ABSTRACT

DOCUMENT RESOUME

ED 053 357 AC 010 528
TITLE Handbook for Community Organization.

INSTITUTION Foundation for Community Development, Durham, N.C.
PUB DATE Oct 69

NOTE 62p.

AVAILABLE FROMNM Community Organization Project, Southern Regional
Council, Inc., 5 Forsyth Street, N.W., Atlanta, Ga.
30303 [(no price quoted)

EDRS PRICE EDRS Price MF-30.65 HC-$3.29

DESCRIPTORS *Community Organizations, *Economically
Disadvantaged, Financial Support, *Guidelines,
Political Influences, *Problem Solving

This booklet is designed to assist persons who are
beginning to work as community organizers. Community organization
follows certain patterns: (1) The organizer must enter the
neighborhood and learn about its people and problems in the
community; (2) The people then get together to form Neighborhood
Councils to work on the specific problems of their neighborhood; (3)
These councils develop strength through successfully dealing with
neighborhood problems, A community is defined as an area where people
live and/or a group of people who have common interests. Organization
is defined as combining different people into one working body. The
overall purpose of community organization is to form a group that can
take action on community problems. Guidelines in this handbook are
given basically to help the poor help themselves. Ways of securing
funds and acting effectively politically are described. (CK)




U.S DEPARTMENT OF HEALTH.

EDUCATION & WELFARE

OFFICE OF EDUCATION
THIS DOCUMENT HAS BEEN REPRO-
OUCEO EXACTLY AS RECEIVED FROM
THE PERSON OR ORGANIZATION ORIG ~
INATING IT POINTS OF VIEW OR OPIN-
IONS STATEO OO NOT NECESSARILY
REPRESENT OFFICIAL OFFICE OF EOQU
CATION * OSITION OR POLICY

L f

—




HANDBOOK
R FOR
N\
-t M COMMUNITY ORGANIZATION
M
(U@
o
D AY
(W)
Preparéd by the Foundation for Community
Development of Durham, North Carolina.
Edited and distributed by the Community
Organization Project of the Southern
Regional Council, Inc.
Foundation for Community Develogp.ient Community Organization Project
Post Office Box 647 Southern Regional Council, Inc.
81l West Main Street 5 Forsyth Street, N.W.
* Durham, North Carolina 27702 Atlanta, Georgia 30303
519-688-8248 404-522-8764

OCTOBER, 1969




TABLE OF CONTENTS

NOTE ¢ o o e o o o o o o o s s o o o o o o o« o o iii
WHAT IS COMMUNITY ORGANIZATION . ¢ o o o « o o o + = 7
WHAT WILL THE GROUP REALLY BE DOING. . o « o « o 7 = 12
YOUR ROLE AS AN ORGANIZER. + o« o« o o o o « « o o112 - 13
INITIAL STEPS. ¢« o o o o « o o o a o o o« s « o ~L3 - 20
MEETINGS: FIRST MEETINGS AND LATER ONES. . . . .20 - 26
WHAT TO DO BETWEEN MEETINGS -- AN

ORGANIZER'S WEEK. « « o o o o o o o o o o « 426 - 33
A WORD ABOUT THE LONG~RANGE VIEW. . ¢« « « « » o34 - 30
ADDENDUM: PARLIAMENTARY PROCEDURE . . . « o« . o36- - 42
PROPOSAL. o« o o o o o o o o s s o o s o « « « « 43 - 4o
GOVERNMENTAL OPERATIONS ¢ « ¢ o o o o o » . « « 47 = 55

L




NOTE

This booklet is designed to assist persons who are

beginning to work as Community organizers.

The staff of the Foundation for Community Development
has found through its experience that community organization

follows certain patterns:

(1) The organizer must enter the neighbor-
hood and learn about its people and pro-

blems in the community.

(2) The people then get together to form
Neighborhood Councils to work on the
specific problems of their neighbor-

hood.

(3) "hese councils develop strength
through successfully dealing with

neignborhood problems.
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WHAT IS COMMUNITY ORGANIZATION?

First of all, we should define what we mean by "community,"

We are going to use "community" to mecan two things:

1. It can be a certain area where people live,.

2. A community can be a group of pceople who have
shared common grmals or interests. {(Example:
All of the peonple on the weltare belong to

the welfare community.)

The second word to be defined is "organization."
Organization simply means getting something together. For our

purposes it means:

1., Combining different people or groups into one
working body.
2. Bringing people or groups together for various

reasons who have been seperated.

But community organization means much more Zhan getting

people together. There must be a purpose. Tne wverall purpose

is vo form a group that can take action on ¢uoatnily w.oblems.

\ Bifective community organization implies that you wil.l create a

group that doesn't just sit around and talk abouc how Had things
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are. The effective group is one that can get some action on the "

problems of the poor people who make up the group.
There are two basic kinds of community organization:

1. The Issue-Oriented Group: This 1s a group

created around a particular issue, or problem.
Example: getting a street paved or getting

better garbage collection, and so forth.

2. The Self-Help Group: This type of group tries

.to better neighborhood conditions by the efforts
of neighborhood people. Example: A group formed
to carry out a qlean—up campaign, or to start a
credit union. The Self-Help groups are usually
formed by poverty agencies.

You will notice that there is a basic and very important

difference between the issue-oriented group and the self-help

group. The issue-oriented group tries to get changes by work-
ing with outside agencies, like the City Street Department or
the Building Inspector's office. This means that the issue-

criented group must have direct confrontatioins with oucside

groups 1if it is to succeed. (The self-help ¢roup relies main.y

on the initiative of people from the community.)

6
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The specific conditions of each neighborhood determine
which kind of group will work best. Both can be effective 1f
-- and this is a big Qf -- they are change-oriented. Behind

R

any successful community organization 1s a real desire and
commitment to make basic changes in the way decisions are
being made. The decisions that school boards make and the city
agencies make do not take into account the problems of poor
people. So poor people must organize so that they will have
a strong group that can speak for their interests. Both issue-
oriented groups and self-help groups can work for these changes.

Certain things must be true about a group if it is truly
change-oriented:

_l. The group must encourage each member to come to
a new self-awareness.

We are talking about several things here. First of all,
a change-oriented group must encourage pride. (Pride 1s what
yod think of yourself. Poor people because of their situation
may think nothing can be done to improve their condition. Many
poor people have lost hope in themselves and any solutions that
might solve their problems.) This involves casting out the fear
and insecurity society has forced on poor people. The idea that

every person on earth does not have the right to live decently

as human beings should be rejected by the group.

"




All ideas of inferiority must be excluded. Each member of the
group must believe in himself. Each member must believe that he
can give something to the group that will help lead to basic
changes in the way poor people live.

This group as a whole, and each individual member, must be-
lieve in the necessity for change. They also must beiieve that
this change will come about only through their efforts. No one
is going to give anything to poor people. They will have to fight
for a change.

2. A group that gets éhange must be action-oriented.

Talk is the beginning point of community organization, but
the end is action on community problems. If the group is issue-
oriented, it must wrestle with issues. If it is a self-help
group, actual projects must be carried out. Otherwisc, the peo-

ple will not continue to support the group.

3. A change-oriented group must provide real solutions

to real problems -- victories.

A group must tackle the problems that really concern the
people, and the group must come up with real. workable solutions.
An example of a problem that is real is substardard housing. An

example of a problem that is not real is "comiw .acacioan." This
P a0t

is something the power structure is always savina. “There' &%

8
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Aruitoxt provided by Eic:

lack of communicatior,” they say What they maan 1s that thoy

want to ffalk abkoubt the probloms and keep things quiet.  But your

group, tf 1t 1s Lo ger changes made, mast keep its eye timly on
the real prowlem of bad housing., Wa can use a "commission" as
an example of a =sxlut:on. ‘The power structure often suggests
a commission as 2 soluticrn to a problem. Whetrher a commission

is a r-al solubtion deoends oan whethor 1t has ony delwnote and

specific vowers to desl with problerz. For o zanwle, 17 the pro-

blem 1s ocous.ng, A “orn -sslon is a real solutsor oniv 1f 1t has
powa. 1o force loadiosde U Fiw thelr houses. [f the commisssion

1s just a talkivs grooy. then it 1g not a real solution.
4, A charge-or;ented agroup muast have bhothi short and

lanazrangs qoals.

Short-rangoe goals are nezosceary because o change-orientad
group needs to mater concrote achanges 1n peopla's lives. A
house must be repaired; welfare injustices must be stopped; a
man who was fired without reason must be defended. A group

builds strendiiy on winniu short-range successes, but the group

must also keep in mind the long-range view. The end goal is to
make basic changes in the way the system operates. (We wi1ill talk

about what we mean by "the system” later on.) And basic changes

are going to take a long time. So the group has to be aware of
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direction 1t 15 going to take in the long wun. oy example,

it 1s important to have the short-range goal for fixing indivi-

dual houvses. Dut 1t -s jJusit as wmportant to work for the long-

range goal of geliing completely new housing code that will

ion't get into such bad shape.

~

make surc that houses

W

A aroup that gets changes must be flexible and

[y

We saird above bthat tie group should encourage a naw self-
awarencss in 1ts membars. This can be done only 11 cach wmember
feels comforrable 1n the group meetings. This implies that
the group should not gebt t:ed up with a lot oi formal rules and
regulation:. Everyone siould feel free to speak his pirece. Time
must be allowed for individuals to express what's on their minds

until they are sabisiied. The change-oriented qroup also must be
careful to avoid latting one porson or one small! group run the
whole show.
6. The change-nriented group must bz realistic hoth
in victory and defeat.
Victories keep people in the group. If the people seec that
the group is getting better conditions and dignity for poor

people, then they will become 1involved in the group. But every-

one in the group must be aware that battles will sometimes be
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lost. 1If your group wins a victory, you must keep the ground
and be aware that one victory does not mean that thé battle is
won. Also, if you suffer a defeat, your group must accept the
defeat as temporary and realize that one defeat does not mean that
the battle is lost.

WHAT WILL THE GROUP REALLY BE DOING?

A change-oriented organization of poor people is trying
to do one basic thing: GET POWER.

Powerlis the ability(to afferct the actions that other
people take.

Power can be used indirectly or directly. Power can be
used indirectly to influence another person to make a decision
that might not have made if the power had not been used. Power
can be used directly to make the decisions yourself.

There are two basic kinds of power in America: Money power

and People Power.

1. Money Power or economic power doesn't need an
Y

explanation. Money talks.

2. People Power is the kind of power that poor people

can have. As things stand right now, people power
is mostly a possibility and not a reality. People

power is a goal to be worked toward. The power of

o
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the people is only as strong as the strength of
their organization.
There 1s a chart on the next page showing how power works

in America.

You can see by this chart that persons who control business
and industries are the people who control such boards as welfare,
health, school and the boards of poverty programs, and staff
positions in these agencies are filled mostly by white persons.
All of the boards are set up to deal with £he problems of poor
people, but they are run by non-poor people. The result is that
these persons control two communities; they control ﬁhe poor
white community, and they control the black community. The sys-
tem decides where poor people will live, what kind of houses they
live in, what sort of health care they get, what their children
learn in school and who gets a job and how much he is paid.

This is the "system" we talked about earlier, and this is
the system which muét be changed.

There are two possible ways to change the system:

1. A complete and immediate overthrow of the present
system and replacement with a different system.
.2. 'A gradual step-by-step change until the nature of

the system is radically changed.
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Business Men havé
ownership and con-
trol of -

RBUSINESS
STRUCTURE

Unofficial structure
Power to make

| Business Decisions

Industry, Stores
Real Estate

Jobs

Prices, Work
Conditions, etc.
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-

BOTH

]
) S Makers

GOVERNMENT
STROCTURE

Official Decision
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. majority of board membership

. » Administrative staff positions
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The kind of community organization we are talking about
is geared more to the second, gradual kind of change in the
system. Community organization does not mean tokenism or
gradualism, it means keeping in mind the long-range goal of
basic change while working for change right now. A complete,
immediate overthrow of the present system probably is not pos-
sible right now, because the means for achieving this are not
present. This is not an excuse for giving up. Community organi-
zation means that you, as an organizer, must become invqlved
in the decisions that are made for the benefit of poor people.

It's important to remember that the system can be changed
only through the efforts of a united community, and the key
to this is organization of poor people. Low-income citizens
have people power if they are organized. They also have a big
stake in changing the system. They can provide the key to |
uniting the total community. Individuals frém all levels must
be brought together. The funeral home director must sit down
as an equal with the bootlegger. The preacher must climb down
from the pulpit and talk to the worker in the streets. 'Groups
must organize together to make sure that the total community is
together. Church groups, fraternities, civic groups, etc., musi

all unite around their problems and work together for the progress

of the community.

14
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YOUR ROLE AS AN ORGANIZER

“Chariging the way. the American system works is like moving

a mountain. Change is ‘the goal of your group, and change is your
goal:'as:.an organizer.  The job is so hare, you will need certain
qualities to make changes possible:

1. Hard work is necessary.

- 2. It will take time to make change.
‘3. Sacrifice is required. Sacrifice of time and
energy and money and comfort.

,4: Commitment to the long, hard struggle ig

.~ absolutely necessary.

These:qualities' do not need much discussion. They are all
necessary. The organizer should keep them in mind as he goes
about his work.

Now, we want to say a few things about some of the oppcsi-
tion you might meet. <You can be sure tha£ if you are doing a
good:job ‘as an‘ organizer, you will make some enemigs. Frederick
Douglas said:long ago.that "there is no progress without struggle,"”
and that is true today. There are many people gpposed to the
kinds of changes:that community organization can bring. There

are several ways people will try to hinder your worxk as an organi-

16
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zer. They are:

1. Tﬁey can try to buy you off. This can be done
either directly by offering you cash, or indirectly
by offering you a so-called better job,

2. They can put pressure on the person you are working
for. They can call you an "outside agitator" or
a "trouble-maker."

3. Another way is the oldest trick in the hopk -~
to smear you personally with lies abput your
personal life.

These are some of the ways people who are against change
may try to attack you. We mention them not to scare you, but
to make you aware that you not only have to fight problems, but
you also have to deal with people who want the opposite of what

you and your people want.
INITIAL STEPS

.This, part of the booklet is going to talk about thing; that
can happen from your first day on the job as an organizerx until
the first meeting of the community.

This is your problem as an organizer: .Y¥ou have people who

are poor, , They are poor begause the system they live in -~ and

17




the one: you live in -- did not give them the tools to escape poverty.
They have been given bad educations-~the lowest jobs that pay the
least money--and they have been crowded together in the worst part

of town. As you begin your work, your people are individuals who

A
are going their way alone. Your neighborhood will probably have L

old feuds and rivalries. Some people won't say good morning to
their neighbor. Churches may be competing against each other.

One thing your people will share is poverty.

You can add a second thing for them to share: the idea
that community organization is the best way for people to get
" together and work on their problems. It is going to take a good
job by you to get this idea across. To sell the idea of community

organization, you have to master two things:

1. You must know your neighborhood's people and their

problems.

If you are working in a neighborhood where you have lived
for a long time, you have a head start on learning the people
and the problems. If the neighborhood is new to you, yoﬁ'll
have to start from scratch. Either way you will have to do a lot
of walking. No one yet has found any other way to begin community

organization except by getting out into the streets and walking

18
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and meeting the people. The streets are textbooks for organizers,

and the people are teachers.

The most important thing in the beginning is the way you
come across to the pedﬁfg?! What you say is not as important as
how you introduce yourself. You can't just walk up on a front
porch and say, "I've come to organize you." That's liable to
fail and probably will get you kicked off the porch, too. If
someone asks you about your work, you should explain it, of
course. But, you don't have to push things. A suggested way
to begin is to just introduce yourself and tell who you're work-
ing for. Then just talk about whatever the person wants to .

If you find people who don't want to talk, or who are busy, leave
and come back again. You will soon develop a seﬁse o;rtiming
about when to talk and‘when not to, when to stay and when to
leave.

Try to see yourself through the eyes of the person you are
talking to. Are you coming across honestly? If this is the
way the people see you, you will win their confidence. Their
confidence in you will lead naturally to talks about their pro-
blems. When problems are brought up this gives you a good chance
to suggest that you know other folks with the same kinds of

problems. The logical thing then is to ask the person if he would
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like to get together with some other folks and talk about ways

to solve their’problems.

2. You must know about the forces outside your

community that affect your people. These forces
include city government, county government, wel-
fare regulations, housing codes, sanitation
laws, election laws and school board actions.

A good working knowledge of systems 1is a strong tool of
the organizer. A basic belief of community organization is that
the people can make the correct decisions if they are given
enough information. The trouble now is, they aren't being given
enough power or information. The organizer must learn about
systems -- about government, politics, economics -- sO he can
pass 1t on to the people.

Nearly every problem that poor people have is related to an
agency, an official, or an individual who is responsible for
helping solve the problem.

If your streets need paving, you must work through the
street department to get the work done.

If your schools are not good enough, the school board must
be forced to admit the problems and get to work on them.

If the neighborhood houses are run-~down, the landlord must

Q 221
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be forced to fix them, either through enforcement 9f the city
building code o? through action by the people.

Community organization includes two education®l processes that
take place at the same time: (1) the ccwmunity organizer edu-
cates the people as to the idea of community organization as a
means for group action, and (2) the organizer educates himself
about these systems and then passes on what he learns to the
people.

There is no set time for how long it takes before you
should start thinking about a meeting. Some communities may
be ready in three days, others may take two months. One thing

is sure, though ~-- having a meeting just to have a meetinc is a

mistake. Getting people to come out to a meeting is hard work,

and they will expect to get something out of the meeting. If it
turns out that the meeting is just a lot of talk and no action,
they probably won't come back. So, a good rule of thumb is that
a meeting ~-- and especially the first meeting -- should grow
out of a specific need. A meeting should have a purpose.

You will have to work hard to make sure that the people
turn out for a meeting. This 1is true especially in the begin-
ning. You must explain very clearly what the meeting is about,

where it will be held, and when. Some folks will have toc be told

22
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about the meeting several times. Even then they may not show

up.

The place for the meeting is important:

1. It must be a place that the people can get to

easily.

comfortable.

Most meetings, at least in the early stages of organization,
are held either in people's homes'of in churches. Either place
is okay if the folks feel at ease there. You would not want
to schedule a meeting at the home of a person who is disliked
by most of the community. It would also be dangerous to have a
meeting at a church where the preacher is a "Tom". Theée are
important things to remember, if you have done a good job of
learning the community, you will be able to spot the good and bad
places to hold meetings.

Publicity for the first meeting can best be done by Qord—
of-mouth and by heavy use of shoe leather. Other things that are’
helpful are leaflets énd posters, announcements in church and

radio ads.

23 .
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MEETINGS: FIRST MELDTINGS AND LATER ONES

The big thing that's usually discussed at the first
meeting of a neighborhood council is structure -- officers,

by-laws, committees, and so forth.

There is no single one set-up that's best for every neigh-
borhood group. The general rule is that the best structure 1is
the one that allows the group to act effectively and guickly on
the problems.

The experience of neighborhood councils in many communi-
ties has shown that, in general,.there are certain things
that should be avoided, if possible.

1. Avoid electing officors the first night, if possi-
ble. This is because it's impossible to be sure who will be the
best leaders without waiting awhile. For example, the persons
who talk the loudest and the most at the early meetings will
not necessarily be the best leaders. In fact, they are more
likely to be persons who simply have had previous experience
with meetings in their church or clubs. But this experience
doesn't make them leaders. They may just like to hear themselves
talk. The best leader for your group may be a very quiet
person in the back of the room. But it takes time +to +tell. So,

if at all possible, the group should be urged to put off electing

24
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a president and other officers at the first meeting.

You might want to talk to your group ahout the idea of
leadership. Some folks have the idea that a leader iS some-
one who is different from the folks, somebody who is smarter
than the rest and who stands apart from the "common" people
and make speeches. This is not true. A leader is a man Or

woman who is in there with the people. Someone who feels with

the people, who understands their problems, and who is dedicated
to fighting for his people. At your first meeting, the people
who lggk like leaders may be sort of middle class types. One

of your jobs will be to make sure that they don't take over

the meeting and turn your organization into a talking club.

2, Avoid a fancy structure. It's easy to fall into
the trap of wanting a high-type group with lots of officers and
by-laws and rules and such. The trouble with this is that an
organization of this type is likely to scare off many of the
people who need to be organized the most and who have a lot to
give.

3. Aavoid putting a lot of emphasis on Robert's

Rules of Order. Nobody should be forced to know complicated

rules in order to take part in a neighborhood meeting. Most

groups have found that a good chariman can keep the mecting

20
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rolling along without having to use a lot of rules.
But it will be helpful to you és an organizer to study

Robert's Rules of Order. Sooner or later, your people will

meet with outside agencies like the City Council or County
commission. These meetings often are governed by Robert's

Rules of Order, and these rules can be used against you if you,

or someone from your group, doesn't know them. Some of the
basic elements of parliamentary procedure are listed at the
back of this booklet.

So, when you are meeting within your community, formal
rules aren't important. But, when you go to confront outside
groups, it is necessary to know them.

It is suggested that the three things above be avoided
so that the group can be flexible enough to act freely. There
are some things you can do to make sure the group remains
democratic and loose.

1. 7Try electing rotating chairmen. Let the leader-

-ship pass among the group. Don't let the power become concen-

trated in one person, or a group of persons.

2. Keep the list of officers short. Most groups

have found that they can work effectively with a president (or

chairman), a vice-president, a secretary, and sometimes a treasurer,

06 | :
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If there is a lack of trust, you may form a finance committee,

3. Give everyone an assignment. People work best

when they feel that what they are doing is important to the
group. Every member of your Council should feel that he is
important. When you give assignments make sure that each per-
son reports back to the group. This will make sure that things
are done.

4. Arrange the chairs in a circle, if possible. This

is a small thing, but it's worth doing. There is a feeling of
closeness when people get together in a circle, facing each
other. This feeling isn't as great when folks are arranged in
straight rows, all facing a leader in the front.

This figst meeting will provide you with a tremendous op-
portunity to learn more about the community.. People will be
very likely to want to get things off their chest. This will
give you a chance to define the problems and see which ones seem
to concern people most. You can soon begin to make a list of
problems in their order of importance to the communify.

For example, you might come up with a list like this:

1. Rent 2. Roof leaks

3. No bathroom 4. Don't make enpugh off
welfare

5. Streets need paving 6. Need clean-up campaign

27
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7. Roaches and Rats
8. . Junk Cars

You will also be able to pick up useful information about
the people themselves. You can watch-to see which ;eople come
in together. Notice which people sit together. You can learn
from watching to see who laughs at the things certain other
people say. It will help your organizing work to notice who
gets respect ;6diattention when he talks. Also, it will help
you to learn which people do not seem to have the respect of
the group. Nearly every dgroup has certain types of people who
will present problems to the organizer. There are the obstruction-
ists, people who are against everything just to be against it,
There. are religious people who feel that the problems of the
poor are “"God's Will." These are all problems you'll have to
face. .All of these little bits of information about people
will be helpful. The more you know about your people, the fewer
ﬁistakes you will make in yopr community organizing, and the
better your organizing goes, the sooner poor people wili get
power.

Your first neighborhood meeting is a step in the community
organization process. . Usually, no big decisions are made at a

first meeting. It's mostly a getting-to-know-each-other thing.




The meeting 1s useful as a means of getting started. You can

learn something about the people and their problems. As we said
before, it's usually wise not to get bogged down in structure
of your group at the first meeting. There will be plenty of
time for electing officers later. You shouldn't make any de-

cision at your first meeting that might come back to haunt you

later.

WHAT TO DO BETWEEN MEETINGS -- AN ORGANIZER'S WEEK

Community organization is like an 1iceberg. There ;s a
little showing on top and lot more out of sight. Meetings are
the '‘part of community organization that is above water. Most
of the organizer's work is done guietly during the time between
meetings. This section will deal with some ?f the things the
organizers have to do between meetings. A housing problem will
be the example used here, but the kind of work the organizer has
to do applies to other problems. First of all, what is a good
issue? A goad issue is one that the people will get together
on, one that they will work on, and ONE THAT CAN BE WON, If
these three things arcn't present, you don't have an issue. You
can easily see why:

1. If a problem concerns only a very few people, it

is not a community problem. If it isn't a community problem,

P
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then it doesn't really come under your community organization
work. It is true that you will have to do some '"case work" on
individual problems. But this should be only a means of streng-
thening community organization.

2. People have to be willing to commit themselves
to working on the problem. If the problem is housing or sani-
tation or jobs or whatever, it is not an issue unless the people
are mad enough to take action and not just talk.

3. You, as an organizer, do not have an issue if the
problem cannot be solved. Success is very important to community
organization. This is true especially in the early stages, but
it is always true. People gain confidence and self-pride through

successes. When they get a new stop sign through your work as

an organizer, they also get other things: pride, a feeling of

strength, and the desire to push on for more<successes. Defea§
takes away strength of the people. Sometimes you lose on issues.
This is inevitable. There is absolutely no point in fighting

a battle you know you will lose. Like taking some workers out
on strike when you know there is a huge supply of cheap labor
just waiting to get those jobs, or like tryg;g a rent strike on

a wealthy landlord who thinks his slum houses are a bother anyway

and just wants an excuse to tear them down and kick the tenants
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out. So the motto for community organization is: "Don't go
into a fight unless you have a good chance of winning." If

the people are defeated, you are discredited as an organizer.
Organization becomes harder. It becomes even harder to work
on those problems that can be solved.

Suppose your neighborhood group decides at an early meet-
ing that they want to get their houses fixed up? So, . they
tell you to look'into the problem and see what can be done.
(As an organizer, you will have to perform some tasks at first
that neighborhood folk can perform later.)

Suppose  they tell you on Monday night to look into the
housing problem and report back next Monday night. What do you’
do?

The first step is to define the problem. Your first way
of stating the problem might be: The people’'s houses are bad,
and they need fixing. Yet, this is too general to be of much
uée. You must find the answers to some questions:

l. How many people have a housing problem? All of
the Community residents? .Half? Twenty per cent? This is very
important because in order to organize, you have to have a pro-
blem that is bugging enough people to make a good iIssue.

2. What exactly is wrong? Are rents too high? Do

3<




-0~

the houses lack adequate plumbing? Are the windows and acreens

broken~down? Do the floors need fixing? Do the houses need ra-

-wiring? These facts will be your ammunition as you fight the

" problem. As armr organizerv, your job is to have answers to ques-

tivnsg like Building Inspectors and City Councilmén. The more

‘angwers yol have, the more usefunl yon are.

3. What is the vause of the problem? Who are the
landlords? Does cne man own most of the bad houses? Or do
several landlords own them?  Have they turned down the people's
requests for repairs?

4. What can be done to solve the problem? Ilere you
may tome up with any nnmhér of possible things to do;

—- go to city hall and see if there is a bhuilding code,
1f there is one, find out whéther the houses meet the standards
©of . the cbde. If they do not,;you can tell the City Council and
ask them to take action.

~— write the landlord (or landlords) and ask them to
fix the houses.

-~ if one landlord .owns enough houses that the loss of
income would hurt him, you could consider a rent strike.

Finding out the answers te these gquestions is going ta mean

that the organizer is going to have to do some hard work. But

313



-30~

it's all necessary. You, as an organizer, have to come up with
-this information so you can take the prople's general problem

-- bhad housing -=- and turn it into an issue tnat can he organized
around and, hopefully, that you can get a victory on, You should
remember that the work you do on this one problem is in addition
to your day-in and day-out joh of wmeeting the people, listening
to their problems, getting to know them, and getting/yourself
accepted as an organizer. |

So, when Monday night rolls around and it's time for the
meeting, you should have a good deal of information about the
housing problems of the community,

This is where yvon can do something that will speed the pro-
cess of organizing. When you give your report on housing, you
have two ways of presenting f;. {L) you can have your mind
made up about what to do and you can give the group only infore-
mation that supports your decision; (2) or you can tell the
folks everything you learned, suggest all the possible courses
of action, and let the group make the décision. The second way
is nore true to the spirit of community organization, The
goal of community organization is to have a group of people
working together to make their own decisions. So if you can

get started on the right foot and encourage group decisions
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1. To get all the informei - on onr poopls will ﬂﬁﬁd
to confront the landlord. The work » 1 dad to report ba~k to

the group will provide you with muci, - £ this information, What

you need to do now i1s to narrow your focus 1o this one landlord,

)

Get all the facts about his houses: How many he owns. how much
they rent for, whether they meet the b :ildivyg code (iFf there

is one), when was the last time he firad the housez  Aand 30
forth. It will also be helpful if you can c¢al pevsocnal infornma-
tion on what kind of person the landlord is: I[s ne 5 Lardlins
radical or can he be reached with reason? Where docs -2 get
his money? Will he respond better to persuasion or t¢ force?

2 To set up and conduct a pre-meeting. A pre-meete

ing is a meeting where the neignborhood people get together

and plan strategy for a meeting with an outside pcrson or ageney,

Pre-meetings are very important. They can make the dif-
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ference between a successful confrontation or one that fails. -

The power structure h;s always gotten together in small, pri-

vate groups to decide what they will do in public at city

council meetings and housing authority meetings. The community
organizer should use pre-meetings as a tool. He should talk with
the group and discuss exactly what thevpeople want from the up-
coming meeting. Do they expect the landlord to fix all the houses
at once? Some of them at once? Or will they be satisfied with

a promise to fix them sometime?

Once the objective of the meeting is decided, the organizer
can suggest tactics to achieve the objective. He can make sure
specific people are picked to bring up important points. The
organizer can provide the group with facts about exactly which
houses don't meet the housing code. He can make sure somebody
from the group is ready to stand up and tell the landlord exactly
what the people want. Details of fime and place and transpor-
tation can be worked out at the pre-meetings. Someone can be
appointed to keep notes on what happens at the meeting.

The organizer should take care at pre-meetings to explain

to the people exactly what might happen, or might not happen,

“at a confrontation meeting. He should not lead the people to-

expect overnight miracles. ' This is a hard problem, because the
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organizer also has to keep the people's hopes up and the organi-
zer also must strike a realistic balance between inspiring the
people and keeping them aware of the realities of their problems.

A good pre-meeting is a sure way of getting the most of a
meeting with the enemy. If the organizer has done his pfelimifl -
nary work, he can only wait and see how things turn out. The
landlord ﬁay not turn up. Or he may be stubborn. The landlogd
may be afraid. He may tell you to go to hell. Your people
may get shy when it gets down to the nitty-gritty of facing up
to the man. '

‘Whatever happens at a meeting -- any meeting -- should be
turned into a victory. Community organiéation<feeds on victories, . ’
no matter how small. If the landlord shows up, that's a tribuge
to your people's .power. If he doesn't show up, méybe he's
scared, and you can use that to beef up your group's morale. If
thé landlord makes a few repairs, you can point this out as a
victory, although you shouldn't be tricked by token repairs,

If the landlord gives the folks everything they asked for, you
can claim this as proof of the power of the people and the power
of. community organization. If the landlord doesn't do anything,
use his refusal to indicate that the people don't have enough'
power-and. that more organization is necessary.
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Ioth of these dangers can be avoided by the good organizer.

Hone ooy and realuisn will keep the peuple 's hiopes at a reasonable
lave i, The orgunizer can pretty well spot what the enemy's
choice of response is. The organizer can relay these to the
peopls and suggest plens of action to meet every possible move

on the enemy's part.
We have stressed the importance of action all through this
booklet. One thing toc remember is that action and planning

must go hand-in-hand. The group should never take any action

pevis

that is not ba%ked ué by good thinking and consideration of all
the things that might happen if the action is taken. Good
planning by you, the organizer, and your grGup will make sure
that the odds are good that the probable benefits of the action

will outweigh the risks involved.
A WORD ABOUT THE LONG-RANGE VIEW

Une thing poor people can learn from the power structure

man 1s the need for long-range planning.

When the power structure makes plans for urban renewal,

3
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they do it on a twenty-Iive vear pasis. Plans for public hous-
ing are made over a period of vears. Projections for spending
in other areas that aifect »oor peowle arc also made on a long-
range asis.

when the urhan venewal bulldozer is outside your house,
it's too late to say, "dey., we'd better get together and make
some plans."

As an organizer, you will be in a good position to study the
power structufe in your community. You can see first-hand how
it works. You can analyze its weaknesses and determine whare
it can be attacked. You and your fellow organizers and your
allies should constantly discuss long-term strategy. While
working on relativelyﬁshort~runge projects, Xeep in mind the
need for long-range goals. T[or exanple, if there are plans for
new public housing in your community, you must get in on the
planning. The same goes for programs in your schools. Also for
proposed zoning changes, bond issues, and so forth.

As you work, you should constantly evaluate yourself and
your work. The worst trap to f£all into is getting into a rut.
It's easy to repeat yourself and to do things because they are
easy.

1. One way you can che¢ck on vour community organiza-




tion is to find out what the people think about it.

2. Another way 1is to check what projects you have
going, which ones are succeeding, and which ones aren't doing

so well.

3. Attendance at heetings and enthusiasm are check

points.

4. Finally, a sure sign that community organization
1s going well is a high level of participation within your
neighborhood group. A strong group is one where everybody
takes part, where no one 1is afraid to speak up and where you
have many leaders.

A community organizer's goal is to work himself out of a

job with one group of people and move on to another. When you

see your people taking on leadership and responsibilities, you

know that your work is succeeding.




ADDENDUM -

PARLIAMENTARY PROCEDURE

Formal Rules for Meetings
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A motion is a suggestion that the neighborhood council
take action on something. This is how you make a motion:

Suppose you want the group to conduct a neighborhood
clean-up campaign.

1. You raise your hand or stand up so that the
chairman (the president) says you can talk.

2. You tell the group what you are suggesting. "I
move that our neighborhood council have a clean-
up campaign."

3. Someone has to back you up by seconding the
motion.

4, Then ;pere is a discussion.

S;WMThen the chairman repeats the motion so that
;veryone understands it.

6. The group votes on 1it.

Now a motion is just something that was made up so that
meetings can move along. Your neighborhood group may not need
to carry out 1its business byemotions and other formal rules.
BUT you will need to know something about formal rules St meet-
ings so you can handle yourselves when you meet with outside
groups, like city councils, school boards, or recreation com-

missions. These groups go by parliamentary procedure. The
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list below contains some of the things you will need to know
about formal meetings. You can use this list when you need

it. 1If you need more information, call someone in to explain

things to the group.
WHAT TO SAY AT A FORMAL MEETING

IF YOU WANT TO . . .

1. Stop the meeting for a short time to take a
break, you say: "MR. CHAIRMAN, I MOVE THAT WE
RECESS."

2. Set a time for the next meeting, you say: "MR.
CHAIRMAN, I MOVE WE FIX THE TIME OF THE NEXT
MEETING, "

3. Ask someone to speak louder, or open a window, or
call attention to something concerning the comfort
and well-being of the people at the meeting, you
say: "MR. CHAIRMAN, I RISE TO A QUESTION OF PER-
SONAL PRIVILEGE."

4. Bring a discussion back to the subject or get to
the main part of the agenda, you say: '"MR.

CHAIRMAN, I CALL FOR THE ORDERS OF THE DAY."

5. Correct a mistake that is against the by-laws of




10.

11.

12.

13.

14.

the group, you say: "MR. CHAIRMAN, I RISE TO

A POINT OF ORDER."

Get more information on the business being dis-
cussed, you say: "MR., CHAIRMAN, POINT OF INFOR-
MATION,"

Question a chairman's decision, you say: "MR.
CHAIRMAN, I APPEAL THE DECISiON OF THE CHAIR."
Discuss something without having to stick to the
rules, you say: "MR. CHAIRMAN, I MOVE THAT WE
SUSPENDfTHE RULES.*"

Stop a motion YOU have made,you say: "“MR., CHAIR-
MAN, I WISH TO WITHDRAW THE MOTION."

Prevent discussion of a motion, you say: "MR.
CHAIRMAN, I OBJECT TO CONSIDERATION OF THE MOTION."
Have a motion put aside until later, you say: "MR.
CHAIRMAN, I MOVE WE TABLE THE MOTION."

Bring up a motion that has been tabled, you say:
"MR. CHAIRMAN, I MOVE THE MOTION BE TAKEN FROM THE
TABLE." | -
End (or limit) a discussion, you say: "MR. CHAIR-
MaN, I MOVE THAT WE CLOSE (or limit) DEBATE."

Put something off until another meeting, you say:
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"MR., CHAIRMAN, I MOVE WE POSTPONE THIS MATTER."
15. Ask a committee or a member to study an idea or
recommendation, you say: "MR., CHAIRMAN, I MOVE

WE REFER (OR RECOMMIT) THIS TO -

16. Change or add to someone else's mQtion, you say:
"MR. CHAIRMAN, I WISH TO AMEND THE MOTION.W (Yyou

CAN AMEND A MOTION ONLY TWICE.) .
OTHER WORDS YOU SHOULD KNOW

ABSTAIN - Not voting one way or the other on a moﬁion.

ADOPT - To approve or accept.

APPOINT - To assign a person to a job or position.

CAUCUS - A meeting of organization leaders to decide
policy, candidates and/or plans.

<
CHAIR (THE) - Position held by chairman or leader of

v/

group.
COMMITTEE - A small group that studies, reports on and
recommends part of an organization's program.

GENERAL CONSENT - A silent, unanimous vote; 1if even

P

one member objects, the motion must be voted on.
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12,

13.

14 .

le.

17.

18.

19.

20.

-4 1~

MAJORITY OPINION - The decison of most of the.voting
members of a group of committee.
MINORITY OPINION -~ The decision of less than half of the
voting members of a group or committee
MINUTES - Official record of a meeting
NOMINATE ~ To recommend a person for election to ofiice.
(Nominations do not require a second.)
PENDING - Undecided; still before the group.
PRO TEM - Latin for "temporary".
PROXY - Permission from another member to vote or act
for him.
QUESTION - Another name for a motion
RESCIND -~ To take back; withdraw.
RESOLUTION - Another name for a mot%gn; a policy state-
ment.
STANDING COMMITTEE - A committee that continues from
yvear to year; a permanent committee.
SPECIAL COMMITTEE.- A committee that is appointed
| or elected to handle 6nly a specific
thing; a temporary committee.
SUBCOMMITTEE - A smaller committee fgrmed within a

committee.
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VETO - To disapprove.

21, UNANIMOUS VOTE - When everyone votes the same way.

<




PROPOSAL
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Sometimes .t bhacomes necessary for the community organi~

zation to seek support from outside sources or agencies. Get-
ting people involived 1in activities for change at certain points
may reguire funds or support for the expense of the operation.
Sometimes (issuc-oriented groups) you may need funds fér office
supplies, personal assistants to help persons who are facing

loss of jobs and other pqssible reactions from the pbwer struc-
ture. There are certain points to remember about accepting funds:

1. VYou should not accept funds from persons or
organizations that are.not trusted by the
community (politicians, churches, civic clubs,
etc.).

2. You should not accept funds from political parties
that may hinder you from gettifg funds from other
sources with different political orientations.

3. Your organization should stipulate who to accept
funds from, how the funds will be used and what
rolé contributors will play in the organization.
(personal contributors)

4, In the case of foundations or other agencies (OEO)

there are certain guidelines the organization will

have to follow.
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Lt ¢ s o ot before apn oving for any funds
thi mhe o Launity has oo s e point da itbs

organization to handle funds without spliting

the «vvation.
Do nci wvapect to he funded in a day, week, ov
month. It takes time to get funds because thay

are scarce and there 1is competition from other
groups or organizations,

Do 1ot build the hopes of the members of the
community o organization about getting funds.
Find out how the community will react to money.
If they are too eager about who will spend the
money or how the money will be spent or asking
for certain positioné, then thgy are not ready
to handle large sums of money.

Remember funds are only to help the organization
to be more gffective. The organization must keep
its purpose and objectives in mind (to better
the conditions in the community).,

If the organization is funded it is important

that the money is used properly.

00
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SIMPLE STEPS IN WRITING A EROPOSAL

There are certain points to c¢onsider in writing a pro-
posal, (This sample is only a guide for writing a proposal,

This is not a proposal.)

1. It is always imgortant to write to the
foundation ox organization réquesting infor-
mation about their organization. This is
necgessary in order for you to know what kind
of organization they will lend support and what
they expect from you, The information will let
vou know what kind of proposal to write and
what to incluyde or exclude, o

2, The form and structure of a proposal will vary

according to the purpoge and objectives of

the community Qr organigation,

SAMPLE OUTLINE;

l, A general area background = city, state county.
2. It should include population total, black and white

ratio. Past activities of the group. 1In the case

ol
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the empi. . oont vate, job

-
0’

Opruat i es, unemploymernt, wanor wundustriew,

black owned business and approximate average

incrne.  Existing prograns ‘government or private)

or community groups or other cooperatives.

2. Description of Program - kind of program and

1

purposs of p}oéra'. Expléin.how thﬁs pfogram
differs from.othgr‘progfams ekisting in the
communiEy and how this‘prOgram relates to other
program. How long will the program last and
'how‘many'pefsoﬁs'wili.the“ﬁrogram involve or em-
ploy. 'wa'aées'tﬁis'pfbggéﬁ relate to the
probleﬁs of" the general'cémmunify. A structural

diagram of ‘the brgénization (Obmmuhity organi-

'
'

zation only) .

3. Personnel Duties and Responsibilities - Explain

the functions of each position and how they

relate to the organization.

-

4. Budget Outline - Explain in outline form hoW‘monéy

.

will be spent. == sRmee

ERIC . 02
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GENERAL INFORMATION

ON

CITY, COUNTY, .AND STATE GOVERNMENT

<
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This is a general outline of c¢ity, county, and state
government. This may vary from one area to another. It will
be safer to find out the structure of your city, county and
state government. it is important that you know wha£ |

agencies or department you are attagking and its functions.

<
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