staff	  or	  volunteer	  organizer,	  you	  

are	  recruiting	  the	  team,	  you	  will	  need	  to	  

decide	  whether	  to	  act	  as	  the	  team	  

coach,	  work	  with	  the	  team	  leader	  to	  

help	  them	  fill	  that	  role,	  or	  identify	  a	  

team	  member	  who	  has	  excellent	  

coaching	  skills.	  

	  	  

In	  the	  early	  phases	  of	  a	  team’s	  life,	  the	  

leader	  must	  take	  primary	  responsibility	  

for	  enforcing	  norms.	  	  In	  later	  stages,	  the	  

team	  itself,	  helped	  by	  good	  coaching	  

from	  the	  leader,	  a	  team	  member	  or	  

from	  an	  outsider,	  can	  share	  that	  

responsibility.	  	  
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Message boxes and message triangles are simple visual tools defining strategic messages that 
will be presented to public audiences through the media.  Message boxes make us more nimble, 
succinct and able to respond to reporters' questions while staying on-message. They are much easier to 
use than long lists of talking points! 

The Sierra Club has adopted one standard format for message boxes, with 4 sections of the box defining 
one main message.  Together, the 4 components of the message box tell a persuasive and 
comprehensive story. 

 

• Starting at the top of the box is the message related to the “problem” – a lot of Sierra Club issues 
relate to threats to a clean, healthy and protected environment and stable climate. So when we 
are delivering a strategic message, we have an opportunity to define the problem as we see it -- 
and set the stage for proposing a solution or change. 

• Moving clockwise, the righthand side of the box is the “solution” to the problem” we've defined.  
Communicating compelling solutions is key to political communication – research shows 
that simply “raising awareness” or get people upset by defining problems does not motivate them 
to join a cause or see things from a given perspective. We must also present solutions, to show 
people that they can take action to make a difference! 

• The bottom of the box is the “call to action” – where we explain how we (our target audiences 
and targets) can work together to implement the solutions we've defined. 

• The lefthand side of the box is the “benefit” – how we as a group, a community, and a nation will 
benefit if we do solve this problem and act together.  Clearly communicating the benefits to a 
given political issue is essential -- remember that most public and media audiences are not as 
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passionate about environmental issues, as we Sierra Clubbers are!  So we must make explicit 
WHY people should care. 
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3. STRATEGY 

Tie	  Tactics	  to	  Targets	  to	  Achieve	  Goals	  
	  

The	  Sierra	  Club	  places	  a	  premium	  on	  grassroots	  organizing	  as	  a	  means	  to	  build	  power	  so	  that	  we	  can	  be	  

successful	  winning	  conservation	  victories.	  	  In	  the	  fight	  to	  protect	  the	  environment,	  there	  are	  two	  

sources	  of	  power	  in	  the	  political	  process:	  	  people	  &	  money.	  	  Our	  opponents	  will	  always	  have	  more	  

money	  than	  we	  do,	  so	  we	  need	  to	  recruit,	  train,	  and	  involve	  people	  to	  build	  our	  power.	  	  We	  place	  an	  

emphasis	  on	  building	  one-‐on-‐one	  repeated	  contacts	  and	  relationships	  with	  people	  we	  are	  trying	  to	  

recruit.	  

	  

In	  the	  context	  of	  the	  Sierra	  Club’s	  grassroots	  

organizing	  program,	  we	  define	  grassroots	  

organizing	  as	  building	  a	  citizens’	  membership-‐

based	  organization	  that	  works	  to	  gain	  political	  

power	  to	  advance	  the	  end	  goal	  of	  saving	  the	  

earth.	  

	  

Why	  We	  Plan	  
	  

We	  take	  campaign	  planning	  seriously	  in	  the	  

Sierra	  Club.	  	  The	  reasons	  we	  take	  it	  seriously	  

include:	  	  (1)	  	  it	  is	  our	  roadmap	  to	  success;	  	  (2)	  	  

it	  lays	  out	  expectations,	  makes	  assignments	  

and	  deadlines;	  	  (3)	  	  it	  is	  a	  process	  that	  involves	  

key	  "stakeholders"	  in	  our	  effort,	  ensuring	  their	  in-‐put	  and	  buy	  in;	  	  and	  (4)	  	  it	  gives	  us	  a	  way	  to	  define	  and	  

measure	  our	  success	  so	  that	  we	  can	  learn	  from	  what	  we	  do	  and	  be	  more	  and	  more	  successful	  over	  time.	  

	  

The	  model	  of	  grassroots	  organizing	  used	  by	  the	  Sierra	  Club	  has	  been	  inspired	  by	  the	  Midwest	  Academy’s	  

Direct	  Action	  Organizing	  (DAO)	  organizing	  model.	  

	  

Key	  components	  of	  the	  DAO	  campaign	  planning	  model	  include:	  

	  

1.	  Being	  very	  clear	  about	  campaign	  goals:	  What	  are	  your	  intended	  external	  outcomes	  (i.e.	  

conservation	  goals)	  and	  how	  are	  we	  going	  to	  build	  organizational	  scale	  through	  implementing	  the	  

campaign?	  

	  

In	  defining	  grassroots	  organizing,	  Populist	  

organizer,	  journalist,	  and	  former	  Texas	  

Agriculture	  Commissioner,	  Jim	  Hightower	  

says,	  “Environmentalism	  is	  not	  just	  about	  

protecting	  our	  environment,	  but	  also	  about	  

exercising	  our	  power.”	  
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2.	  Being	  very	  clear	  about	  organizing	  targets:	  Who	  is	  the	  target	  of	  the	  campaign?	  	  Who	  has	  the	  

power	  to	  grant	  your	  goals?	  

	  

3.	  Being	  clear	  about	  the	  campaign	  message:	  What	  message	  will	  move	  the	  target	  and	  the	  citizens	  

you	  hope	  to	  engage	  in	  the	  campaign?	  

	  

4.	  Being	  very	  clear	  about	  tactics:	  What	  tactics	  will	  engage	  large	  numbers	  of	  people	  in	  organized	  

ways	  to	  put	  pressure	  on	  your	  target	  to	  grant	  your	  demands?	  

	  

In	  this	  section,	  we	  will	  provide	  the	  Sierra	  Club’s	  model	  for	  a	  

campaign	  organizing	  plan,	  the	  Campaign	  Organizing	  

Planning	  Matrix,	  and	  discuss	  in	  more	  detail	  the	  key	  elements	  

of	  a	  successful	  grassroots	  organizing	  campaign.	  

	  

Campaign	  Goals	  and	  Targets	  
Campaigns	  are	  by	  definition	  focused	  on	  an	  outcome	  –	  on	  

achieving	  a	  visionary	  goal	  that	  will	  be	  a	  real,	  concrete	  

change	  from	  the	  status	  quo.	  	  

	  

Achieving	  a	  long-‐term	  vision	  may	  take	  decades.	  Campaigns	  

need	  to	  estimate	  and	  project	  how	  progress	  will	  be	  made	  

step-‐by-‐step	  to	  reach	  short-‐	  and	  medium-‐term	  milestones.	  

	  

Choosing	  what	  milestone	  to	  focus	  on	  first,	  then	  next,	  is	  what	  

strategy	  is	  all	  about.	  It	  is	  the	  route	  we	  plan	  to	  take	  to	  get	  to	  

goals	  we've	  committed	  ourselves	  to	  reach.	  	  	  

	  

Target	  Decisions	  and	  Decision	  Makers	  

Positive	  outcomes	  for	  the	  environment	  don't	  just	  happen;	  

they	  result	  from	  specific	  decisions	  made	  by	  specific	  people.	  

Decisions	  to	  deny	  or	  approve	  permits,	  adopt	  or	  reject	  

environmental	  standards,	  build	  or	  retrofit	  facilities,	  pass	  or	  

defeat	  legislation,	  increase	  or	  decrease	  funding,	  these	  

decisions	  are	  made	  by	  agency	  staff,	  elected	  officials,	  

resource	  managers,	  corporate	  executives,	  facilities	  owners,	  

home	  owners,	  and	  many	  others.	  What	  is	  important	  to	  the	  

Sierra	  Club	  Campaign	  	  

Organizing	  Planning	  Matrix	  
	  

A.	  National	  Campaign/Conservation	  Goals	  	  
1.	  Goal	  for	  Environment	  

2.	  Specific	  Campaign	  Outcome	  	  
3.	  Interim	  Milestones	  	  

	  
B.	  Power	  Building/Organizational	  Goals	  	  

1.	  Team	  Leaders	  
2.	  Teams	  

3.	  Participant	  Activists	  
4.	  Grasstops	  	  	  

5.	  Activists	  Recruited	  On-‐Line	  
6.	  Diversity	  	  	  
7.	  Coalition	  Partners	  

	  
C.	  	  Target	  Selection	  &	  Power	  Mapping	  

1.	  Decision	  to	  Influence	  
2.	  Strategic	  Rationale	  	  

3.	  Primary	  Decision-‐Maker	  Targets	  
4.	  Power	  Mapping	  	  

5.	  Secondary	  Targets	  
	  

D.	  Messaging	  	  
1.	  Campaign	  Media	  Story,	  Key	  Talking	  

Points	  and	  Slogan	  
2.	  Organizing	  Narrative	  

	  
E.	  Identify	  Tactics	  to	  Build	  Power	  and	  Scale	  

1.	  Tactics	  	  
2.	  6-‐Month	  Detailed	  Work	  Plan	  

3.	  Budget	  	  
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development	  of	  campaign	  organizing	  strategy	  is	  to	  recognize	  that	  these	  are	  real	  people.	  	  Strategically	  

targeting	  a	  specific	  campaign	  outcome	  means	  identifying	  whose	  decision	  it	  is	  that	  we	  must	  influence.	  

	  

Many	  decisions	  with	  impact	  on	  the	  environment	  are	  made	  in	  private	  settings,	  by	  millions	  of	  home	  

owners,	  developers,	  corporate	  executives,	  and	  others.	  Some	  Sierra	  Club	  organizing	  focuses	  directly	  on	  

these	  private	  decision	  makers.	  	  	  

	  

Most	  often	  the	  Sierra	  Club	  chooses	  to	  focus	  its	  campaigns	  on	  achieving	  results	  via	  public	  policy	  decisions	  

because	  public	  policy	  influences	  the	  subsequent	  decisions	  of	  many	  others.	  Public	  policy	  decisions	  also	  

have	  processes	  and	  deadlines	  that	  Sierra	  Club	  leaders	  and	  activists	  can	  engage,	  and	  that	  can	  involve	  

others	  in	  the	  community	  as	  well.	  	  

	  

Campaign	  and	  Organizing	  Strategy:	  Who	  decides	  what?	  
	  

Role	  of	  Grassroots	  Organizers:	  	  

Grassroots	  organizers	  have	  key	  information	  and	  perspective	  that	  is	  essential	  for	  determining	  which	  

decisions	  and	  decision-‐makers	  to	  target.	  By	  “organizers”	  we	  mean	  both	  paid	  staff	  and	  volunteer	  leaders	  

whose	  focus	  is	  on	  engaging	  others	  in	  the	  community	  and	  in	  their	  chapter	  or	  group	  toward	  Club	  goals.	  

Organizers,	  and	  those	  in	  the	  Club	  and	  community	  that	  they	  work	  with	  closely,	  have	  the	  best	  perspective	  

locally	  about	  the	  Club’s	  capacity	  to	  mobilize	  enough	  people	  and	  develop	  the	  leadership	  needed	  to	  win.	  

Long-‐time	  staff	  and	  volunteer	  organizers	  often	  have	  the	  best	  “read”	  on	  the	  politics	  of	  a	  given	  decision,	  

such	  as	  who	  in	  the	  community	  is	  likely	  to	  follow	  whose	  lead.	  

	  

Role	  of	  Media,	  Lobbying	  and	  Legal	  ‘Capacities’:	  	  

The	  Sierra	  Club	  media,	  lobbying	  and	  legal	  experts	  also	  have	  key	  perspectives	  about	  targeting	  specific	  

decisions.	  In	  the	  Sierra	  Club,	  the	  individuals	  who	  have	  the	  strongest	  skills	  in	  these	  capacities	  are	  

sometimes	  volunteers,	  sometimes	  staff,	  or	  both.	  Staff	  and	  volunteers	  with	  lobbying	  experience,	  have	  

invaluable	  knowledge	  about	  the	  track	  record	  and	  political	  position	  of	  various	  government	  agencies,	  

legislative	  bodies	  and	  officials	  that	  they’ve	  worked	  with	  many	  times.	  Media	  professionals	  have	  access	  to	  

polling	  and	  messaging	  information	  that	  help	  us	  assess	  how	  the	  Sierra	  Club	  can	  best	  be	  a	  messenger,	  

especially	  given	  the	  messaging	  tactics	  of	  our	  opponents.	  Lawyers	  have	  the	  expertise	  to	  assess	  how	  much	  

leverage	  could	  be	  gained	  from	  legal	  action.	  

	  

Role	  of	  Policy	  Experts:	  	  

Policy	  experts,	  again	  could	  be	  volunteers	  or	  staff,	  have	  a	  key	  role	  in	  determining	  which	  decisions	  to	  

target	  because	  they	  have	  the	  ability	  to	  project	  the	  result	  or	  outcome	  for	  the	  environment	  of	  various	  

policy	  options.	  How	  much	  less	  carbon	  will	  be	  emitted	  in	  to	  the	  atmosphere	  if	  we	  could	  successfully	  

motivate	  100,000	  households	  to	  replace	  leaky	  windows	  versus	  exchange	  100,000	  low-‐mileage	  cars	  for	  
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high	  mileage	  ones?	  It’s	  not	  easy	  to	  project	  or	  assess	  the	  real	  “outcome”	  of	  gaining	  one	  policy	  decision	  

over	  another,	  and	  in	  the	  Sierra	  Club	  we’re	  always	  tempted	  to	  say,	  “We	  have	  to	  do	  it	  all.”	  But	  saying	  we	  

will	  do	  everything	  isn’t	  a	  campaign.	  Campaigns	  are	  always,	  always	  focused	  on	  achieving	  a	  particular,	  

concrete	  result.	  Knowing	  “what	  you	  get”	  from	  a	  given	  policy	  decision	  is	  key	  information,	  though	  not	  the	  

only	  information	  needed.	  
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Role	  of	  Campaign	  Leadership:	  	  

Campaign	  leadership	  needs	  to	  seek	  out	  and	  weigh	  these	  various	  perspectives.	  The	  leadership	  of	  the	  

campaign	  overall	  is	  faced	  with	  balancing	  the	  Club’s	  capacity	  to	  leverage	  some	  decisions	  more	  than	  

others,	  the	  strength	  of	  potential	  opposition	  as	  well	  as	  public	  “sentiment”	  for	  change,	  along	  with	  the	  

analysis	  of	  policy	  experts	  about	  the	  likely	  outcome	  for	  the	  environment	  from	  a	  given	  policy	  decision.	  	  

	  

Organizing	  Tactics	  Tied	  to	  Targets	  
	  

Who	  will	  we	  organize?	  Who	  will	  most	  influence	  our	  targets?	  	  	  

When	  our	  targets	  are	  public	  officials,	  those	  who	  elect	  or	  appoint	  those	  public	  officials	  are	  in	  a	  strong	  

position	  to	  influence	  them.	  Public	  officials	  are	  also	  strongly	  influenced	  by	  other	  public	  officials;	  mayors	  

can	  influence	  governors;	  governors	  can	  influence	  senators,	  and	  so	  on.	  All	  public	  officials	  are	  also	  people,	  

with	  personal	  friendships,	  loyalties,	  interests,	  and	  points	  of	  view	  that	  

impact	  who	  they	  pay	  attention	  to	  most.	  A	  Power	  Map	  is	  the	  best	  way	  to	  

systematically	  explore	  and	  identify	  who	  we	  need	  to	  organize	  to	  influence	  

our	  targets.	  

	  

What	  tactics	  will	  we	  use	  to	  organize	  people?	  

Organizing	  means	  creating	  “organization”	  that	  can	  be	  sustained	  for	  as	  long	  as	  it	  takes	  to	  win	  the	  next	  

milestone,	  and	  then	  the	  next,	  and	  the	  next.	  How	  we	  organize	  people	  –	  what	  kind	  of	  leadership,	  teams,	  

networks,	  coalitions,	  partnerships	  we	  put	  together	  –	  are	  key	  strategic	  

choices	  for	  organizers.	  Well	  organized	  people	  have	  the	  power	  to	  attract	  

more	  people,	  pass	  on	  skills	  and	  knowledge,	  plan	  and	  take	  action	  together,	  

manage	  their	  time	  and	  pool	  their	  resources	  in	  ways	  that	  individuals	  acting	  

on	  their	  own	  cannot.	  	  

	  

What	  tactics	  we	  use	  to	  organize	  people,	  what	  training	  and	  coaching	  we	  provide	  them,	  how	  we	  support	  

and	  motivate	  their	  work	  as	  they	  are	  getting	  started,	  what	  we	  ask	  them	  to	  do	  online	  and	  what	  we	  ask	  

them	  to	  do	  together	  with	  others	  are	  all	  key	  challenges	  for	  organizers.	  	  	  

	  

Campaign	  organizing	  is	  a	  part	  of	  the	  Sierra	  Club’s	  overall	  organization	  and	  

organizational	  structure.	  One	  essential	  aim	  of	  all	  Sierra	  Club	  campaign	  

organizing	  is	  to	  build	  the	  strength	  of	  our	  organization	  as	  a	  whole,	  as	  we	  

work	  to	  win	  our	  campaign	  goals.	  

See	  “Building	  Grasstops	  
Networks”	  for	  more	  on	  

Power	  Mapping	  and	  
identifying	  grasstops	  

influencers.	  	  

See	  the	  three	  sections	  
on	  TEAMS	  for	  more	  on	  

how	  to	  organize	  teams.	  	  

See	  “How	  Sierra	  Club	  

Works	  To	  Win”	  for	  
more	  on	  	  Sierra	  Club’s	  

organizational	  strategy.	  
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What	  tactics	  will	  we	  ask	  people	  to	  engage	  in	  to	  impact	  our	  targets?	  	  

If	  you’re	  not	  sure	  how	  a	  tactic	  ties	  to	  your	  target,	  re-‐think.	  The	  result	  of	  all	  organizing	  should	  be	  that	  

there	  are	  more	  people	  who	  can	  influence	  our	  target,	  taking	  actions	  that	  influence	  our	  target.	  Tying	  

tactics	  to	  targets	  requires	  good	  planning,	  continual	  evaluation	  of	  “how	  it’s	  going,”	  and	  modifying	  plans	  

based	  on	  what	  we	  learn.	  

	  

How	  will	  we	  assess	  how	  well	  our	  tactics	  are	  working?	  	  

The	  only	  way	  to	  know	  you’re	  making	  progress	  is	  to	  establish	  in	  your	  plan	  what	  result	  you	  expect	  to	  

achieve,	  and	  then	  assess	  whether	  you	  were	  able	  to	  achieve	  it.	  Did	  the	  action	  you	  asked	  of	  people	  impact	  

your	  targeted	  decision	  maker	  to	  take	  the	  action	  you	  wanted?	  Were	  you	  able	  to	  mobilize	  and	  organize	  

the	  number	  of	  people	  you	  thought	  would	  be	  needed	  to	  influence	  the	  decision	  maker?	  	  

	  

Planning	  a	  grassroots	  organizing	  strategy	  is	  like	  a	  scientist’s	  hypothesis	  –	  a	  campaign	  organizing	  plan	  is	  

your	  hypothesis	  about	  what	  it	  will	  take	  to	  achieve	  the	  results	  you	  need	  to	  win.	  As	  we	  actually	  engage	  

others	  in	  action	  according	  to	  our	  organizing	  plan,	  we	  test	  our	  hypothesis.	  With	  each	  action	  we	  either	  

gain	  a	  key	  result	  or	  learn	  more	  about	  what	  it	  will	  take	  to	  do	  so.	  As	  organizers,	  the	  only	  way	  we	  actually	  

fail	  is	  to	  win	  nothing	  and	  learn	  nothing.	  As	  we	  know	  we	  cannot	  always	  win	  with	  each	  effort,	  we	  must	  

plan	  in	  such	  a	  way	  so	  that	  we	  always	  learn	  something.	  
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