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Mentoring a Movement
Empowering People

Preventing Harm

About the Center for Health, Environment & Justice

CHE] mentors the movement to build healthier
communities by empowering people to prevent
the harm caused by chemical and toxic threats.
We accomplish our work by connecting local
community groups to national initiatives

and corporate campaigns. CHE] works with
communities to empower groups by providing
the tools, strategic vision, and encouragement
they need to advocate for human health and the
prevention of harm.

Following her successful effort to prevent further
harm for families living in contaminated Love Canal,
Lois Gibbs founded CHE] in 1981 to continue the
journey. To date, CHE] has assisted over 10,000
groups nationwide. Details on CHEJ’s efforts to
help families and communities prevent harm can

be found on www.chej.org.
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Chapter 1

Introduction

This handbook is for leaders who want to

start or strengthen organizations addressing
environmental and/or health issues. The first
section describes organizing methods applied
to environmental issues. We rely heavily on the
long history of community organizing in this
country and have added our own experiences.
Other sections in this handbook will cover
other aspects of environmental contamination,

including health, scientific and legal topics
you will need to think about.

This book is not a “Bible”, not infallible and we
don’t expect for you to “follow a script” when you
deal with your community’s problems. Instead, we
hope we raise the right questions and offer some
useful ideas. Ultimately, through your own work,
you will be writing your own book.

www.chej.org n chej@chej.org



Chapter 2

Gathering
Information

Why Organize?

History shows us that the only effective way to resolve
environmental problems is for people to join together.

By doing this, they create enough pressure on the
government and corporations to insure that the needs
and concerns of people are addressed. Organized
groups are the most effective way to solve problems.

The experiences of those involved with Love Canal
and other communities demonstrate how vital it

is to organize to address environmental problems.
Effective community action at Love Canal resulted
in over 1000 families being given the option to
evacuate their neighborhood, with the government
buying their homes at fair market value. In Enfield,
Connecticut, citizens prevented Browning and Farris
Industries (BFI) from locating an unsuitable waste
disposal facility in their area. In Riverside, California,
citizens successfully forced the government to clean
up an illegal dump site. If these communities had
not organized, the outcomes would have been

very different.

Corporations are so strong and public officials are so
unwilling to act that you can’t fight them alone. One
person can collect amazing, shocking facts, write

wonderful letters and give articulate testimony,

but nothing will change. When you unite your
neighbors and the community into an organization,
you have the best chance to make change. That’s
what this handbook is about: A systematic and
planned approach to organizing.

How Do | Know If | Have a Problem?
Organizing starts when one or two people become
convinced that something is wrong and they decide
to do something about it. Do you think you have a
problem? Are your kids sick? Have your neighbors
told you they’ve seen barrels or dumping in your
neighborhood? Did you hear that a company is
eyeing your neighborhood as the perfect location
for a new hazardous waste facility? Observing
what’s going on around you and talking to your
neighbors is the first step in forming an organization.

Before you do anything else, you need to investigate
your suspicions. Evaluate whether your concerns
are valid and whether you can pull together enough
detailed information so that you can talk to people
without them thinking you're a crackpot. Some
leaders feel more comfortable researching the whole

www.chej.org a chej@chej.org



problem before they begin organizing people. Other
leaders will simply do enough research to confirm the
problem and then recruit people. They use research
later as a group project that gets people involved. We
favor the latter approach, since an organization is only
as strong as its members and research helps develop
strong members. No matter how you handle research,
you will want to know as much as you can about the
dump or the proposed site, such as:

« Who are the past and present owners of
the property?

« What was dumped there in the past?
« Have any complaints been filed?

« What government body has the authority
to issue permits?

« Does the owner of the old or proposed site
have a permit?

There are many ways to get this information.

First check the planning board, City Hall, county
health department, your local newspaper and

public library. The local planning board may have

the original design plans, or the future plans. At City
Hall or your county building, you can look at the
deeds to determine the history of ownership, tax
records and rulings on zoning applications. Your
local health department can tell you if any health

or environmental complaints have been filed, if any
tests have been conducted and their results and if
any future testing or clean up activities are planned.
State and federal agencies should have information
on permits, permit applications and environmental
testing that might have been done on the site before
or after waste has been dumped. Your local newspaper
may have relevant news articles in its clippings file
that you may have missed or that were printed before
you moved into the area.

Next, cover the bases with your elected city, state and
federal representatives. By contacting them, you put
them to work doing what you elected them to do.
They can get information for you faster than you can
by going through normal bureaucratic channels. You

Gathering Information

4 )

Potential Sources of Information

City Hall/county building
County health department
State environmental agency
Federal E. P. A.

Elected officials
Newspapers

Library

Note: You will need to decide who will be
responsible for collecting information and

formulate a time frame for collecting it.

\_

also alert them to the fact that there may be a
problem that you are concerned with and that
they had better get concerned too.

Tell each official that you want an answer

within a specified, reasonable time, say two
weeks. Follow up each conversation with a letter
repeating your questions and saying, “As per our
telephone conversation on (date), I will expect
your response to the questions by (date).” By
doing this, you have a record of the conversation,
areminder to the official of the agreement s/he’s
made with you and you’ve expressed your
seriousness and determination.

Handwritten letters are fine. Be sure that you hold
up your end of the bargain. If you say you’ll follow
up in two weeks or provide the legislator with
certain information, be sure you do it.

As in the sample on next page, create a note card
with a list of local legislators’ names, phone numbers
and email addresses. Keep this information handy
by putting the card on the refrigerator or otherwise
posting it. Contact information for your legislators
can usually be found online

Note of Caution: Some bad things can happen if you
get elected officials involved at the beginning of your

P.O. Box 6806 | Falls Church, VA 22040 | Phone: 703.237.2249 | Fax: 703.237.8389 | www.chej.org 3
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Fight To Win: A Leader’s Manual

Names and Contact Info to Remember

Mayor:

Phone Number:

Email:

County Commissioner:

Phone Number:

Email:

State Senator:

Phone Number:

Email:

\_

State Representative:

Phone Number:

Email:

U.S. Senators:

Phone Number:

Email:

U.S. Representative(s):

Phone Number:

Email:

/

organizing. For example, they could turn your
issue into a political football to make themselves
look good for the next election. They are probably
inclined to take a very conservative approach and
this could cause splits in a new group over tactics.
An official may act genuinely interested in your
cause and offer to take it on, but never follow
through. Remember that the “system” probably
had alot to do with causing the problem. The
same legislator who wants to be helpful might
have voted for the dump you want to stop.

So what do you do? If your group is very new, unsure
of itself or divided about tactics, disregard our advice
about contacting legislators until later when you

are ready to handle them. Before contacting them,
be sure you understand that legislators work for you
and not the reverse and be sure your group is strong
enough to prevent the legislators from taking it over.

What Do | Do When No One Will

Give Me Any Information?

You can always get the information you want — some-
times it’s just a little harder and takes a little longer. As

long as you can identify which agency might have the
information you need, you can use the law to get

it. For example, there’s the federal Freedom of
Information Act (FOIA).

Write a letter to the appropriate agency (using
information you can get from your elected officials)
saying, “Dear Mr./Ms. :Tam
requesting, under the Freedom of Information Act,

all correspondence, memoranda, reports and tests
(soil, air and water) and results with analysis on...”
See sample letter on the next page.

Under law, they must give you the information, the
reasons why they won’t, or some other reasonable
explanation within ten working days. Since most of
the agencies you will be contacting are likely to be
backlogged, expect some delay, but use this as a
reason to be even more insistent. Be sure to “c.c”
(carbon copy) your senator or representative.

Under FOIA, agencies can charge you for collection,
copying and mailing information. They can also waive
costs if the request for information is “in the public
interest.” It used to be easy to get such a waiver, but

4 Center for Health, Environment & Justice | Mentoring a Movement, Empowering People, Preventing Harm



Gathering Information

the feds are a lot stricter now. The best way to improve  these state laws cover state and sometime local

your chances for a waiver is to have the FOIA request  agencies. Check your state law to see how it works.

filed by a legitimate community group. So, you may
want to wait until your group is formed before you
file your request.

If you can’t get what you want from the state,
think about reports they have to file with the
federal government. Often the same information

Most states have laws similar to the FOIA, usually you want from the state is on file with a federal
called “open word” or “sunshine” laws that apply to agency and you can file an FOIA request with
state agencies. FOIA covers federal agencies and that agency to get it.

/

Sample Freedom of Information Act Request
Joe Victim
27 Dioxin Drive
Sludgeville, XX 00000

August 21, 2006

Mr. I. Knownothing

EPA Administrator
Environmental Protection Agency
Ariel Rios Building

1200 Pennsylvania Avenue, N.W.
Washington, DC 20460

Dear Mr. Knownothing:

I am requesting under the Freedom of Information Act the following information on the
Chemikill Landfill located on Benzene Boulevard and Dioxin Drive in Sludgetown, XX:

« All reports, summary reports and statements, analytical results and interpretations
to and from EPA, other parties and agencies

« All correspondence and memoranda to and from EPA and other parties or
agencies regarding this land fill

I would appreciate your quick response to this request, as required by law.

Sincerely,

Joe Victim

CC: Senator Blowhard

J
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Wow! Look What | Found! | Don’t Know
What It Means, But Give Me More!
Once you have received the information, you
may need help interpreting it or feel you need
to collect more.

For help in interpreting data, try contacting your
local colleges and universities. Keep an eye out for
individuals named in the local newspaper and the
people reporters go to for information. Call reporters
who wrote the article and ask for their sources’ names
and phone numbers. Be careful that the person you
are asking to interpret information is objective and
not under industry or government influence. There
are also many organizations like CHEJ, which can
help you. Call us and we will be happy to help you
find one.

When you get expert help in interpreting technical
information, try to have the experts teach you how to
do it. This way, you’ll be sure of the information for
your own needs and, for the next batch of technical
data, you'll be less dependent on the experts.

On the urge to collect more and more information,
beware! We know that once you've had some
success in amassing data, it’s hard to stop. Stop

and think, “How much information do we need
before we're sure that chemical ‘X’ is harmful?”
“How much more information on the law and
regulations do we need to be sure that Y’ Agency
is responsible for dealing with this problem?” and
“How much more proof do we need to be sure that
“Z’ Corporation is responsible?”

At some point, you have to stop collecting data
and get ready to DO SOMETHING! Gather just
enough information to be able to back up your

suspicions and, hopefully, mobilize your community
organization. Remember, once you’ve formed your
community organization, you'll have a lot more
people available to do further research and make
contacts. It’s a lot easier when you don’t have to

do it alone.

Isn’t Gathering Information

Really a Waste of Time?

Instead of wanting to gather more and more
information, and write more and more letters,
you might get discouraged and begin thinking
it’s all a waste of time. It’s not—it’s priceless!

Love Canal is a good example. Since the dump
there looked like a harmless open field, most people
were unaware that there was a hazardous dumpsite
in their neighborhood. After contacting local and
state government offices, residents discovered that
Hooker Chemical Corporation at one time owned
the property and had dumped about 20,000 tons

of chemical waste. They also found out that there
were numerous complaints on file at City Hall

from residents, that an environmental assessment
was conducted in 1976 by local health officials and
the U.S. EPA, and that the local paper had run stories
on Love Canal and its problems. They also learned
that the local school board had maintained minutes
of their meetings when the land changed hands
from Hooker to the school district. These records
described the difficulties the local board had in
building the school due to the buried wastes.

These facts settled suspicions local families had
about why their kids were so sick, neutralized the
doubters, and gave the residents the ammunition
they needed to start an organization and win.

6 Center for Health, Environment & Justice | Mentoring a Movement, Empowering People, Preventing Harm



Chapter 3

Starting a Group

How Can They Do This to Us?

Now that you have gathered the information,
you're outraged at what you found out and want
to do something about it. Your family’s health, lives
and future are at stake. Your biggest investment,
your home, is devalued. You're angry and you're
ready to go.

Stop! Think about what one local leader told us,
“I went to the authorities alone to ask for help and
I was told to go home, to stop causing trouble. I
was quickly dismissed as a hysterical housewife.”
When she came back later as part of a group with
hundreds of members, the response was, “Let’s

sit down and talk”

How do you get hundreds of people involved in
an organized effort? Organizing a community
around a toxic waste issue is not as hard as you
might think. Everyone is affected, whether they
believe it or not. The water they drink, the air
they breathe, and ground they walk on could be
contaminated. Once you can show them how
they are or will be affected, they will have a self
interest and be much more willing to become
involved.

The beginning steps are to inform the public at large
about the problem and talk to people, one by one,
door-to-door. Some groups start by doing these two
steps simultaneously. Some go public in the media
first and others start by recruiting an initial, core
group of dedicated people. The right answer is the
one that works in your community. You have to
decide, first, what you are able to do (given your job
and other commitments on your time) and what
will be the most effective way to get your neighbors
involved. The bottom line is getting people involved.
There aren’t many communities that will accept any
crusader as a “messiah” and obey his or her will.
Organizing is a systematic process.

Next, gather your facts. Distill them down into
understandable form. Whether you decide to go
to the media first, or go door-to-door, you will
have to be able to state the facts clear and simply,
usually in the form of a one-page “fact sheet” A
reporter may want to look at your data; so might
a concerned resident you meet at the doorstep.
But getting that person interested in the first place
means being short and sweet.

Fact sheets are, as the name implies, a recital of

www.chej.org chej@chej.org
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Sample Fact Sheet
(Hint: Use colored paper; people think colored paper
means a party or sale, thus they’ll read the flyer)

Dear Fellow Neighbor, did you know that:

Fact: Chemikill Industries has a chemical
landfill in our neighborhood at Benzene
Blvd and Dioxin Dr.

Fact: Chemikill’s landfill contains 10,000 tons
of chemical poisons, mostly deposited
in barrels.

Fact: Metal barrels (drums) rust, leaking raw
chemicals into the ground.

Fact: The local county health department
has tested the soil outside the landfill an
found the same chemicals that Chemikill
buried in our soil, our air and our water!

Fact: Our lives may be in danger from exposure
to these chemical poisons (many cause
cancer, birth defects and death) in our

neighborhood.

For more information, contact:
Mr. Joe Victim at (123) 773-0021
101 Your street, East Sludgeville

J

facts. Be sure to list your name and how you can be
contacted. Include the location of the site, what is

or might happen at that site and how it will affect
people. Think about other information that will spark
interest. You may want to include who owns the site,
who put waste there, what has happened already and
what needs to happen. Keep it Short and Simple (the
K.LS.S. rule). The rule-of thumb is that no one will
read something that either puts him/her to sleep

or gives him/her a headache. No one will act on
something they don’t understand.

Many community organizers will not distribute a
fact sheet unless it contains a “hook” of some sort.

A “hook” is a recommended action you are asking
people to take. People show their concern and start
to get committed to the work by doing. So, your fact
sheet should ask people to do something (come to a
meeting, write a letter, something).

Once the fact sheets are done, get as many out as
possible. Sometimes, all you want to do is get the
facts out fast as possible to as many people as
possible. If this is the case, you, your friends, your
children and their friends can simply cover the
neighborhood and shove flyers under doormats or
doorjambs. Other times, however, you will be using
the flyer as a tool to do serious recruitment of new
members. Here, you will be going door-to-door
and talking to people. Your fact sheet/flyer serves
as a prop to explain your position, gives people
something to look at later, and serves to remind
them of an action your group is taking. More on
recruitment later.

Who Are You? What’s Your Name?

At some point early on in your group’s development,
your group’s going to need a name. It’s a big decision
because your name obviously says a lot about you.
One of the most important things to consider is,
“Who do you want to reach?”

If you want to reach everybody and offend no

one, then you’ll probably want a very neutral name
(example: People for Niceness). If you want to focus
on a particular area, but want to involve everyone who
lives there, try something like the “East Sludgeville
Improvement Association.” If you want to get a little
more specific about the issue, try “East Sludgevillians
Against Toxics.” A more positive version might be
“East Sludgevillians for a Safe Environment.”

These kinds of decisions are tactical ones. Exactly
whom do you want to reach? Some groups will
fail because they try too hard to involve everyone,
water down their positions, and take wishy-washy,
least-common-denominator approaches that are
doomed to fail from the start.

Other groups define themselves so narrowly through
their name and their tactics that they can never gather

8 Center for Health, Environment & Justice | Mentoring a Movement, Empowering People, Preventing Harm



enough membership support to win.

Who decides on the name? There’s no one right
answer, since this too is a strategical question.
Sometimes, it is best for the initial core group of
leaders to do it as a way to get started. Other times,
it makes more sense to hold off on that decision

and let a larger group get involved. Some groups

do it both ways by having a temporary name to start
(e.g. East Sludgeville Toxics Organizing Committee)
and then adopting a new name once the organization
gets of the ground (e.g. East Sludgevillians for a Safe
Environment).

One general tip that holds true no matter how

you handle the name question is that your name’s
initial ought to spell out an interesting word that will
grab public and media attention. At CHE]J, we work
with groups with initials like: END, CATCH, SAFE,
SUFFER, COPE, CURE, RESTORE, HEAL, LIFE,
STOP IT, CARE, CONCERN, SCALD, CLEAN,
HOPE, STOP, CAP, HELP, VOICE, RESCUE,
RAG, GASP, HALT, OUCH, SCREAM, TEACH,
and MAD.

Starting a Group

Think it through. At Love Canal, the group called
itself the “Love Canal Homeowners Association” and,
throughout its history, had to live with the fact that
the name turned off people who rented, even though

€ 431dVHO

the group never intended to cause offense and really
wanted everyone in the neighborhood to join.

Where Do You Distribute Your Fact Sheets?
Analyze your community. Go where the people

are. Identify the neighborhoods that are directly
affected, since this is where the most people are

who will have a self interest and be most likely to

get involved. Where do people hang out? Where

are the friendly churches or other allies? Where do
people go (laundromats, stores, community centers,
bowling allies, bars, etc.)? You'll need to do your
“community analysis” in more detail later when your
organizing campaign grows and you are ready to
expand your group (this is described in detail later on
in this handbook). For now, you do need to address
these basic questions to get started.

P.O. Box 6806 | Falls Church, VA 22040 | Phone: 703.237.2249 | Fax: 703.237.8389 | www.chej.org 9



Chapter 4

Sharing What You
Have Learned

Three young organizers made the long drive through rural California to meet
famed farm-worker organizer Cesar Chavez. After their hard dusty journey, they
sat with him and asked, “Cesar, how do you organize?” Cesar replied, “Well, first
you talk to one person, then you talk to another person, then another person,
then you talk to another person...” “But, how do you organize?!” they insisted.
Caesar repeated, “First you talk to one person, then to another...”

Can | Organize Without

Going Door to Door?

There’s no substitute for face-to-face contact
when including people and building membership.
You can call people on the phone, send flyers in
the mail, distribute leaflets and get lots of media
exposure. However, to build the relationships that
will hold an organization together, you must meet
and talk to people, one by one.

First, you have to go and knock on someone’s door.
When you knock on a new person’s door, there’s
that awkward moment when the person is trying
to decide whether to slam the door in your face.
Your opening lines have to be clear, open and
appealing. The person is wondering, “Who is
this?”, “What’s s/he selling?”, “What does s/he
want?”, “How do I get out of this?” Think about
your own experiences with strangers coming to
your door. What makes you decide to talk to
them? What makes you decide to close the door?

People will ask, “Who sent you? Who are you
connected with that I know?” These are credibility
questions you need to work out in advance. If you
can say, “I was just talking to your neighbor, Mrs.

Jones, and she said you'd be a good person to talk
to,” or “Rev. Smith is working with us. He’s letting
us use the church basement for our meeting next
week,” you have borrowed credibility and have
bought yourself a few more seconds to interest
this new person.

The person you're talking to isn’t stupid. S/he
knows you want something, so what is it? Are
you passing around a petition? A petition is
an excellent door opener. Many organizations
use petitions for the purpose of collecting
names and addresses of concerned residents.
The petition usually won't solve the problem
(in case you have any illusions about their
effectiveness), but they’re great organizing
tools.

The petition should be worded somewhat
generally, but also to the point. For example,
“We, the citizens of Sludgetown, want the
Chemikill Landfill investigated to determine if
it is leaking and if so, to determine the extent of
the contamination. If contamination exists, we
want to clean up the site to protect public health
and our environment.”

www.chej.org m chej@chej.org



Sharing What You Have Learned
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How To Set Up a Petition
We, the citizens of East Sludgetown, want the Chemikill Landfill investigated to determine if it’s
leaking and if so, to determine the extent of contamination...
Name Address Phone/Email

\_ )

If you circulate a petition making more specific or
drastic demands, you may alienate people who do
not yet understand the circumstances well enough
to support you. For example, if you ask to have
everyone evacuated from the area, you may find that
at this stage of the fight, people are not convinced
that a serious enough problem exists Later, when the
issue does heat up, these families may not sign your
petition or even talk to you. If you demand that Che-
mikill immediately clean up the site without enough
commonly understood information, people whose
jobs depend on that industry will not only refuse to
sign, but will likely become your opponents.

Along with your petition, bring a bound notebook
(one where you won't tear out the pages) and
copies of your fact sheet or flyer. Use the notebook
to collect information from the people you meet,
such as things they know about the site. Also

make notes about the people, such as what they
have agreed to do and what you’ve promised to

do for them. Keep all promises you make! If you
say you'll get back to them tomorrow, do it!

Now that you've got all your equipment together,
you're ready to start knocking. Rehearse your lines.
What do you want to say? Here are four sure-fine
questions you should be able to answer in those first
30 seconds when the door opens:

«Iam... (your name).

« We are... (your group and what it’s about
in 25 words or less).

« This is... (your petition to deal with the
Chemikill Landfill problem).

» We want... (your support, your name on the
petition, your body at the next meeting, your
money to help our cause, or whatever).”

You can practice this “rap” in front of the mirror
or with your spouse or children. Even better, if
several of you are going door-to-door, role-play
your presentations with each other until you all
feel comfortable doing it.

Try to deal with your self-doubts. Will they slam the
door in my face? Will they think I'm crazy or some
wild-eyed radical? Will they think I'm looking for
publicity or running for office? Will they think I'm
trying to close down the local industry and steal
their jobs? Don’t worry! Knocking on strange

doors is always a bit scary at first, but once you

have done it a few times it gets much easier.

So now you're at the first door. Knock on the door,
smile, introduce yourself, say where you're from (or
who sent you) and give your presentation. Use your
props. Hold out the petition and hand the person
your flyer. If you get through the first 30 seconds
without having the door slammed in your face,
proceed onward to try to get a commitment from
the person.

Try to get invited in. Make personal connections.
Do you know this person? Who do you know in
common? What do you share in common? If s/he
is willing to sign the petition, go for more. Listen to
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his/her story, their reaction to your group’s issue,

and how s/he ties it in to their own experience and
tuture plans. The more people talk to you and the
more they realize that you are genuinely listening,

the stronger the bond between you. Ask if there are
any questions you might ask the authorities the next
time you speak to them and then encourage your new
contact to ask the question him/herself. Write the
questions down along with each person’s name and
be sure to get back to them.

Want to Buy a Clean Up?

Whether you're selling brushes, vacuum cleaners

or toxic waste solutions, the time comes when you
have to close in for the sale. In organizing, the “sale”
is the person’s commitment to do something. Signing
a petition is fine for most people, but you will meet
new people who can and will do more, but only if
you ask them.

Use your judgment to gauge what each person might
be willing to do. Everyone can do something unless
they're either in a coma or a coffin. Request concrete
things and ask, “Can you give me the names of some
other people who might be interested?” “Will you
contact them?” “Can you bring two other people

to the next meeting?” “Can you give a ride to one
other person?” “Could you pass out flyers on this
block?” “Would you be willing to be host for a

block meeting?”

While you're making concrete requests, ask for
concrete commitments. Ask your new friend for
a specific time when s/he will have done what
was promised, or when you can check back. If
you leave things like this vague, then you really
don’t have a “deal.” Organizations get stronger
when the members trust each other and count
on each other to honor their pledges.

So what if the person you meet says no, or worse,
is obnoxious, hostile or unfriendly? There’s little
to be gained by getting into an argument on the
doorstep. Remember to kill them with kindness.
Our experience is that in many cases, people who
wouldn’t support the organization at first later

become some of the hardest workers. An easy way
to end an ugly conversation is to say, “Everyone is
entitled to their own opinion and you certainly
expressed yours. Thank you.”

By always being nice, or at least polite, no one can

say, “Joe Victim called me a narrow-minded jerk,” or,
“When I called his/her office for information, he was
rude to me and I'm a resident too.” Remember the old
saying, “If brother teases sister and sister screams, it’s
fun, but if she doesn’t react, then brother finds some-
thing else to do.”

Wow! A Petition with 1,000 Names!
What’s Next?

Set up a meeting. It’s there that people will get
together and start the real campaign going. If
you don’t meet, then you are not giving people
the chance to make decisions and if you deny
them control or ownership, don’t be surprised if
they refuse to do the work.

Holding good meetings is a challenging task for
most community organizations. We’ve all been

to meetings that were only slightly more pleasant
then an impacted wisdom tooth. When people

are forced to endure a bad meeting, they don’t feel
good about the organization and tend to complain
more about how bad meetings are than how awful
the issue you're working on is. Careful planning
can prevent this.

Before every major meeting, leaders should get
together and have a planning meeting. Figure out
who needs to come to the planning meeting. Who
are the key leaders and decision-makers in your
group? Invite those you can count on for their
good ideas and invite others so that they’ll feel
involved and have a sense of ownership. Decide
what to do if people cause trouble. If they’re not
involved from the beginning in the planning
meeting, let them spout, even if it’s disruptive

so that they will then have to take responsibility.

At your planning meeting, you should accomplish
the following:
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« Decide why the meeting is being held and
what you would like the outcome of that
meeting to be.

« Set an agenda and assign tasks among the leaders.

« Decide who will be invited and make a plan to
get those people out.

In order to have a meeting, you need to find a place
to hold it. Many groups use church halls, not just
because they are cheap and accessible, but also
because that is one way to enlist the support of the
churches. Church support also gives your campaign
alot of credibility. Think about walking distances,
bus routes, parking, car-pooling for the elderly and
handicapped and the comfort offered by your
meeting place.

Once you've identified a place, pick an evening (since
most people are busy during the day) when there are
few conflicting events going on. You should check TV
schedules to make sure you don’t have to compete
with a popular show or special (think what would
happen if you held a meeting on the night of the

last game of the World Series, or on the night of an
important PTA meeting or school event).

Your agenda should include introductions, a short
background on your organization and its goals, and
an open discussion that leads to a discussion about

Sharing What You Have Learned

action. The action discussion is the heart of the
meeting: What do you want to do? Why do you want
to do it? What will it accomplish? What must be done
in order to accomplish it? Who will take responsibil-
ity for the steps and tasks? Use newsprint or a chalk-
board to list these things and help people

to arrive at a decision. This should all be prepared

in advance at the planning meeting.
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Once the logistics, agenda and leadership assign-
ments are set, you need to make a plan for getting
people to come. These meetings are the place where
people will really decide to become members and get
involved. It’s the next logical step after you've talked
to them, got them to sign a petition and gave them a
flyer. The flyer is the basic tool for turning people out.
While you can put notices in the local newspaper and
on radio and TV, you will get a higher percentage of
turn out when you hand out flyers and talk to people.

Flyer should include:
« Who's holding the meeting
« What it’s about
« Where it’s being held
« When it takes place
« Why people should come
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Chapter 5

Mapping (Analyzing)
Your Community

Community Analysis

Now you may be wondering, where you should
hand out your flyers? Here’s where the leaders
at the planning meeting need to do community
analysis. Since meetings are where people make
their real commitment to join, think about how
you will recruit people to come. We suggest you
make a map of your community. Draw the area
around the waste site and begin filling in the
streets around it. Where do the leaders and
others you can count on live? They can be
“block captains” and take responsibility for
door knocking on their streets. Where do you
have members already? Are there any holes

in the map where you don’t have members?
Where are the churches, social clubs and

other places where you can put up posters

or have announcements made?

-
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Mapping Your Community

« Get a large piece of paper and borrow
your kids’ colored markers or crayons.

« Draw a rough outline of your
neighborhood with the disposal
site included. Mark it with a skull
and crossbones.

« Draw in streets, roads, rivers, and
rails lines.

o Mark where the leaders live and
where members are concentrated.

« Mark friendly institutions, such as
churches, social clubs, businesses,
agencies, and every other place that
will support your efforts.

« Add anything else that is important
in thinking about your neighborhood

like an organizer.
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Mapping (Analyzing) Your Community
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Stop! What does this map tell you about the
organizing effort so far? You can see that most

of the leaders and members are clustered around
the dump. Very few members live in the wealthy
neighborhood (you can often tell by the water,
park land, and winding roads). There are very few
members east of the dump where leachate could
be running into the creek. There are a good number
of members on the west side near the community
center. Why is this information important? What
do you do about it? You decide!

As time goes on, you should formalize this map
and use it at every meeting. You can get a large map
of your neighborhood from various offices at City
Hall (planner’s office, Registrar of Deeds, Board of
Canvassers). At Love Canal, a map analysis such as
this was used to prove how toxic waste had seeped

from the original site into the entire neighborhood.
This was done by plotting out patterns of illness and
matching this up with the paths of old streambeds.
(This is described in more detail in Love Canal: My
Story, available from CHE]J).

Doing a community analysis is an on-going process
that starts the first time you think about organizing
your neighborhoo