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LETTER FROM NOA'S EXECUTIVE DIRECTOR

Dear Colleague:

Welcome to the first draft of Practicing What We Preach, a look af how we treat each other in our
organizations.

Our hope? Dave Beckwith, one of NOA's Steering Committee members, describes it this way: “A
movement of organizations where the staff is learning and growing throughout a long career, where
we can be whole and healthy persons, where we can follow the pull of our passion for justice, and
mentor a next generation that's better than we are.”

Practicing What We Preach reflects the confributions of dozens of NOA members around the country
who share that vision. And it is a reflection of NOA's mission to advance progressive organizing and
support, sustain and challenge the people who do that work.

From NOA's inception, that question of organizer sustenance has been linked fo the culture of
organizing and how folks are treated on the job. The first issue of The Ark included some of what we
learned from our early interviews. One young African-American organizer told us, “| love the chain-
smoking nicotine addicts of my past but it's not an appealing lifestyle. Sure we can get alot done if
we work 60 hours a day, but we should be inviting people into a lifestyle that's healthier. If the
institution can't fransform the lives of its direct members, then how can it really hope to make a
difference in anybody else'se”

“It was my first real drive,” a Latina organizer told us, “and | was the only Spanish-speaking organizer for
a unit that was 70 percent Hispanic. But | felt like | had no ownership of the campcign....I got o spend
no time with my husband. It was already hard dealing with all the adaptation problems of immigrants,
and this made it more difficult. They didn’t care about me as a person, only as an organizer.”

From the start, it became apparent that the culture of movement work favored those with other
economic or social support systems, people with limited responsibilities, and those wiling to place their
work above their health or their families. Mirroring our larger society, these factors of priviiege and
priority generally meant that the field was dominated by white males, even as the "froops” became
more diverse.

We finally started Practicing What We Preach when, over a three year period, three NOA Steering
Committee {women and/or organizers of color] were fired during staff unionization efforts. Both in
unions and community organizations, these situations make us queasy, since we generally love and
respect the organizations, at the same time as we cannot reconcile the practice.

But it is only one of the uncomfortable situations that propel organizers cut of organizations, and into
other fields. NOA is frequently a place of first resort for organizations seeking advice on personnel
clauses and practices -- and a last resort for organizers on the edge of implosion in their current jobs.
Over the years, we have handled these questions and crises on a case-by-case basis, but we began
to recognize that there are some common systemic issues and some possible systemic solutions.

This was reinforced by the folks who contfributed to this document. In focus groups and interviews, EDs
and fine organizers alike told us how desperately they want vibrant, healthy organizations. They
described the need for much greater support from funders, boards and other organizers to achieve
better freatment. pay and training for staffs. They were eloquent about feeling trapped by insufficient



resources, combined with a Iock of good models ond an cbsence of superv&sory 1rcun|ng and staff
development.

This report seeks to identify both the written policies and organizational texture between the lines that
either encourage or defer longevity and joy on the job. Reading through the comments, | was '
challenged to reflect on our own organizational practices. | was excited to see the range of
experiences and ideas. And | was, as.always, awed by the passion and insight that characterize our
co-workers in the field.

What hoppens nexte That's rec:lly up fo NOA members and the practitioners in The field The beou’ry of
the best practices stuff is that it gives us a chonce to go to our boards and say, “See, everyone is
offering a pension plan these days.” Or to go to a funder and say, "No way we're adding another
organizer with only $15, 000 give us more!” There are many posmb}e avenues for working foge’rher ,

We thank Lynne Barbee for coordinating ’rhe pl’O]eCT and oll ’rhe members who have provnded
com‘rac’rs qnd policies, taken part in inferviews, c’r’rended focus groups

- The bottom line is that, as organizers, we Iove what we do. We feel honoréd»fo be able to do this
work. Many of us want to do it for along time, if we can. And we want more people to do it with us.

We hope this project will help get u’sv’r’h,ere.
Onward,

Kim Fellner
Executive Director




INTRODUCTION

by Lynne’ Borbee _

N "‘Lofs of corporohons cnhcony self examine how they do what they do. Of course not how it offecfs ,

people and the world around them, but to achieve their goal - to make more money. Yet, grven our
mission - justice, equality and creating a better society ~ I've not found that capacity in our
organizations, and we have something of far greater importance to do than make- money. There isn't
a deliberate effort to be crifical. There isn't a tactical self {organizational] awareness about how we
do things. There isn't a systematic way to evaluate what we do internally — there's lots of evaluation of
projects and programs, but it is a whole ofher thmg to start exomrnmg critically what we do internaily.”
-joe Cctama, NOA Member P

Thrs guzde is meom‘ to mr’ncn‘e the conversoﬂon about HOW we do our work. We do not seek o
strictly define, but rather to offer suggestions about good and bad practices and policies. We want to
start asking the questions, to encourage NOA members to take ownershlp of the process of
- institutional chonge .

Thls guideisa compzlahon of YOUR ideas. For mom‘hs, we have hs’rened to NOA members —in
person, on the phone and in written communication — talk about their achievements and their ,
problems related to internal policies and practices. Many NOA members have rhough’f a lot about
thisi |ssue, and are struggling to chonge the way rhey work. ¢

FUI! D:sclosure

Personally, I've been an orgonrzer for 30 years. It is how I ‘rhtnk If is my life's work crnd I m'rend fo keep
doing it for as long as | can. | do have some very strong opinions about good and bad working
conditions - I've experienced my share of both. Most of my bad experiences that others of you, too
many others, have adiso experienced are included in this guide. I've aiso experienced just enough
good ones to know they are nof aberrations, but the result of ciear thinking, commitment and good |
management. 1've also come o agree with Iong -time activist and Episcopalian minister Churchill. -
Glbson who remlnds us: “Sm being what it is, we've got to have collective bargaining.”

It pains me 1o see good orgomzers gwe it Up for reasons that were prevem‘obte, correcfob!e t
want to have lots more people doing this work for a lifetime, long after my lifetime. So, | came to this
project with that goal - if we can figure out how to do ’rhts better, we can hove more people doing it,

‘and doing it for longer. _ o

N Too of’ren the personnel po]:cres we compose mirror the corporofe hlercrrchles ond power

v structures we denounce. How can we work for human dignity if we do not work in an environment
that supports human dignity? If we don't change the way we work, how can we change the way the
world works? If we aren’t practicing what we preach, how can anyone {even ourselves) believe in
our principlese o

Methodology . : .

The lists of best and worst are 'roken dlrec‘rly from mfervrews in focus groups, on the phone, email and
surveys. The comments are quotes from NOA members and supporters. We made no attempt fo
create consensus or define priorities and we covered only the issues that people wanted to talk
about,

In Boston, New York, Chicago and L.os Angeles We conducted focus group rheetirigs of 5to.15
- people each. Each session was taped, but the rule was that the discussions were private: participants
‘were not to take rnformc’flon outside the group - we all know that movemem‘ gossip is very powerful.



The tapes were for notes only and wm no‘f be used publicly or Tronscrlbed That’ S why the comments:
“are anenymous, The goal was to create a safe space for an exchonge of ideas and experiences. All it
took was the simple question, "Give me an example of the best and/or worst policies or practices
you've experienced" to start ony group ona very Iong, cnd -- as YOUu can tell from the quo’res -- very
honesf d;scussuon ; : : ’

; And ihe safe space concept olso mondoted tha’r we mee’r seporo‘feiy wr’rh dtrecfors .
5 (execuhve diréctors and program directors) and rank and file organizers. This meant that directors
“were free to speak without their staff present ond orgonrzers were able to share their opinions wn‘hou‘f
: worrylng how a superwsor mtghf reac’f : : :

The survey of pohcy/con‘rroc’r language is ’rhe result of ']'Oplc by TOpIC review of the personnel
policies and union confracts on hand, with sample ianguage. Organizations have very different
funding, so there is no way to say that everyone should have the same parental leave or fraining fund.
- Some topics, however, are based on orgomzohonal ideotogy ond s’frucfure, such'as the - :
discipline/discharge process.

The appendix includes a list of everyone who participated in this pI’OJeCT o dofe lndlwduois
who completed surveys, organizations who contributed policy manuals or staff contracts, the focus
group participants in Boston, New York, Chicago and Los Angeles. We are only at the begmn;ng We
expect the ranks of participants to grow, and they wrll be ocknowledged ’

In the course of preparing this guide, a number of organizations colled the NOA offtce looking
for advice on creating policies. We are honored that NOA is able to provide some assistance. We
‘hope to compile a list of NOA members who are willing to act as consultants, both organizers and EDs,
who have written and rewritten policies, have acted as focrll’ron‘ors and who care enough obou’r this
subject o offer fhelr services ’ro other orgonrzo’nons

~ Conclusion ' I ' B :

Our goal is to provide a useful tool fo oncrlyze ’rhe pohcres ond prochces of your orgcnrzaﬂon and fo -
help you make change where and when you can. Some changes in policies and practices will
depend on available funding. Many of the major concerns documented here, however, cannot be
frxed W|th more money. It is far more chollenging to address issues of power '

Just llke we can 'r af one moment in time, “fix" fair housmg ina communl’ry, or “frx" racism in
schools, we can't in one meeting “fix" our internal policies and practices. Just as we organize to
change conditions in our communities, we can organize to change our working conditions. The
process of democratic change can be slow and difficult, but isn’t it part of our missiong

~ We would like to hear what has been helpful to you, what other ideas you have, and, if you
have made some internal chonges, how you did it. With your input, in a few years we moy be oble ‘ro
rewrite this guide and see that we ve learned something.

In'more than one NOA-friendly site there is posted the quo”re,frOm Gandhi: “We rnusf'become
the change we seek to achieve.” We hope this guide helps our organizations become the change
they seek o cchleve We hope this gmde helps us, as orgonlzers become the chonge we seek ’ro
ochteve :

- A very big THANK YOU to all the NOA members who have contributed thelr time, energy and
thoughi to this pro;eci : .



SURVEY OF CONTRACTS AND POLICIES

The followmg review of pol101es is based on avaﬂable staff union contracts and
personnel policies. We requested policies from organizations that either declined to .
share them or orgamzatmns where staff said they have never seen a policy manual

The essential difference between a. unlon contract and a pohcy manual is that in the
contract, the staff has voted to accept the pohczes and they cannot be changed
unilaterally by management

Most personnel pol1czes state clearly that the condltlons can be cha_nged at any time
- without notice. For example
“[The organization] is not bound by the provisions of this document and may
make exceptions to its administration where, at the discretion of [the
- organization], such exceptions are warranted. This document is subject to
change at any ‘time by authorized representatives of [the organization], as
'condmons or circumstances may require, and with or Wlthout pr1or notice.”

- We have divided th1s section mto ECONOMIC and NON- ECONOMIC ISSUES.

Obviously, economic issues are Iargely governed by the budget of the organization.
Non-economic issues may have a minor economic 1mpact but are more related to
‘ orgamzatwnal 1deology and power structure

Where best pract1ces (as 1dentxﬁed by NOA members] were found, they are noted as
such. In some cases, the terms low and high refer to standards, in others, actual
number of days. Sample contract/personnel pohcy language is excerpted to illustrate
some h1gh standards or best practlces :

ECONOMIC ISSUES
Vacation:

While the number of Vacatlon days is clearly based on budget, pohmes relatlng
to carry-over and accrual tend to be based more on an organization’s intention to
ensure that staff USE vacation each year, and the average longevity of staff. Advance
notice of vacation use and supervisor approval of timing is very often omitted in
policies. - : _

- Low: 5-10 days in O 3 years, maximum 15 days no carryover no cash out ,
Average: 10-15 days ﬁrst (O 3) years, up to 20 days after 4-6 years, earryover w1th

permission :

High: 20 days after 2 years, 25 days after 6 years '

Very High: 26 days each year, 44 days after 6 years o

European style: “vacation bonus”™ add1t10na1 wages (2. 5 to 18 days pay, based on

senlonty) durmg vacation . o _ :

Sample. All full tlme employees .shall accrue vacation leave at the rate of 6

hours per pay period, resulting i in-an annual equivalent based on a seven hour

work day of twenty (20} days and four {4) hours. Employees who work less than
- full-time shall earn vacation leave on a pro-rata basis.... All requests .shall be



N

- submitted in writing for approval.. con31stent w1th the following: 1. Upto and
including 5 days’ vacation — as many ‘days’ notice as the number of days to be
- requested off; 2. More than 5 days up to and including 10 days’ vacation — no
less than 2 weeks notice; 3. Over 10 days’ vacation — no less than 4 weeks
notice.... A good faith effort shall be made to accommodate requests for vacation
leave... An employee shall be permltted to accrue up to 210 hours of vacation
~ leave, Wlth a pro-rata cap for part-time employees.... Upon separat1on
. employees shall receive earned but unused vacation pay... '
--UNITE Local 66L Umon contract Wlth AFSC New England

,Parentallmaternlty leave:
. ‘The Family and Medical Leave Act spec1ﬁes UNPAID leave. More orgamzatlons
are. mstltutlng parental leave, recognizing fathers as equal careglvers Local laws may
; requ1re short-term disability i insurance that may cover pregnancy '

Low: FMLA standard (12 weeks unpald) for mother only, 1nsurance not paid.
Average: 4 weeks paid for mother, 2 Weeks pald for father e month unpaud for
' mother, insurance paid

| - High: 6 weeks paid for parent, up to 6 months unpaid for parent msurance paid

- Very High: 12 weeks paid for parent, up to 6 months unpald for parent, 1nsurance o
paid
European style. 16 weeks paid for mother, 9 Weeks pald for father but work at 2/3

~ time for full pay for next two weeks, unpaid leave up to chlld s first birthday

Common: paid leave only after 12 months of service, covers adopt:on as Well as b1rth

3 month notice, return to work guarantee -

Rare: no guarantee of return to work;. ‘amount’ of pa1d leave at ED s d1scret1on s

_ Best practice: 6 months paid maternity leave

Sample: An employee with twelve (1 2} months’ or more of service who has
worked 1250 hours...during the previous twelve (12} months...shall have the
‘right to 12 weeks of paid leave for parental leave, defined as maternity, paternity
and adoption leave. As defined in the FMLA, there must be 30 days notice for the
request for leave except for emergencies. - , ’
- --SEIU Local 535 contract w1th the Labor Pro;ect for Workmg Famlhes

: Retlrement Ipensuon. g a a : : :
~ In general, there are two k1nds of retlrement/ pensmn plans defined benefit _
~ (similar to social security), where the benefit is determined according to an established
- formula covering all participants, (e.g., salary times years of employment); and defined
. contribution (like a 401k}, where each participant has a separate account, its accrued
benefit amount is based on contributions and earnmgs and all of the 1nvestment r1sk
‘is assumed by the 1nd1v1dual ' *

o, Most organizations pay into- soc1a1 securlty Other optmns can be set up, some with-
- minimal initial cost. If you have a plan and want an explanation of it, contact your
‘plan administrator. If you are considering establishing one, contact an expert, because
_ this stuffis very complicated. For information on the NOA retirement/pension plan,

" check the web81te (www. noacentral org) or call the NOA plan admm1strator at 888-

662- 7367



Low: no plan; 401(k) plan with no employer contribution (pre-tax savings)
Average: 401(k) plan with employer match of employee contribution of 2-5 %
High: Non-union: 401(k) plan with employer contr1but1on m1n1mum 5%, vestlng
based on movement employment (NOA plan) :
Very High: Union: Defined benefit pension pla_n with employer contrlbutlon of 7- 15%,
plus 401(k) for employee contributions
Non-union: 401(k) plan with employer contribution of 9%, from date of hire
- Sample: CCC has an approved pension plan to which it contributes nine (9)
percent of an employee’s regular salary.... An employee has the option of having
all or part of CCC’s contribution invested in a fixed rate account or mutual
- funds.... Vestment in the plan is effective from the day of employment.
- »~Center for Community Change Personnel Policies Handbc)ok

_ Sample. Employers pay at least 5% of each employee s compensatwn
- Employees can make additional, voluntary pre-tax contributions. Each
participant can choose how to invest his or her account balance. Participants
-can move from one participating Plan employer to another without losing service
“or vesting credit or incurring penalties.
-- Nauonal Organizers Alha_nce Plan for participating groups

| Trammglprofessnonal development:

This topic has both economic and non-economic aspects. Pohc1es and
contracts usually cover only the economic side. The non-economic side is the value
and encouragement given to training. For example, traumng new staff may be part of
the job duties of a superv1sor or lead, but their workload is Such that there is little
time to tram Well

Low: financial support for training, seminars, conferences at ED discretion

Average: specific, 11m1ted fund for reimbursing costs, on employee s own time, w1th
ED approval :
High: Fixed dollar amount per employee per year ava.llable 11m1ted time off for
classes, in-service training

Very High: all of above, plus growth leave for 1 vveek per year professmnal fees and
conferences paid = _ s . mmaty

Best Practice and Rare. sabbat1ca1 leave

'Sample. GROWTH LEAVE SEP Employees receive one Week pa1d growth leave
per year. The purpose of this leave is to use the time away from regular duties
to learn more in order to do a better job for SEP. This time may be used to visit
other groups, study and read, attend conference for training sessions, etc. Some
minimal costs for this will be pald by SEP. The SEP Board at the =
- recommendation of the Director must approve any expense over $300.... :
- SABBATICALS: SEP employees are entitled to 20 working days extra paid
- vacation after five years employment with SEP.... The employee must agree to
" work for SEP at least one year after the sabbatical. The sabbatical...must be
approved six months in advance by the Director. The Director must submit
: leave request to the chair of the Personnel Committee.
s : --Southern Empowerment Pro_;ect Personnel Policies



Sample: YouthAction is committed to providing opportunities to staff for-
development of their skills, abilities and knowledge. To this end, we have

_institutionalized a process for staff to identify staff development needs and goals

and devote time and resources, as feasible, to meeting those needs.

~ YouthAction desires to have a-well-rounded staff. YouthAction therefore
establishes the following policies to encourage its staff to pursue diverse
interests and develop personal skills: 1....each new staff ‘member will prepare a.
list of their own development goals...and include...ideas of ways for the goals to
be achieved. Additionally, each staff member should note what particular '
knowledge or abilities she/he has which could be shared with fellow staff.

 0...staff will collectively develop three-month measure of staff development
designed to take steps toward meeting everyone’s goals.... Every three months,

- staff will meet to review the previous three month’s measures, as well as to set
goals for the coming three months. Progress...is also reviewed on a weekly basis
at regular staff meetings. 3.Friday Schools...Once a week, staff will come

» ‘together for some sort of training, broadly defined, designed to enhance the
. skills and knowledge of staff, in line with the goals identified by staff
themselves. 4...Each full-time employee shall be allotted $600 per calendar year
~ for staff development... -- YouthAction Organizational and Operations Manual

Insurance (medical, dental, vision, life, disability): ,

- Some policies specify workers compensation coverage, many are silent but state
law may mandate it. “Family” may mean only dependents or spouse/domestic partner
coverage too. Some policies are very pro-active regarding domestic partner coverage,
which can be difficult to acquire, depending on available plans. :

- COBRA is the federal law that extends access to medical insurance to former
- employees, at their own cost. . In Chicago, a number of organizations have formed a
Coop to purchase health insurance. = I E ot

 Low: 90% paid medical for employee, no dental, no family coverage, no life or long-
term disability, effective only after probationary period, no COBRA -
Average: fully paid medical for employee and dependents, some dental coverage for
employee and family, life insurance and long term disability, effective first of month
following hire ’ " R T -
High: fully paid medical for employee and family (dependents, spouse/partner), full
dental and some vision for employee and family, choice of plans, COBRA, effective
~from date of hire, life, long term and short term disability and accident

Very High: all the above, but if employee declines coverage because covered
elsewhere, organization reimburses that coverage or pays employee lump sum/year
Best Practice: coverage as soon as possible (within 30 days) of hire s

- Sample: All full time employees will be entitled to family Medical and Dental
coverage at the time of employment...provided through the Chicago Community
' Organizing Coop. Options vary from year to year, but currently include an HMO
and PPO. If an employee is covered by his/her spouse’s health insurance -
program, the organization will pay up to $2000 a year towards the employee’s
out-of-pocket medical or dental expenses.. - L
—National Interfaith Committee for Worker Justice Personnel Policy



Sample: District 1199NW/SEIU shall provide and pay for medical, surglcal and
hospital services coverage for all employees...[and] a dental plan for all -
permanent employees...who are assigned at least a .5 FTE, and their
dependents, spouse and/or domestic partner. --1199NW Staff Union contract
mth D1str1ct 1199NW / SEIU :

- Sick leave:

Parents often take sick days for sick children. The Fair Labor Standards Act is
generally interpreted to mean that an exempt (salaried) employee need not take a sick
day for a doctor’s appomtment Slck leave banks may requn'e a m1mmum employee
depos1t :

Low: 6-8 days, no accrual or carryover, personal use only
Average: 12 days, limited carryover or accrual, use for dependent
- High: 15 days, unlimited accrual or leave bank, use for family member
Very High: 18 days, unlimited accrual, use for family member, sick leave bank
- Rare: Paid Time Off system, combining sick/personal/vacation up to 40+ days; no
- specified number of sick days, but abuse is. subject to discipline; bonus personal days
for non-use of sick t1me

Sample. Sick leave with pay shall be accrued on the basxs of one (1) day for
each month of continuous service cumulative to sixty (60) working
days...credited to an employee’s Regular Sick Leave Account. Once an employee
has accrued sixty (60) working days of sick leave credits, each additional day of
sick leave accrual, up to a maximum of thirty-six (36) days, shall be credited to

- the employee’s Sick Leave Reserve Account...[that] may be used only after an
employee has exhausted all sick leave benefits cred1ted in the Regular Sick
Leave Account.

Upon termination, an employee shall be paid- for twenty percent (20%) of
unused sick leave accumulation of the employee’s Regular Sick Leave Account.
Annually up to five (5) days of accrued s1ck leave may be converted to personal
leave.

: —-OPEIU Local 8 Union Representatwes Collectlve Bargammg Agreement

Holldays (and personal days)

Additional holidays can be used to compensate for low pay: one orgamzatlon
observes St. Patrick’s, May Day, Juneteenth and Ehzabeth Gurley Flynn s b1rthday for
this reason. . :

Low 7-9 days _
Average: 10-12 days '
- High: 13-15 days, flexibility for other cultural 7 rehgmus observances . B

Very High: 16-18 days, flexibility for other cultural/religious observances

Rare: 19-22 days, additional days for other cultural/religious observances

Standard Days: New Years, ML King Jr., Presidents, Memorial, Independence, Labor,
Columbus or Veterans, Thanksgwmg & day after, Christmas Day, 2-5 “ﬂoat” hohdays
“or personal days

Best Practice: close office during Week between Chnstmas a.nd New Years



Sample: Make the Road by Walking will grant every full and part time staff
member with paid time off for all religious observances. An employee...must
request permission ...at least two weeks prior.... A request...shall not be .
- unreasonably withheid. L L
--Make the Road by Walking, Inc. Employee Handbook

Sample: Because Thanksgiving and Christmas are not days of celebration for
. all cultures, an employee may choose to replace these two holidays with other
_culturally relevant holidays [but]...must notify their supervisor, in writing, of
~that desire at least one week before...and shall submit a plan of expected work
" to be completed on the holiday in question. o ‘e s . S
: --UNITE Local 66L Union contract with AFSC New England
Salary structure: o s e, ow oA e &
} Union contracts usually specify pay scales; personnel policies rarely do and -
often are completely silent on salary. Actual dollar amounts are rarely available .
except for union contracts, and vary dramatically depending upon the organization’s
budget. The focus here is not how much the salary is but how it is determined. =

Low: Salary purely individual, only merit increases, all at ED’s discretion or Board
discretion for ED - o R
Average: Salary range for position, place on range set at ED discretion, cost of living
increases based on budget, steps in union contract, merit in non-union policy -

High: Salary range for position, place on range set by objective factors (education,
experience), limited annual step increases, cost of living increases: negotiated or based
on CPI. “ T I e e T gy ; .

Very High: all of above, plus more steps, end of year bonus, placement on range "
grievable 4 o ; AR

Best Practice: pay based on need, e.g.; extra pay for dependents - ,
Best Practice: limited differential between highest paid and lowest paid, e.g., director
cannot make more than 2.5 times the salary of new hire . = . =~ .
Rare: employee must request pay increase in writing to ED

Sample: Make the Road by Walking staff salary levels generally willbe .=
determined according to years of service to the Organization. Each full-time
~ employee will have a salary “point” that will correspond to a salary level.
_ Following the completion of each year of service...each staff member will receive
" an additional point along with an annual cost of living adjustment equal to the
inflation rate for the previous year.... Employees may start work at the ’
organization with additional salary points in order to reflect...prior relevant.
~ work experience and/or prior relevant life experience, relevant educational
experience, and familial responsibilities.... If a new staff member has to care for
~ children or other family members, they can earn an additional salary point.... -
Whenever a new staff member is hired, the hiring committee must recommend
to the Staff Collective the appropriate number of starting salary points. The
~ Staff Collective will decide.... .~~~ = | I B

_-Make the Road by Walking, Inc. Empb;}eg Handbook



Sample: [Each] position...will be assigned [a] salary band.... For newly-hired
employees, the assigned entry level percentage shall be between 100% and
125% [of the base salary for her/his band], depending upon prior AFSC
. employment, prior work experience and essential, job-related skills. The
- AFSC/NERO shall set this percentage...and the Union may challenge the
decision...through the grievance-arbitration procedure.... Employees, both full
and part-time, shall earn longevity increments within their salary band at the
rate of 1% per fiscal year.... In addition, it is agreed that it is the goal of the
parties that increases in the base salary should equal the increase in the cost of
living.... At minimum, the annual increase in the base salary shall be the
following [in 2000 at least 3%, in 2001 at least 2.5%, in 2002 at least 2.5%)]....
In addition, each year as part of the budget and priorities processes, the
AFSC/NERO will discuss with the Union in the Joint Council additional
percentage increases in the base salary, or some other adjustment.... If, in any
year, either party desires to propose that the total monies available for the
“annual increases and/or other adjustments (but not the seniority increment) be
- reallocated in such a way as to give the lower paid employees a higher
'percentage increase (tilting), then that party may brmg the matter to the Joint
Council...
--UNITE Local 66L contract with AFSC New England Regional Office

Childcare: -

Far more policies/contracts covered automobile costs than childcare costs. Is
that just a sign that more organizers have cars than kids? Flexible spending accounts
allow employees a pre-tax deduction to place in an account for such things as
childcare or medical costs. If the money is not spent, it is forfeited, but for workers
with fixed childcare costs, it lowers their tax (instead of paying tax on $25 000, you
deduct $2,000 i in childcare costs, and pay tax on an income of $23 000).

Low. no policy or contract language

Average: Flexible spending plans

High: Minimal reimbursement of extra costs due to work schedule

Very High: employer support for affordable childcare, flexible schedules for childcare
Rare: onsite childcare or emergency drop-in centers

Best Practice: Additional pay for dependents (see salary structure)

Sample: YouthAction considers childcare to be a nght of employees, just as
‘health care or disability insurance is.... The employer and employee will make a
GOOD FAITH EFFORT to find the most affordable, quality childcare provisions.
For example, with several staff with children, staff could rotate childcare days -

- and work 4 day weeks with longer hours...The employer and employee will each
commit to attempt to be FLEXIBLE and CREATIVE to assure childcare for
children of employees.... YouthAction will reimburse an employee for 100% of
childcare costs resultmg from work-related activities.... The Personnel and -
Board Committee may authorize payment of monthly chlldcare assistance up to
the maximum amount established...based on need, taking into account other
resources of the employee and considering creative means of safely decreasing

‘ these costs..

--YouthActlon Organlzatlonal and Operatlons Manual



NON-E‘CONOMIC ISSUES:

Performance evaluatlons

Evaluations that focus on goals and trammg needs are generally apprec1ated by
organizers. Evaluations that focus on discipline and performance problems are
generally dreaded by supervisors. The challenge is to find the most productlve
evaluation process. : - . o :

Low no policy or contract language

‘Average: evaluation in probationary perzod annual evaluation by ED

High: evaluation in probationary period, annually by superv1sor /ED, grievable but
not to arbitration

Very Htgh. team or peer and self—evaluatlons, evaluatmn of superv1sor /ED, grievable
Rare: evaluations every 6 months ‘

- Best Practice: reciprocal evaluauons of employee and supervisor

- Sample: The intent of the evaluatmn process and its outcome is, in addition to
providing the basis for making personnel decisions, to also serve as a learning
tool to develop, goals for further staff development.... All employees are.
evaluated by the end of their probationary period and at least annually

- thereafter.... The evaluation process must include: (1) a self-evaluation
completed by the employee; {2) a written evaluation by the supervisor; (3) where
‘and when applicable, an opportunity for peer or team evaluation; (4) a meeting

. between the employee and the supervisor.. . Employees will have the
opportunity annually to-evaluate the dlrector The purpose of this evaluation is
to provide input for consideration by the director. This procedure will not

~ infringe upon the right of a board/owner(s) to evaluate management.
- --Childcare Guild/SEIU 925 contract with Association of Childcare Employees

Sample: Written evaluations are done at the end of probation and, thereafter,
~annually during June. The director and staff member will discuss the
‘evaluation after the staff member has had a chance to review it. Evaluations
should focus on achievement and areas for improvement. Plans for
- improvement and defining of future goals should be covered. Staff members
must also evaluate the director using the appropriate form and the same
~ process. Directors and staff are encouraged to conduct ongoing conversations
. about therr work together and progress in meeting goals.
--LAANE Orgamzatlon Pohcy Manual

Dtscnplmeldlscharge. o

~ Progressive discipline requlres a several step process usually 1nclud1ng verbal
and written warnings and corrective action plans. The US Supreme Court recently
ruled that even non-union employees have the right to a withess in any disciplinary
meeting (“Wmegarten right”’}— as a nght under the Nat1onal Labor Relatlons Act.

“Just cause” means that the employer must show cause why the person is bemg
disciplined or terminated. “At will” means that an employee may be d1sc1p11ned or
terminated at the will of the employer without proven cause.



Low: Non-union: at will employee, ED d1scret10n for dlsmplme and termination
Average: Union: Just cause termination, progresswe discipline including corrective
‘action plan, Wmegarten rights, grievable 5
Non-union: progressive dxsc1p11ne ED reports to Board subcommlttee

' High: Non-union: just cause, progressive discipline, with corrective action plan
Very High: Non-union: just cause, progressive discipline, Wmegarten nght '
Rare: collective must vote on discipline or discharge
Best Practice: just cause termlnatmn

‘Sample: VOP maintains a “just cause” philosophy regarding disciplinary’
action. This means that VOP... employees will be notified about employment
~ problems and given a chance to correct them; that allegations of employment
~misconduct will be investigated and that the investigation will be fair; that
- disciplinary action will be based on ‘proof of misconduct; that policies and
- procedures will be enforced fairly; and that any dlsmphnary act1on W111 be
appropriate to the misconduct. o
The Executive Director will abide by the followmg procedures Step 1
Verbal warnings.... Step 2. Written warnings.... Step 3. The Executive Director
‘and the employee may involve a third party (another person) that is mutually
agreed upon in a meeting to try to resolve the situation.... Step 4. The Executive
Director and employee may meet with the full staff to- seek assistance with
resolut1on to the problem.... Step 5. Probation: The probation v
‘plan...will...include a tlmetable and a summary of the review meetmgs shall be
. - : given to the employee and the Executive Committee.. . Step 6. Termination...
- ’ The probation plan may be appealed to the Execuuve Commlttee [Whlch] :
? : ' may exercise one of the following options: 1. Mediate the dispute; 2. Sustain the
~ probation plan; 3. Cancel the probatlon plan, 4. Suspend the employee for a
~ specified amount of time, with or Wlthout pay; or, 5. Immedxately termmate the
~ employment of an employee.
' --V1rg1n1a Orgamzmg PrOJect Inc. Personriel Policies

~ Sample: Early and open communlcatlon between the supervisor and employee
‘helps to identify and resolve difficulties, and is encouraged. If such
commumcatwn is not possible of successful the AFSC/NERO agrees with the
" concept of progresswe discipline with the following normal steps pr1or to
~_ discharge: oral warning, Wntten warmng, period of close supervxswn, ﬁnal
- written warning. '
. ~ In some cases, pa.ld or unpaid suspension may be approprlate ‘Which
"steps the AFSC/ NERO chooses to utilize, skip, repeat or merge, and the
“amount of time between the steps utilized, will depend upon the circumstances
~of each...[that] may include, but expressly are not limited to, the seriousness of
" the misconduct or deficient performance, the employees length of service the
‘length of time since the last incident involving this employee and other relevant
: ~and/or mitigating circumstances. However, except in cases where serious
misconduct has been alleged, normally two written warmng will be given before
a period of closer supervision [which shall not exceed six months]...The
AFSC/NERO agrees that no disciplinary action will be taken without just cause.
Union representation w111 be available to employees 1f they wish at any pomt in
a process of discipline... '
-—UNITE Local 66L Union contract with AFSC New England



Sexual harassment:

Many of the policies and most of the union contracts had no spec1ﬁc sexual
‘harassment language at all. Does it have to happen to prompt a pol1cy'> ”

Low: policy/contract silent

Average: non-harassment as part of non-discrimination policy :

High: sexual harassment clearly defined, fully investigated and cause for termination
Very High: all of above plus more extensive language defining, informal and formal
procedure, and included “hostile work environment” covering non-employees

Sample: The CARECEN Administrative/Personnel Manual has 8 pages of
~ thorough and extensive policy. Obviously, it is too long to reproduce here. The

policy includes the following: 1. who is covered (everyone), mutual intimate
relationships not covered; 2. definition inchuding “quid pro quo,” hostile
environment, verbal sexual, physical sexual, visual sexual, unwelcome conduct,

-working environment; 3. procedure: designated ombudsman, consultation
procedure, informal complaints, informal procedure, formal complaints, formal.
procedure; 4. confidentiality; 5. remedies and disciplinary action; 6.
harassment by different parties: by an employee; by a client or potential client
of the office; by a pro bono attorney, by a member of a community group with
whom CARECEN associates, by a consultant/contractor or potential '
consultant/contractor of CARECEN, by a member of the Board of Dlrectors ¥
retahauon 8. education about sexual harassment pol1cy :

Grievance procedure:

-Standard in union contracts is a grievance procedure through b1nd1ng
arbitration, with cost_vspht between employer and union. Some personnel policies
state that the Executive Director may choose to bypass the grievance process.

 Low: Non-union policy has no grievance procedure

Average: Union: 2-3 step procedure then binding arb1trat10n

Non-union: to ED, appeal to subcommittee of Board

High: Union: mediation as well as ‘binding arbitration

Non-union: appeal to full Board after subcommittee of Board and ED :
Very High: Non-umon ombudsperson or outs1de medlatlon or staff collective decision

Sample. F1rst Step: Any grievance shall be filed within 15 days of the alleged
event or when the employee knew or should have known about the alleged
‘event. The grievance will be taken up by the Executive Director W1thm 10 days.
~ The Executive Director shall respond within 10 days.
 Second Step: If the grievance is not settled under the first step, it shall be
taken up with the Board of Directors or a committee des1gned by the Board
within two weeks...[which] shall then respond within two weeks.
. Third Step: If the grievance is not settled under the second step, the
grievance may be referred to a third party mutually agreed upon by the -
- Employer and the Union within 30 days. The decision of the third party shall be
final and binding. The parties are encouraged to seek an arbitrated bench
: decrswn within 48 hours. Every effort shall be made to ﬁnd an acceptable party
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on a pro-bono basis. Failing that, any costs associated with the process shall be
borne equally by the parties.
- --SEIU Local 535 contract W1th the Labor Pro;ect for Worklng Farmhes

Aff' rmatlve action:

Policies on affirmative action are generally related to h1r1ng opportumty and
don’t address promotlon and opportumtles once h1red many are silent on ADA

,Low. General non- dlscrlmlnatlon clause and statement of equal opportunlty
employment : :

Average: Affirmative action clause, active recruitment of women, people of color
High: Extensive language of affirmat:ve actlon recrultment and training, ADA

- language .

Very high: policy includes EEO for those w1th “life- threatemng disease”, specﬂic
standards for women, people of color, GLBT, Viet Nam war veterans

Rare: Board review of EEO standard, affirmative action clause includes tra.lmng to
combat bigotry, staff must reflect composmon of constltuency :

Sample. WCA believes that equal opportumty for all staffers is 1mportant for
the continuing success of our organization and promotes the full realization of
this policy through a positive, continuing program of affirmative action.

In accordance with state and federal law, WCA provides equal employment
opportunity and will not discriminate against a staffer or applicant for
employment because of race, disability, color, creed, religion, sex, sexual
orientation, age, national origin, ancestry, veteran status, or non-job related
factors in personnel matters such as hiring, promotion, demotion, training,

_benefits, transfers, layoffs, termination, recommendation, rates of pay or other
forms of compensation. Opportunity is provided to all staffers based on
qualifications and job requirements.

We will attempt to achieve and maintain a diverse work force. These steps may
include, but are not limited to, the following: Pursuing an affirmative action
program, with regular review by the Board of Directors; Ensuring that WCA’s
policy regarding equal employment opportunity is communicated to all staffers;
Ensuring that hiring, promotion and salary administration practices are fair
and consistent with the policy of WCA; Reportmg to the Board of Directors on
all activities and efforts to 1mp1ement WCA's policy of equal employment S

‘opportunities.

ADA Compliance: WCA welcomes apphcatlons from people with dlsabllltles and
complies with the Americans with Disabilities Act (ADA) of 1990. Steps include,
but are not limited to: Considering all applicants with disabilities for
employment using the same criteria as are used for the employment of persons
without disabilities; Considering staffers with disabilities for promotions using

‘the same criteria that are used for the promotion of staffers without disabilities;
Taking steps to make its facilities barrier-free and accessible according to
appropriate federal and state statues; Making schedule and other adjustments

~ to reasonably accommodate staffers with disabilities; Educating staffers to the

. fact that individuals with dlsablhtles are employed by WCA and should not be
discriminated against; Posting notices explaining he provisions of ADA and staff

- nghts under the law, -- Wash1ngton Citizen Action Personnel Policies Manual
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Probatton period: -

Probatzonary employees can generally be termmated without cause. Where
employment is “at will,” everyone can be terminated without cause, even after the
probationary period. Where “just cause” i is the policy, post- probatlonary employees
cannot be terminated, except with cause.

The principle is to create a trial period to determine if the employee is capable of
performing the job as defined, whether a new hire or a promotional position. Also, it is
a period to test if the employee is a good “fit” for the orgamzatlon How long does it
take to ﬁgure out these two cond1t10ns’-" :

Low: no specified period

Average: 3 months, with evaluation(s) mldway and at end, not grievable
High: 6 months, 3 months with extension of 3 months, midway evaluation,
promotional probation for 1-3 months

" Very High: 6 months with 3 month extension

Rare: one year

Common: policy without “just cause” termination repeats “at will” status in
probationary la.nguage

Sample: The probationary period for [non-exempt or clerical] Employees shall
" be sixty-six (66) paid working days [with written evaluation by immediate
supervisor at 33 and 66 paid working days].... The probationary period for
[exempt or professional] Employees shall be one hundred thirty-two (132} paid
working days [with written evaluation by immediate supervisor at 66 and 132
~ paid working days].... Upon successful completion of the probationary period,
- Employees shall be permanent. Probationary period for [non-exempt]
‘employees may be extended for a period not to exceed twenty-two (22) working
days by mutual agreement between the Employee and his/her immediate
- supervisor with written notification to SPCA and further extension must be .
agreed to by SPCA. '
--Staff Profession‘al and Clerical Association (SPCA) contract
with California Nurses Association
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NOA MEMBERS DEFINE BEST & WORST

The definitions of best and worst policies/practices come directly from NOA
members and supporters. Generally they are elaborated in the comments that are
“extracted from taped conversatmns We promised conﬁdenuahty, 0 names are -
w1thheld ’ : : . %"

Topics mclude staff development & training; management / supervision & evaluauons
structure, decision-making & planning; pay & benefits; discipline & accountability;
hours of work; racism/sexism & other oppression. Policies and practices cover other
important issues, but these are the toplcs people chose to focus on durmg the
interviews and focus groups.

| STAF;F DEVELOPMENT & TRAINING

“Usually we talk about organizational growth in terms of new projects or new funding
circles. But we need DEPTH of growth, to develop staff, give them training.” :

Among organizers, this topic was the one of the most widely discussed. In every focus
group meetlng, lack of training and development came up as a major concern. Even
where it is recognized as a need, fundlng is rarely available to support it. Blarnmg
funders doesn’t let us off the hook...

Best

% One-on-one rnentormg/ tralnmg by senior staff g superv1sor

< New organizers paired with experienced staff for initial training period
< Experienced organizers have wide range of flexibility in-work

% Work plans done by all staff, and posted on internal email system
% Staff pitch in/are ass1gned to help others on a difficult pro_]ect

% Sabbaticals

% Learning from peers :

% Having room to grow in the organization

% Being given a lot of independence to pr10r1t1ze work

% Woman of color as mentor

% Take turns chalrmg meetings to get expenence

Worst

s Staff get little or no training
= Lip service to leadership development T
= Have to pay for and take vacation time to get trammg

Comments |
“] was lucky to have a good one-on-one relationship with my supervisor who focused

on developing my skills, helpmg me 1dent1fy my strengths and weaknesses and
challenging me.” _
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“When I first started organizing I'd had some political experience and was a b1t older, -
so they thought I didn’t need training - not that anyone gets it anyway. So I took
vacation time, paJd my own money to get trammg, and I found mentors in other
orgamzatmns :

“We have to teach people to think. Whatever style of organizing you have, you can fit
it in as long as you can think through what’s being presented. That’s where our
organizations are failing. We bring in lots of active, left, great progressive people who
want to think through things, and then when they start to questlon it’s seen as a

- challenge to authorlty p e 4 :

“There is not just one way to organize. Each organizer has his or her own style and
the organlzatlon has to be open to diverse styles.”

V“After 3 years in one organization I couid pretty much p1ck and choose my own
projects. I had proved my skills and that I was invested in the organization, so I was -
»allowed to flourish, and my talents were recogmzed *

MANAGEMENTISUPERVISION & EVALUATIONS

“Superv1s1ng organizers is particularly challenglng, because if they . are doing their

work you can’t see them. They are out there and you are in the office. There has to be
complete trust, because if you don't trust them you start questzonmg them and then o
you start building this snowball of mistrust.”

This topic was the source of considerable frustration among both directors and
organizers. In many organizations it is a major challenge, primarily due 1:0 lack of
training of superwsors and time/ energy spent on superv1s1on : i =

Best

s New orgamzers have close superv131on, frequent contact Wlth superv1sor
< Do not supervise more than 4 people
Co-directors
Executive coaches ’
Executive Director support group — within network or local area
- Twice a month “reflections” with d1rector to mamtam balance of professmnal and
personal goals
< Evaluations with input from team
% Staff collective discussion of poor evaluations
% Formal evaluations of supervisor
% Self evaluations discussed with supervisor
< Every six months (bi-annual) evaluations
% Annual evaluations by supervisor
% Supervisor asks for feedback on her/his performance, how to improve supervision
< Don't try to be best friends with the people you superv1se ’
« Don’t hire your friends

o,

% 10 week supervisor training

-

< Reciprocal evaluations

O
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R
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7
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Worst

s * Supervision comes with years of service, but no trammg '

» Senior staff expected to train new staff, w1th0ut accommodatlon for rest of
- workload

» Evaluations only when Work performance problems

* No evaluations : ‘

* Having a supervisor who is not an organizer -

Comments

“There is a pattern of promot1on and advancement through orgamzatlonal posmons
We begin at or somewhere near the bottom of the organizational chart, come in as
front line organizers or some entry level position, and for all kinds of reasons, skills,
competence, delivery of good work, tenacity, maturation, need for more money, we
move up. Some of us move up to positions of Executive Director, and we get there s
sometimes without ever having any training in budget, personnel management,
decision-making. We need more attention to professional development and Skllls
building We need management training for those of us who are staying with the work
but not in the same positions, who are now in supervrsory positions, managmg
budgets, making decisions. We need help.”

“My biggest management issue is getting them to do staff reports. They lack the
ability to manage time. They. tell me they want to have more one on ones but they
don’t have the time. Like you want to be a dentist but not do fillings. So I have to

- meet with them individually, open up agendas, I show them my agenda, the outline of
the week, help them make schedules.” :

“Senior or experienced staff (after 3,yea,rs with the organization) should have wide
flexibility in deciding how to accomplish work, and hours of work, decisions about
' 'orgamzatlonal strategy and what projects to xmplement or adopt, very loose

- supervision.”

“Union leaders don'’t want to think of themselves as managers because management is
the “enemy”. So, often we end up with no one managing effectively.” :

“There is no substitute for experience. A lot of younger organizers never did anything
else. Organizers used to be leaders or had other lives or had been in the for-profit
world. More often now, this is the extent of what they've done and they assume they
can make demands. It’s enticing to pull someone out of a radical social justice arm
who has a capacity to be angry. You may get that, but that sense of entitlement
carries over to an attitude of ‘you're not here to tell me what to do, but to help me do
what I want to do’. It is frustrating to deal with this new set of values. I'm an old
school puritan ethic type, commg into a new school of tolerance and self -discovery as
central values.... Organizing is an industrial structure to me. We're in this great pomt
of transition and I don’t know where it is going.” -

“In the labor movement, we take a good organizer and make her the supervisor of
organizers; we take a good researcher and make him the manager of researchers But
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organizing skills are not the same as superv1s1ng skﬂls Research expertxse is not
management expertlse We don’t train our own.’ P N T

“l can put up with more- BS from my boss 1f we are %mnnmg If not, all the rest of the
stuff becomes more 1mportant : : ’ , o

STRUCTURE DECISION- MAKING & PLANNING

“The dynanncs of power and pr1v11ege are so pervasive as to even perrneate the work
we are domg from the inside.”

We should probably call th1s “Power because as a movement we understand that
analyzmg power is one of our respons1b111t1es Union contracts and policy rnanuals '
rarely include an outline of the decision-making process, unless the orgamzatlon o
_functlons by consensus or as a collective. Rank & file organizers often feel left out,
especially in strategic planning discussions. Related comments appear under other
‘categories, particularly “Discipline & Accountab111ty,” “Management 1l Superv131on &
Evaluatlons, and “Racism /Sex1sm & Other Oppresswn '

Best 3

% Collective

% Consensus

- % Staff union

% Democratic decision makmg »

+ Teams with leaders who have equal power Just delegate work
% Stable leadership v v v ow s
++ Board participate in fundraising

% Strategic planning to realize mission

% Organizers sit at management table.

% J“F‘unders momtor internal standards for sustamab1l1ty (trammg, d1versxty)

Worst

Staff not involved in organlzatlonal decisions (finances, policy, long-term plannmg)

Limited staff involvement in decisions about projects

'No staff involvement in hiring process

‘EDs with unaccountable power ' .

‘Boards that are out of touch or support unaccountable power of ED
- Contradiction between stated pr1nc1p1e and actual practzce .

Fundraiser has too much power :

‘Board compos1t10n not reflect const1tuency

‘Board intervening in personnel problems When 1t’s not the1r role

ED does all the fundraising : :

”CI‘ISIS management style planmng

', Comments

“We ve brought ina consultant twice a year, but the ED doesn’t take her }
recommendations seriously. She gets defensive, doesn’t want to change.”
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“Sometimes you have wartime rules. The organi‘zation was almost dead. As ED, you
do what you have to do to make the organization survive and then you have to go. It
was wartime rules — the board did what I wanted - because they had looked in to the.
‘abyss of destruction and didn’t want to go there and didn’t know how to get back. I
said this is how we’re gong to do this, and they said right. I made arbitrary decisions,
changed things. There were terrible moments, enormous crises, really bad times. But
it was a victory, because the organization had been dead. And we resurrected it. I
had to leave. I absolutely had to leave. It took a toll on me. 1 made a conscious
decision not to take an organizing job for a year or two. 1 was emotionally, spiritually,
physically exhausted. In the last few months, I was incapable of relating to people like
you need to relate to people in organizing. Sometimes in an organization when you
reach this crisis, you may have to leave to let someone else lead.”

. “In larger organizations, organizers do not _always want to be involved in every
decision, especially where director/managers are doing their job well. Organizers want
to be left alone to work on projects, not spend lots of time in organizational/internal

' dzscussmns

“The further an organization progrésses with development on all levels the further
away decision-makers get from the actual community.”

“Power on a non-profit board is kind of the same way you have family power. If there
are battles on the board - if the vote is 6 to 5 -- it doesn’t function. You need 9 to 1,
where we'll all talk to that one person afterwards and bring them along and
understand their vision get them in a’position where they can achieve some kind of
victory. The best power for a board is to do a ton of one to ones and crying and
lunches to get people to the same page where we understand and create a common
vision. I don’t think you can have a non-profit board, with real people on the board
(as opposed to a museum board), where you can allow a power battle to go out and
assume the organization will survive. There has to be some way to move ittoa
supermajority — that’s the goal.”

“Staff unions are the best Way'to avoid some of the worst practices.”

““The ED’s organizing job is to empower the board, to inform them in order for them to
make good demswns Sometimes you want to organize them to make a particular
decision.” : :

“Most functional organizations want the Board to actively participate in broad
questions of strategy. I know of only one organization where that happens.  In most
organizations, the ED is able to do that with one, two or maybe as many as three
board members who have enough ownership of organization to fill that role. They sort
of act as sort of stewards for the rest of the board — and talk as peers in a way that the
ED can’t do ~ to get them to understand - like a kitchen cabinet.”
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PAY & BENEFITS

“People need to be covered on health benefits as soon as possible, no later than the
first day of the month following date of hire. There shouldn’t be a waiting per1od like
passing a 3-month probation. Organizations can w1thhold something else - give staff a
raise after 3 months. Everyone needs access to health care from the very begmmng

Most members spent very little time discussing pay and benefits, When prompted to
the issue, however, they had clear ideas on it. In general staff in community-based
groups have very hrmted expectatlons on economic issues because they know in
advance that there is only a small pie to distribute. Equity in pay and benefits is more
of an issue than actual amounts. Benefits include all economic fringes - from health
insurance to cell phones.

- Best
R Wages based on experience / education and all factors pertinent to job

% Wage scale by job description, available for all to see

< Expenses paid out in advance (for travel, meeting costs}

% Total pay range (ED to lowest paid) is very constricted e.g., top pay is no more than
- 2.5 times lowest pay

% Paid cell phones

% Full benefits for part time staff

% Sabbaticals -

+ Pay based on need - additional pay for people with children

% “Pot” of money for benefit of employee’s choice (e.g., tuition, child/ elder care)

% Domestic partner coverage

% 8 weeks paid parental leave-

% 6 months paid maternity leave :

% Health insurance for family (spouse / partner and dependents)

4 Childcare costs reimbursed

Worst

Insurance costs relmbursed after fact organizer become short term lender-
‘Fundraisers are paid way too much -
Merit pay
- “Contract” employee with no beneﬁts
- No benefits till after probation period
No benefits for part time staff
Low pay '
- Huge differential in pay between lowest and highest paid
Parents use up all sick leave for sick children, don’t have sick time for self -

Comments

“Orgamzers should be pa1d more and work Iess
“Staff WﬂI always tell each other what they make. So there is an 1nherent problem — as

you hire new people you want the scale to go up. But everyone else is going to want
that extra money if there is a disparity in the initial starting pay.”
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“Twork full time, but I don’t have any health insurance.”

“We have a salary schedule based on achlevement as opposed to time in the
orgamzatlon It is based on what you accomplish, so some may ‘move up qulckly, other
slowly. Plus cost of living increases.” :

“When God does the evaluations, then we can have merit pay based on evaluations.”

“1 had to pay my own health 1nsura.nce, so each month I’d Wr1te a check for $250. But
I wouldn’t get reimbursed till the end of the month, by which time I'd already written a
new check for $250. 1 was paying out $500 that I certainly didn’t have, glven my

salary.”
DISCIPLINE & ACCOUNTABILITY

“How can you call yourself a Just1ce organization if you don’t have a Just cause
termination policy?” ,

’While personnel policies and contracts often spell out disciplinary procedures,
the issue of accountability is frequently an unstated practice, relating to use of power
as well as job performance. Accountability can be very broadly 1nterpreted to the .
community/ members, to the orgamzatlon, to co-workers.

Best -

+ Progressive discipline process

% Collective or team decision about discipline

+ Just cause termination

<% Grievance procedure with appeal to neutral party

% Staff make individual work plans, and share it with all other staff

Worst

Fired for trying to organize staff union : ;

Staff not held accountable for failure to do work, creates’ unfa1r workload
'ED makes all decisions, Board just rubber stamps

Hiring for just one campaign - temp work - :

Board interferes with EDs management respon31b111t1es

ED determines merit pay increases and bonuses

- Comments

“It is unfair, and leads to bad morale, when staff are not held accountable by -
management — if an organizer doesn’t show up for a commumty meetmg, but nothlng
is ever said to him or her.” : .

“The ED was completely unaccountable ~ she would not go through the h1r1ng
- committee, and she’d hu'e Whoever she wanted.” : :
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“Accountability is a problem. When I think back,‘ organizers were business people, it
had a business sense to it. Now, there is a real challenge to power, and the dynamics
of hierarchy versus teamwork, versus righteous. It is very hard to manage that.”

“As an ED, I'm the one who is constantly changing my style, to get them mot1vated to
work. Because I find it no longer works to say: Do your damn job because you get-
paid for it. I'm in a position where I have to change as a manager to motwate the
majority on staff.”

“They hire pebple for short term projects — temps. Then when you won’t make a 2-year
commitment to the organization they won't hire you for a permanent position. Most
orgamzers don’t even last 2 years.”

| really Jnherently believe in consensus, local control and true democracy. I will spend
hours talking to people in order to achieve it. But it is a constant struggle, because
sometimes you want to say “this is the real world, you cannot do this anywhere else,
what makes you think you can do it here.”

“How do we get rid of EDs w1th huge egos who have no accountability in the1r power?
Do we have to kill them? Just k1dd1ng i

“You create management positions to train people to be managers, but they pick and -
choose what aspects of that they want to participate in and the aspects they find
onerous they simply won’t do. Certain things you can hold them accountable for, like
'you have to write this proposal, that’s a finite job. But everything else, board
development, staff development — these are ephemeral - they are processes not actions
so it’s hard to hold them accountable for it.”

- “When they keep moving people around from project to project, or hire someone for
just one project, it means that management doesn’t understand that there are
relationships. Unless you are just mobilizing and not organizing or domg commumty
development that’s when one organization gives others a bad name.”

HOURS OF WORK

“There’s an assumption that those people who end up putting in'more hours will be -
willing to keep on putting in more hours - so they get taken advantage of. I came to
resent that. I feel that you get more respect if you draw limits, so now [ draw more
limits. I used to be crazier, but as I get older I get less crazy. There are lots of other

‘ thmgs in life I want to do that are soc1al Justlce Work as Well >

It is often a combination of long hours PLUS bad practlces that lead to burn

~ out. While the nature of organizing means that our work is never “done,” as organizers
and directors we often have ourselves to blame for exceeding our own reasonable
limits, omitting getting a “life” from our pnormes However orgamzatmnal pohcles
and practices affect individual choices. : .
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Best
s Flexible hours
- ¢ Paid Overtime
~ #%  Limited hours over 40
<« Limited evening and weekend time
~ % ED encourages comp time '
% Comp time
% Job Share v
% Work from home
% Sabbaticals

Worst

s No overtime

No comp time ’

Assumption of 60+ hour work week

Commitment to work is judged by number of hours worked
Expectation of “volunteer” time

_Commenté

“The great thing about organizing is that it is all about producmg results, you can
make your own hours as’ long as you get the _]ob done.” ;

“It is dlfﬁcult for young and part time staff to work 60 hours When we 1nterv1ew them
we tell them we’re gomg to ‘ask’ them for volunteer time’. That s not fair. It should
really be volunteer.” :

“I don’t mind the hours. I'm happy doing what I do. But I'm crazy. Every organizer
should experience burn out just once, to know your limits. Before I got burned out --
sleep, what’s that? No one could tell me anything. When you are laid up in bed, you
really have to think — wow, I was messing up. Ever since I experienced burn out I've
‘been careful about my sleep — because the end result is somethmg I don’t want: takmg

~ me out of action for a whlle

“Wev exclude a huge portion of the population from doing this work. Because, for
example, if you are a single mom and they say the only way to be an organizer is to
work 80 hours a week, you can’t do it. So we’re preventmg people from contnbutlng in
whatever way they can.” _ - ,

“You know how at staff meetinge they ask someone to volunteer? I used to volunteer a
lot, but not any more. - I'm trylng to manage my time better, and one way is to not say
yes to everythmg . , , : .

“I don’t mmd workmg 80 hours When I choose to. But it should not be an

~ organizational expectation. It is an organizational issue, not just a questlon of an
1nd1v1dua1’s time management r :
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“It’s funny that we spend all our time asking people to volunteer, and yet we don’t set
up our own lives so that we can volunteer. I love volunteering - for orgamzatlons other
than the one I work for.” : :

“1 ‘h‘ave'ﬁextime e I»can come in as early as I want and leave as late as 1 want.”
RAC.ISMI’SEX’ISMIDISABILITY & OTHER OPPRESSION

“We can’t let the power structure of our orgamzatlons mirror the power structure of
society. We have to pay attention to power gender, class and race in a really ‘
important way. It’s not enough to say, ‘women and people of color encouraged to
apply’; Women and people of coior must be encouraged to get developed on the job and
move up.” o

© This section is not called “diversity” because as one NOA member pointed out, “There
is a silence around this. We are afraid to name things. We talk about diversity not
racism or Whlte suprernacy or patnarchy

Best

% Co-directors of one man, one woman

% Young people make decisions, run trainings

% Dismantling oppression training .

¢ Non-discrimination policy that includes dlsablhty
R 'Flex1b1hty to do things d1fferent1y ‘

Worst

Board dlversuy lag behind staff diversity

Despite diverse staff, power still in hands of Whlte males

Sexual harassment covered up

Failure to name issue - talk about diversity not racism & patriarchy

Staff of color not trained to take leadership -

Dlsablhty rights groups not cross cultural

Staff of color trained to lead, but have to leave organization to do it
White/male/ pnvlleged leaders don’t believe staff of color have capacity for
leadership

No dlversxty allowed in style of organlzmg Wh1te culture i imposes style
= Lip service to accommodation of disabilities

Comments

“Too often the senior staff are still White men.”

~ “Groups have to have a non-discrimination policy that includes disability. Most
organizations do not. They don’t even ask about d1sab111ty It is not even on their
radar screen. It Wasn’t even on the national census

“The two things that break orgamzatmns apart are racism and sexism. We have to
ask who sets the agenda, who really has power? Even with 99% of the staff being
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- people of color, the organization’s agenda and culture can be’deﬁnéd by someone else
~ —white males. But there is silence around this stuff -- we’re afraid to talk about it -
‘embarrassed that funders may find out.” I o

: “Organizations have a policy that ‘we’re going to accommodate everybody’ but when it
actually comes down to it, there is a lot of lip service paid and it doesn’t really happen.

They’ll have ramps into the building, but there are no other access issues considered.” -

“,Théré is this fundamental idea, especially a.mongwhite male EDs, that “sure we want

a diverse, representative workplace, but we have to get the work done” and women and

people of color just don’t have the capacity to run an organization. The front line staff

isn’t educated enough, can’t raise money or write a report. So in practice we get “we’ll

work on it, but we've got to get this work done right now so we're gong to keep the well
- educated middle class white guys running stuff.” Administration tends to have a more
~ corporate style, rather than the more democratic and participatory style we want in
our organizations. No matter what their theoretical politics, if the person running the
organization believes (based on white supremacy or patriarchy) that most staff or .
members can’t do it, don’t have the capacity, then you're never going to change the
way things work.” o

“Organizations include diverse groups in participation, but never leadership.”

“You think, do I want to educate this person or not? You face that every day. You get
tired of educating people, tired of having to explain why you need accommodation to a
group of progressive people, who should just by nature get it and don’t. You have to
educate someone who you are already thinking should be an ally. No, this is too
much, I'm tired, they should know this stuff. It is very frustrating, which is why
people with disabilities work in disabled rights groups.” -~ =

23

SN 2 N i G P A S NS 0 O AR R e




‘INTERNAL TRANSFORMATION

Analyzing and Creatmg Pohcues -
Some factors to consider

VVVY V

Y VvV

What do we believe is the best policy, given our commitment to economic & soc1al
justice -- e.g., should leave be parental (for fathers) not just matermty'r" .

What can the organization afford, given the current budget? _ '

Do we need to change the budget to do what we consider is best?

Is there a community standard - for our city, our religion, our constituency?

If the policy involves leave time (parental leave, vacation, disability leave, sabbatical
leave), how will that person’s work get done while she/he is gone, or do we leave
the work undone (back burner it, suspend meetings on that project, etc. )'P

" How does the policy, when apphed to one staff, affect other staff?

What is the balance between individual responsibility and organizational -
responsibility — e.g., if I want a 3 month sabbatical, how much advance notice do I

* have to give the organization and do I have to commit to contmumg work at the

%

VVY V¥

organization for a period of time afterwards?

Can the same policy apply to all staff or do different pos1t10ns require different
rules — e.g., do administrative support staff get flex time and car allowance; does
the executive director have to report to work at 9 am and take a half hour unpald
lunch?

What are federal, state city Iaws —-do they automat1ca11y apply {e g., minimum or
living wage, workers compensatlon}, are they good so they should apply anyway
(e.g., family medlcal leave act, fair labor standards act, national labor relations
act)? '
Were we a different 0rgan1zat1on when we wrote this policy — smaller, poorer, less
diverse?

Would member activists leave the1r current jobs to work with us fulI time given our
policies?

Policies should not be written for one employee or posmon or occasion.

How do we ensure fairness for all and consistent application of policies?

Review policies periodically, including Board committee members who may have
responsibility for enforcement.

Organizi-ng to Change Policies and Practices

VVVVVVVVVVVY

Get help - facilitators, mediators

Do one-on-ones

Create committees or task forces

Be systematic, make a plan and clear goals

Objective analysis of power issues

Cost out budget impact of change

The best leaders are not necessarlly the most angry people
Staff union option

Everyone takes responsibility for process

Assume good faith

Be brave enough to consider all options

Be realistic-- letting go of power is difficult, feels very personal
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Create a “safe” space to do it-no one gets, dzsmphned /fired for what they say
Create time lines :

Allow enough time to make change ~it doesn’t happen in a Week or rnonth

Keep doing the work of the organization so internal process is not all-consuming.

VVVY

Comments

“One of the difficulties of doing an internal evaluation is that not everyone in the
organization shares the same goals and pohtlcs I've never worked in an organization
‘where everyone shares the same politics and discusses them If you don’t have shared :
polltlcs how can you agree on your evaluatwn?” : :

“The orgamzatlon had almost dzsappeared we: had no rnoney and could not functmn
The staff took the initiative, but we had to get help from outside. We had to revisit the
mission, the organizational structure. People didn’t leave. They" stuck it out to help

. the orgamzatlon get through this. But we had an advantage - we were a collective.”

“The d1rector wa.nts to go part time, so we got a consultant and began talklng about
internal change -- moving from a pure hierarchy to a more collective or mixed
collectlve and hierarchy. “ v

“It is hard to ﬁnd funders who will pay for you to brmg in out31de help, consultants

“Funders need to pay closer attention - be ready to examine the 1nterna1 dynamlcs of
an orgamzatxon they fund ? 5w .
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~ APPENDIX

‘Individual Participants

John Adler
Rosalinda Aguirre
Franciso Arguelles
Gary Arnold '
Debra Askanase
Drew Astolfi
Courtney Balok
‘Lynne Barbee
Ana Bedard

Leslie Belay:

Pam Bender

- Ilana Berger

Kelly Blake
‘Shannon Bode .
Alison Bowens -
Moira Bowman
Cheryl Brown

Joe Catania

‘Tina Cincotti -
Chuck Collins
Rich Cowan
Nancy Cross
Joyce Cunha
Kathy Cunningham
Tamara Czyzyk

"~ Renee DeLapp
Debra Donnell
Jordan Estevao
Kim Fellner
Lisa Figueroa

Lew Finfer

- Andrew Friedman
Carolina Gaete
Ron Garcia-Fogarty
John Gaudette
Dorothy Gibson

Daniel Giloth

Brian Gladstein
Gabe Gonzalez
Alyce Gowdy-Wright

- Christopher Graeber

Denise Hanna
Keith Harvey
Sue Hyde

Madeline Janis-Aparicio

Giev Kashkooli
Julie Kelly
Laura Lassiter
Alex Leader

Roz Lee

Hyun Lee
Cameron Levin

~Juan Leyton

Ann Long

-Nancy Lorence
- Meizhu Lui

Sarah Luthens
Kathy Mannelly
Nancy Marks
Terry Marshall
Maurice Martin
Patrick Masterson
Lissa McLeod
Steve Meacham
Liz Mestres

Cal Montgomery
Nikki Morse
James Mumm
Sherry Nelson
Pat Nixon

Omar Osiris

-Mayron Payes -
‘Maggie Perales

Idida Perez
Suzanne Pharr

- Kelly J. Pierce

Jeff Pinzino
Steven Ramirez
Gloria Ramos
Jeffrey Richardson
Jennifer Ritter
David Rogers
Linda Romero
Wanda Salaman

- Angelica Salas

Roshani Saraiya
Helen Schaub
Carin Schiewe
Dara Slverman
Graciela Suarez
Carol Thompson
Tam Tocher

Magalis Toncoso

Sarah Triano

"Qurania Tserotas

Enrique Velasquez
Cynthia Ward
Tom Waters

Joan Weiss

Kevin Whalen
Andrew Wiesenfeld
Verlene Wilder
Brenda Williams
Susan Winning
Michael Yellin

‘Guadalupe Zamudio



Orgamzatlonal Policy Manuals
and Unlon Contracts

American Federat1on of Labor and Congress of Industrzal Organizations (AF‘L -CIO}
contract with. the Washington-Baltimore Newspaper Guild / Commumcatlons Workers
of America (CWA)Local 32035 :

American Friends Service Committee, New England Regional Office, contract with
Union of Needletrades Industry, Textile Employees Local 66L

California Nurses Assoc1at10n contract Wlth the Staff Professional and Cler1cal
Association

Center for Community Change Personnel Policies Handbook
Central American Refugee Center (CARECEN) Administrative Manual

Childcare Guild of Service Employees Internatxonal Union (SEIU) 925 Wlth the
Association of Childcare Employees

CWA Local 1032 contract with Teamsters Union Local No. 115
CWA Local 1034 contract ‘with Umon Employees Unlon

District 1199 NW/ SEIU contract with 1199 NW Staff Union
Independent television Service, Inc. Employee Handbook and Personnel Policies

Innovative Resources Management Policies and Procedures Manual

International Federation of Professional and Technical Engineers Local 17 contract
\mth F1e1d Staff ”

International Union of Food, Agrlculture Hotel-Catering, Tobacco and Allied Workers’
Associations {IUF) with the Federatmn Suisse des Travailleurs du Commerce, des
Transports et de L’ahmentatlon

L.A. Alhance.for a New Economy Organization Policy Manual

Labor Project for Working Families contract with: SEIU LOCa_l 535

Make the Road by Walking, Inc. Employee Handbook -

Mothers on the Move, Inc., Personnel Handbook‘ |

- National Interfaith Committee for Worker Justice Personnel Policy

National Organizers Alliance Personnel Policy



- NE Action Personnel Policy Template
North East Action Staff Union Contract

Office and Professional Employees Intematmnal Union Local 8 contract W1th Union
Representatrves : B . I ,

| ’Oregon Public Employees Umon r SEIU Local 503 contract with the Pubhc Employees
Representatwe Union/CWA Local 7901

Orgamzatmn of the NorthEast Employee Handbook and Personnel Policy
~ People United for a Better Oakland Operations Manual

Public School Employees of Washmgton (PSE) contract wrth the PSE Staff
Organization

Rural Organizing Project Personnel Policy

SElU District 925 contract With‘ the Union of Union Representativee
SEIU Local 6 contract with Local 6 Staff Union -
Southern Empowerment Project Personnel Pol1c1es

Umted Food and Commercial Workers Local 1001 contract vnth the Pac1ﬁc Northwest
Newspaper Guild/CWA Local 82

Umversxty Professxonal & Techmcal Employees / CWA Local 91 19 contract with Staff
Union -

Utica Neighborhood Housing Service, Inc. Personnel Policy

V1rg1n1a Orgamzmg PI'OJCCt Inc. Personnel Pohc1es

Washmgton szen Actxon Personnel Pol1c1es Manual

Washmgton Education Association (WEA) contract with the WEA Staff Orgamzatron

Washmgton Federation of State Employees (WFSE)/ Amerlcan Federatlon of State,
County and Municipal Employees Council 28 contract with the WFSE Staff Union

" YouthAction Organizational and Operations Manual -



. .Secure the Future _'of Social Justice:
~Investin the NOA Retirement Pension Plan

The NOA Retirement Pension Plan was specially designed for organizations dedicated
to the struggle for social, economic, environmental and racial justice. As of January
2002, the NOA Plan had 70 signatories {organizations) on board with more than 450
people covered by the Plan and nearly $2,000,000 in Plan assets.

The Plan is structured to make sure that those who toil for justice can have dignified
and secure elder-hoods. Credit is given for movement service, rather than just service
with one employer; which permits broad participation and vesting in a sector where
many are quite mobile. It mandates a 5% employer contribution for all participants,
which means that everyone who has worked in the movement since 1985 will have
something set aside for retirement. -

The Metropolitan Life Insurance Company is the NOA Retirement Pension Plan
investment carrier. MetLife currently offers 43 investment options to participants,

“including two socially screened Calvert Funds. In addition, the NOA Retirement
Pension Plan Trustees contracts with Carday Associates to handle the administration
of the Plan -- tracking contributions, vesting, etc. Carday Vice President Judy
Hendrickson coordinates the NOA account. Denise Hanna, NOA’s National Benefits
Coordinator, is based in the NOA office and facilitates smooth interactions between
Plan participants, Carday Associates and MetLife, and works to grow the Plan.

~ SUMMARY OF FEATURES

‘Open fo employers who: o

Are organizational members of NOA ‘ -

Have at least one individual NOA member on staff

Agree to contribute at least 5% of wages _

Agree to terms of NOA participation agreement :

Agree to contribute on an equivalent basis for all eligible employees -

e & & o o

Confributions f‘o' Plah dre_:

« At least 5% of each employee’s compensation (an employer may agree to a
- higher amount, as specified in its participation agreement) .
» Each employee may voluntarily elect to defer an additional, pre-tax amount
from his or her wages o S s e,
o The employer may agree to match each employee’s voluntary wage deferral, in
the amount specified in its participation agreement o :

Account Balances:

e A separate account is maintained for each participant in the plan
e All plan assets are held in trust and managed by Metropolitan Life



e Each participant can choose how his or her account balance is 1nvested and
can choose from a wide vanety of profess1onally managed stock, bond and
money market funds, 1ncludmg socially conscious investment funds

Rehrement

e A partlclpant is entltled to the balance of his or her 1nd1v1dua1 account

~ (including all contributions and. earmngs) at ret1rement
Normal Ret1rement Age is age 65 ;

Can retire at any age because of d1sab1hty

. Benefit payable to designated beneﬁc1ary upon death ,
A participant may elect an annulty ora lump sum payment on ret1rement
A participant who is not married may elect a Joint and Survivor Annuity (1 [
an annuity that will continue to be pa1d to the designated beneﬁmary followmg
the participant’s death) payable to his or her domestic partner

o A participant who is married will receive a Joint'and Survivor Annuity in favor

~ of his or her spouse upon retirement, unless both the part1c1pant and the

spouse. agree to elect a dlfferent benefit form

‘e ® ® o

P»Ian Loans:

e A participant may borrow up to up to the lesser of $50 000 or the 1/2 of h1s or
her vested account balance ,

e Loans are repaid by payroll deduction
e The participant must pay market interest rates on the loan balance
All interest payments are made to the participant’s account

Portability:

e The NOA Pension Plan is a national plan, designed to cover the entire :
progressive movement
o  Service for any participating employer is service for all purposes uncler the Plan
e Participants may move among participating employers without penalty .



Hearts on Flre. |

How Do We Keep Them From Burnmg Out" |
By Ktm Fellner

I have always thought of my movement work as a demanding, aggravating and
irresistible lover ~ one it’s impossible to marry, or to leave. I know it has an air of
pathology, but I am not alone. For most of us, the passion precedes the paycheck. Sift
through the ashes of organizer burn-out, and you'll likely discover a saga of love and
hope, betrayal and loss. That quality of lover-ship sets the tone and intensity -

of our commitments, break-ups and flame-outs.

Here’s a recent tale from the trenches. A talented young community activist with several
years of work experience takes a job in a union, inspired by a vision of justice and

the opportunity to make a tangible difference. She’s given minimal training and soon
finds herself working close to 24/7. She’s moved around the region at whim, often for
weeks or even months at a time, She has a home, but lives out of a suitcase. She loves
the members and the mission, but she has too few supportwe coIIeagues and no time to
make friends.

The last straw is when her male supervisor hits on the staff women, uses sex as part of
the promotlon and punishment structure, and implies that this organizer wouldn’t
understand because she’s a lesbian. "I just couldn’t stand it any longer," she explains,
"and I don’t know what I think about working for the labor movement again. In fact, 'm
sick, I'm exhausted, and [ have no idea what to do." By the end of the recitation, she’s
weeping. It takes her months to recover. :

Another local union has just fired a terrific organizer of color for supporting her co-
workers’ rights to organize a staff union. Now, in the tradition of union-busting
employers everywhere, the local is fighting her unemployment claim. Every week, the
National Organizers Alliance fields calls like these from practitioners on the edge.
Sometimes it’s blatant workplace injustice, made unbearable by the contradiction
between what we espouse every day and the way we ourselves are treated on the job.

' Sometimes it’s isolation. Most often it’s just too much work over too long a time. Add to
that the fear of failure, guilt that you mightn’t be dedicated enough, standards of
machismo and martyrdom - and you've got the components for burn-out.

Every case is a bitdifferent, but here are situatidr_is that recur with alarming freqiiency:
Don’t Stop ‘Til You Drop

Rather than seeing the health of the orgamzatlon as tied to the health of its organizers
(or leaders), we often act as if it depended instead on working organizers to death. One
frequent habit is to hire a lot of young organizers, pay them next to nothing, and work
them until they’re too exhausted or pissed off to stay, assuming the few who remam
are the ones we want.

As in SO many lover-ships, guilt and martyrdom are rampant. We exhort organizers
that, "the other side never stops, the other side never sleeps.” And since we’re suckers
for tough odds, and eager to make the defining difference, we'’re all too ready to be
convinced that those extra hours we put in are all that stand between us good guys and
Armageddon.



My friend once had to choose between a union election and her parents’ fortieth
wedding anniversary. “We were right down to the final days," she told me, "and my
mentor said, ‘Look, it’s your choice. You just have to figure out how you're going to feel
if we lose the election because you were away and didn’t get to make those extra house
calls. You’re going to have to live with that down the road.” So I opted not to go. Well,
my father died shortly after that There was never a forty-fifth. And I live with that
instead."

There is also a class, gender and race cut on the question of time. Parents, especially

women, especially single moms, need to have time for their children. Sure, I know some
two-organizer families with nannies, but expecting all organizers to have them Would
clearly be class barrier to who could afford to be an orgamzer

Too Much Too Soon

Many of the problems we have in progressive organizations, especially small ones, boil
“down to Not Enough Money. That means too few staff people to do the work, not enough
training, no transition time between one director or lead organizer and the next, Never -
mind that you have only six months of job experience and have never worked in a rural

- community before ~ ~you can run this show!

So we try. And surprisingly often, we ~ and the organizations -~ survive. But the stress -
and exhaustion that accompany the effort take their toll. After a few years of o
-such constant pressure, a dog-walking service or a pottery studio in Santa Fe look &
pretty damn good : : :

Too Little Too Late » ey

The flip snie of too much too soon  often happens when you have a d1rect0r ora board
unwilling to relinquish any power. Frequently, "field hands" are so desperately needed
in the roles they currently hold that we are. unwﬁlmg to promote them out of those
slots. Yet, to keep people in slots they’ve outgrown is a sure route to disaster. And we
don’t even think about how to provide adequate. elder and mentor roles for our
experienced practxuoners many of whom cannot afford to take tlme off between jobs,
much less retlre

»Paradoxically', while we suffer from too much turn-over at the bottom, many
organizations have directors who seem to be there for life. That also makes it hard for
the next people in the chain to move up, or achieve the recognition that '
encourages peole to endure.

All Skilled Up and No Place toGo‘

‘There are some good reasons that directors don’t want to give up their posmons The
number of wonderful movement jobs paying a 11v1ng wage is actually quite small, not to
mention part time work for organizing moms, or jobs for highly skilled people who don’t
like administration. Frequently our organizations are just too small and too poor to add
another job slot to the mix. Eventually, this lack of opportunity yields to malalse, and
the fire dlms




The‘ Alone Star State

A new union organizing director was picking my brains about what organizers really
need. I suggested that organizers needed to work at least in pairs, so that they didn’t get
too tired or lonely, and so they had a safe person with whom to debrief at the end of the
day. "You must be kidding," he scoffed "we don’t have the money do that - '

Bemg alone is a major factor in premature burn-out. Sometimes it’s the organizer or -
director in the one-person office. Other times, it’s the person sent to a distant
regional office as the sole organizer in someone else’s operation.

Then there is the isclation of being the only woman, onIy woman supervisor, only
person of color, only person under 30, only gay person in your organization or office,
with no one else who shares your cultural stress points. To make thmgs Worse, you are
often expected to: represent all others in your category

Machismo

My husband defines this as, "frequently wrong, never in doubt " Often 1t boils dovm to
“don’t ask, don’t tell." Don’t ask for help. Don*t admit uncertainties. Never take a
vacation, never go home before 8 p.m. Don't be a wimp. Too often, this means we let
ourselves and our co-workers ignore serious problems, like alcoholism, depression,
illness. A long-time organizing mentor hangs himself, and it turns out everyone knew
for years that he was an alcoholic on the edge. Another colleague is diagnosed with
~diabetes and refuses to take appropriate steps until he’s seriously ill.

Race to the Bottom -

While racial diversity is near the top of progressive organizational rhetoric, it frequently

falls to the bottom of the real organizational agendas. When push comes to shove, many
organizations will abandon affirmative action hiring rather than keep a job open until
they ﬁnd the right staffer of color. :

We frequently hear colleagues wa.iling about how they couldn’t find any qualiﬁed
candidates for the job, or that the staffer of color they hired just didn’t stay long enough
to rise through the ranks. The consequences are obvious: organlzatxons have staffers of
color in the clerical and entry level jobs — and painfully few lead. organizers and
directors of color. Or staffers of color are promoted without training or support and then
held accountable for failing to meet unrealistic organizational expectations.

Not surprisingly, women of color experience burn-out disproportionately. Mid-career
women of color are in high demand on the job market, but are frequently burning out
from being over-displayed and under-valued, without enough colleague ship, support
and/or real power to deﬁne orgamzatlonal agendas,

This is not a pretty cycle. Where there are few lead staffers of color, there are fewer
mentors of color, and the organizational culture remains white-dominated. These
situations are not merely personal, but systemic. If we are serious about diversity, we've
got to be serious about deﬁmng, and then creating, the condltlons that enable ;
workplace d1vers1ty to ﬂounsh



Si se puede

‘So what can we do to make our orgamzatlons Just and Joyful fuehng both movement
v:ﬁre and personal commitment for the long haul?

1. Consistency between the values we preach and the values we practlce may be
the biggest life-saver of all. If we say we believe in unions, we shouldn’t fight the
development of staff unions. If we say we believe.in pay equity, our pay scales should
reflect that. If we preach fa1n1ly~fr1end1y pOllCleS we should offer child care-assistance
and parenta.l leave. : :

‘YouthAction, based in Albuquerque, New Mex1co developed personnel policies that
reflect this spirit. For example, "Because Youth Action is committed to the health and
welfare of its staff and believes in placing realistic expectations, compensatory time off
from work will be earned by staff working beyond the normal work week..." Or

- "[YouthAction] will reimburse an employee for 100% of chlldcare costs resultmg from
‘work-related act1v1t1es such as travel and meetmgs

2. Save demands for heroism and martyrdom for the times that require them —
“and learn to tell the difference between the urgent and the critical. Encourage co-
workers to take vacation time, and keep your eyes open for signs of exhaustion and
‘spiritual implosion. Don’t force colleagues tochoose between work and health or work
and family. Remember, even organizers who are unmarrled un—partnered and/ or ‘
childless have pa.rents, homes and hobbies. : '

3. Share power, and know when to turn 1t over. Make room for new leadershlp
have always taught that the first job of a leader is to identify and train their successor.
That applies to staff leaders too," says John Ruoff, (a- white man) who turned over the
d1rectorsh1p of South Carohna Fa1r Share to Lenora Bush Ree se (an Afrlcan-Amencan
woman) .

"When we started Faur Share in. 1986 87, my bemg the execuuve dlrector was a matter
of default," Ruoff continues. "I was the only staff person. As we were looking '
for a second staff person in 1992, 1 knew I was hiring my replacement — even if she
didn’t. There was a conscious (if sneaky) training process for three years. When I went
on sabbatical, it was the perfect time to implement my scheme to switch jobs with ‘
Lenora, and after some initial skepticism, she agreed she was ready The central issue
is trust, in both directions. It’s not just, ‘Will this person be undermining me?’ but also,
"Will this person give/ accept supervzsmn'»’” I knew we had successfully transitioned
when Lenora started supervising me.' & :

4, Develop depth as well as breadth of skills and representatmn. To the best of
your organization’s ability, try to make sure that particular people are not the
sole repository of critical skills (organizmg, computmg, fundraising, training).
- Overlapping talent provides exciting chances for brainstorming and compamonablhty -
and relieves the pressure of havmg too large a piece of the world on one pair of
shoulders : : : o :

: ThIS pr1nc1p1e also works for dlversrcy One of the thmgs NOA has done well, although
our first efforts were intuitive rather than strategic, is to build a board where there is.
depth of racial and generatlonal representation. More than a third of our steering
committee is under 30, more than half are organizers of color. To do this required a
larger (and more costly) board than common wisdom mxght ci1ctate for a smallish
orgamzauon but it’s worked well for us.



5. Take time to mentor. Take time to learn. We usually think of mentoring from the
top down - and that sharing of experience and wisdom is critical. But we also have
much to learn from our peers, and from our colleagues who are just starting out. The
recent WTO, IMF and World Bank actions in Seattle and DC illuminated the lessons to
be passed up from a new generation, including a new cultural spin on collective
decision making and an awesome savvy at web-based organizing,

6. Fight cynicism. Laugh. Exercise trust. Celebrate often. Build community. Eat -
chocolate. The culture of longevity lies not merely in the rules and the written but in the
culture that emerges between the lines. It is hard to let culture mutate, rather than
inflicting the existing norms on new staffers. But it is periodic reassessment, collective
ownership and validation of the rules and norms that provide a basis for both clarity
and comfort. And it is the times we share together, hard at work, in the lull between
storms, at meetings and at meals, that make the relationships that make

the movement.

7. Leave Room to Grow. Im actually writing this story as I return from a three-month
sabbatical — the first time I've had that much time off in roughly 15 years. I finally had
* the opportunity to think about my work away from the press of day-to-day minutia, and
also to not think about work at all. In the process, I've been forced to draw some new
distinctions between the consuming exhaustion and disappointment that characterize
burnout and the healthy need to change our lives and our vantage pomts as we grow

up in the movement

Our co-workers do not cease to be our comparieros when they leave our organization for
another, or when they reconfigure their lives to accommodate children, health, age or
new interests. So long as we share the fight for justice, and the commitment to
progressive change, we can afford to let each other change. That way, we can become a
growing, diverse cadre of innovative practitioners rather than a shrmkmg pool of
exhausted purists. s 7 :

8. It Takes a Movement To address burn—out and change requ1res not just an
organization, but a movement approach. NOA has concluded that providing pension
plans, health care and sabbaticals can fully succeed only when they become
movement practice; the same 1s true for all the above condltlons that deter or forestall
burn—out

Let’s keep our passions and our co-workers alive — and set the world on firel

Kim Fellner is NOA’s founding director. Before NOA, she worked with several labor unions, including SEIU, the
Screen Actor’s Guild and the National Writer’s Union. She lives in Washington, DC,



The Mest Challenging Camp'aign" a
Orgamzmg Balance in Our Lives
By Cathy Howell

Recently, a fnend described one of our mutual frlends as the most workahohc
person she knows. She offhandedly added that, of course, I would have made
that list a couple of years ago. The rather backhanded compliment made me
proud. Then yesterday, my massage therapist called and I told her I was on
overload. “And that’s something unusual?” she asked in one of those knowing
tones. I have changed —at least I have a massage therapist — but I clearly need
to clean up my act to be credible on this issue to anyone outside of the:
movement, or with anyone who has the time to notice. So, in the best NOA
tradition, this article reflects on how to make some progress in achieving a more
balanced life while staying deeply committed to organizing work, based on my

- own expenence and conversatmns with organizers I respect '

I dec1ded to explore my questlons about these issues by 1nterv1ewmg a dozen
organizers living and working in North Carolina at the local or state level. As a
long-term organizer and current North Carolina Field Director for the AFL-CIO,
my day-to-day effort to stay on track, make a difference with my life and work,
and also take care of myself has become critically important. Though I still get
overloaded, I've gotten clearer in the past few years on the difference between

- what I need to do and what I want to do and I have made headway in gammg
more balance in rny life. : oo _

Yet as I sit here at my computer I'm once again a victim of my overloaded life.
I’'m down to the wire after postponing this article from my first deadline, then
getting three extensions on this one. I could blame it on the heavy involvement
of the AFL-CIO in the never-ending 2000 election and my unexpected days in
Florida, or the fact that I'm playing catch up with everything that got postponed
to November 8th, then December 8t:, then into January. But, that would be
foolish. There is always something unexpected I have to do for my organizing
job, or some related act1v1ty I chose to take on that fills my life to the brlm and
then spills over.

In my new job, I’'m not in the position to travel or participate in meetings and
conferences with my old networks on work time. I live in a small North
Carolina coastal city with less than a handful of paid organizers. Yet, I have a
commitment to anti-racist work and to my own political development. How do I
squeeze all of that in when my job takes up so much of my time? And how do I
protect time and energy for family and friends, take care of my physical and
emotional health, and still have unstructured time to relax and enjoy the beach,
a new CD or an afternoon nap - -~ which I increasingly long for as I've reached my
50’s. : _ _ .



- »An Unsupported and Unappreciated Path

- Organizers in North Carohna are outside the urban centers of- mainstream
progressive culture in our country. There are few resources for organizing and
only a couple of dozen full-time organizers on the ground in the state. Our
communities lack a positive historical memory or culture of organizing. Angie
Newsome is a twenty-eight year-old unemployed organizer. She grew up in
Davie County and now lives in Swannanoa in western North Carolina. “I went
to Chicago recently and there was a mural in the public library about -
organizing. - It really struck me - organizing is public there - not somethlng that
is in a back room or underground. It’s part of the culture It.was great to know :
it’s not 11ke North Carolina everywhere » :

Chip Roth came to North Carohna from. Plttsburgh m 1998 to work for IBT
Local 391. He echoes Angie's sense of the lack of public and community
support for organizing. His union local represents drivers in North Carolina’s

- movie industry. “One night in 1998 I was going to talk to some drivers working
a science fiction movie shoot in a rural North Carolina county. It was 2:30 in
the morning. Folks were freely walking and driving up and down this rural two-
lane highway where the shoot was taking place, with a sheriff's deputy waving
them through. As walked up to him, he asked me who [ was and what my
business was. When I told him I was with the union, he told me I couldn't go
any farther. I was floored. This was a public highway. He told me that the
road had been privatized for the duration of the shoot and they had sanction
through the NC Department of Transportation to do it. I-argued that federal law
gave me the right to have reasonable access to employees He said, ‘That's fine
son, but if you cross that line, I'm going arrest you.’ And he did stop me for
that night.” Chip adds that this is typical of the attitudes he experiences in.
organizing around the state. “To the labor movement's credit, we were able to
get the governor's office on the phone the next day and. get thlS dealt with. But
there is constant harassment.” : . .

The opposmonal nature of our organizing work means that we lack cultural and
institutional support in a profession that demands our self-awareness and
political development as workers. To be effective organizers, we must stay in
touch with a broad movement and a diverse array of issues and events. We
deal with people constantly.. We need to work on our own “isms” and heal from
the abuse we've experienced and the internalized oppression we carry. We need
to know when to draw the line in meeting other folks’ needs. Organizing work, -
especially in the labor movement, often demands extensive travel away from
home. We work when other people are off -~ weekend conferences, evenlng
: meetmgs, checkmg in Wlth a leader over breakfast.

Erme Boyd, who now does volunteer orgamzmg in Ashevﬂle w1th Just
Economics, a local membership group, suggests, “It’s a mistake to lay all of this
overwork at the door of organizing. It’s also about what kind of people we are.
Some people will be that way no matter where they are. In movement jobs, we
have to build and maintain a world that isn’t based on overwork.”



The Call of the Open Road |

 Some of the organizers I spoke with made difficult choices in confronting the

- competing demands of work and family life. Travel and long hours are a
constant issue. Laura Gordon described a conversation she had as part of an
oral history pro_;ect “We interviewed a bunch of middle-aged and retired male
union organizers and activists who talked about their long hours and days on
the road. Afterwards the wives were talking. They didn’t like it.” These guys
were always gone, never home. Their wives had to raise their kids alone. Most
women don’t have partners willing to do all of that. And most women wouldn’t
be willing to be away from their kids that much. I have a passion for this work
~ 1 feel compelled to do it. Often I've had to put a lot of my personal needs on
hold to be able to - especm.lly as a single mother

Road life is hard on a lot of organizers. “Some people thrive, rather than suffer,
on the road. But for me, it was much easier to maintain some personal rituals
when I had jobs that didn’t require much travel, even when they did require
long hours.” Says Ernie Boyd. Laura Gordon adds that the constant travel that
unions demand of organizers makes it almost impossible for anyone with on-
going parental responsibilities to take most of the jobs available in our region.
“Most labor movement jobs are okay for really young women or older women
Whose kxds have left home,” she laments

Steve Jones is an organizer with IBT Local 391 in Greensboro. He began his
organizing career by coming. out of a textile shop in Virginia and joining the
staff of the Amalgamated Clothing Workers Union. “My first organizing jobs -
were tied to a road life. I attended lots of conferences and extra meetings of
allies like the Coalition of Black Trade Unionists, A. Phillip Randolph Institute,
the NAACP and other groups. After my first marriage fell apart and I remarried,
I looked for a job as close to home as I could find, but it was in Baltimore, I
was torn between work demands and home life and not feeling good about the ‘
job I was doing on either. Now I've made the decision to stay home and work
out of a local union. I've also let go of going to extra meetings and rely on
contact with friends and the Internet to stay in touch. It’s hampered me
professionally in some ways, yet I now have a semblance of a personal life. I
play a more supportive role to my wife and six year old son.”

Finding Your Place

There is a tension between place and work for many organizers. It’s hard to
build connections and have a sense of community when you are following
organizing work. Some organizers have a connection that roots them
geographically and yet limits their employment potential. Others find
connection in an organization that keeps them on the road or movmg from
place to place. : :

Angie’s lack of employment in organizing reflects one of these tensions. “I have
- to think about how I'm going to do this work for the long term. I don't think it’s
a reality that I'm going to make it a career living here. I've felt terrible guilt



about not doing organizing. Other people have literally died doing this work.
And I've had the luxury of being employed to do it. I've done enough so I've
developed a sense of what [ will and won’t do. My ‘will do’ list is very small. An

orgamzatlon I work with has to have a sense of building a movement, a strategy

for the issues it’s taking on, and be building a community base. So I’'m not
even considering most of what has come my way. If I don’t want to create the
Whole orgamzatmn there is no place for me to be employed to do organlzmg
here.” : ,

Very feW Iocal unions in North Carolina have full- tlme orgamzers and most of |
the jobs that do exist are regional in nature. In the past, Laura Gordon was

able to keep her hand in local organizing with her former union, AFSCME. Now

she does part-time organizing work around the western part of the state with
IBT Local 61 and supports other organizing in her role as president of the
Western NC Central Labor Council. L

:Laura struggles with the 1solat10n of 11vmg in a small cityin a ma.lniy rural part
of our state. “It takes discussion with other people domg this work to stay in

touch with trends, to gain perspective. It’s harder to do in a rural area. I'm on o

a national adv1sory board for the AFL-CIO with people from big cities, in the
center of act1v1ty I'm often coming into the middle of a conversation they have -
been having and feel pretty out of it. It’s hard too, when other people get to sit
in meetings up in DC and hatch up ideas that we in the field have to carry out.”
‘She also searches out connections with other organizers around North
‘Carolina. “In the labor movement, theoretical discussion often isn't seen as a
priority. But, that discussion is what keeps me afloat.”

I have been extremely lucky to work and live in a wide variety of places. I know
that some of my most critical political consciousness was formed by experiences
far from my own home. I was able to do this because I didn’t have children,
and for many years found my community in the organizing world, rather than
in a geographic place.

Supporting the Next Generation

For organizers with children at home, the lack of a local community takes on
other dimensions. Naomi Swinton, a southern region organizer working with

Grassroots Leadership just cut back her hours to half time after the birth of her

son, Broadus, a year ago. She is on the road less and now works to build a -
local organization in Wilmington with her remaining work hours. Still there are
issues. “In our country, people move around a lot. It makes it hard to have an
easy and convenient support system. I have good frlends in my ne1ghb0rhood
but it’s still so much easier to trust that I could leave my son with my mom on
a moment’s notice if she lived right down the street. Most of us are just too far
from family to have that kind of support system

Steve Bader, an organizer vmth UE 150, works thh employees on university
campuses around the state. He cred1ts his three-year-old son, Ehjah with




organizing him to slow down and be home more. “I hear him saying get off the
phone Dad’ With hlm, I have to play.” -

Dothula Baron dlrects the D1spute Resolution Center in Duplin County In

- addition to providing training and mediation services, they are organizing an
anti-racist project in their four county area. “When I was a single mom with
two boys at home, I wasn’t as smart as I am now. Iwas a crazy woman. I'had
my kids involved in everything and I said yes to anything I was asked to do.
One thing that saved me during that period was meditation. After my first son
was born, I took a yoga class and I starting meditating. Then I taught it to my
kids. Over the years it’s helped me stay centered 2 * :

Prlorltlzmg Number One

Most of the organizers I talked Wlth acknowledged the1r struggle to get enough
time for themselves. “F, F, F,” Steve Bader says with a laugh when I asked him
about this, “That’s my grade I need more regular contact with myself. Ido
 know that I have to keep the pilot burnmg on things I want to do, even though I
don’t have time right now. kae exercise once a month - just to have a vision
that it’s possible to do it more.” Angie’s frustrated too. “I never got a good
method down for that ever. It just felt like all or nothmg " Steve’s co-worker
Saladin Muhammid echoes this. “I need more practice in balancing.” George
Hines, who organizes with the Sheet Metal Workers, Local 5, says that
frequently everythlng else Just has to be put on hold” Whlle he’s in the middle
~ofa campalgn : _

’

Inside Struggles

Another set of stresses for orgamzers arises from the lack of comnutment to
dealing with internal issues ~ on the part of our orgamzatlons and the
individuals within them. Jesse Wnnberley, who is recently unemployed after a
dozen years working as a local organizer in Moore County, notes,

“Organizations trying to hide their problems create a lot of stress for staff.” His
organization changed direction and he’s now working as a carpenter while he
tries to ﬁgure out his next organizing step. ,

Kim Diehl, the new co-director of Southerners on New Ground reﬂects on the
internal struggle. “Our day to day work and issues are tactical. Butitis a
spiritual battle, and we have to see it in simple ways and do our own healmg SO
we don’t continue the cycles of oppresston It’s tough and also incredibly -
gratxfymg I can see victories much easier when I’'m not bogged down by
oppression. I can see my mistakes easier too. If I don’t do this — take the time —
I lose why I'm doing this work. I'm asking, ‘Where is Kim Diehl in this?”

Robin Ellis, a UE 150 organizer, addresses her own role. “One major struggle is
to figure out both how I deal with my own privilege within a movement and
what to do when the ways in which I'm oppressed are totally unacknowledged
by that same movement. One thing I have learned about the need to change

- organizational culture to make it better for me is that nobody is going to do it



for me. Ijust can’t sit around and complain. I have to see it like a- campalgn on
an issue and I have to find other people. Ican’t organize by myself — even
internally. It's frustrating when the people WhO need to do the most work aren’t
domg it though. It really p1sses me off 4 ' :

Four key things that help these orgamzers work effecttvely, develop
politically, get support, and take care of themse!ves emerged from
these conversations:

1)A strong'netvvork of friends, colleagues and mentors. Everyone I talked to

~mentioned this in regard to one aspect or another of this quest to do good
- organizing and take care of self. Naomi takes time out to have a larger political

discussion with colleagues and mentors two or three times a year. “I have to do
it. It keeps me going for another three or four months.” Saladin adds, “Staying

_ in touch with a national and international network of labor and social Justlce }
’ act1v1sts helps a great deal. The internet and e-mail have been key for me

A tool Ive used since begmmng my job at the AFL—CIO is to set times to
regularly check-in with colleagues outside my day-to-day work. We each get
time to talk about what’s happened over the past few months — what goals we
met, what holes we fell-into and what we are trying to do in our 11ves not just
our jobs or other political work. This gives me support for saying no and for -
gettmg trusted perspectives on where my life is heading.

2) Have systematic ways to pick up new information about what is happening

outside our own day-to-day sphere.

Ernie picks up a lot of h1s current 1nformat1on locally “I tend to be more
informed by who is part of my day-to-day casual contact. In Camden, | was
more on top of prison issues. In Asheville, it’s environment.” Robin Ellis -
notes, “Most of my friends are political. I hear things from them.” Steve says
car r1des with co-worker Robin and other staff and leaders are a “great way to
reconnect, learn about other issues, and teach what he knows.” Angie makes a
point of getting out and seeing how other organizations work. “I really enjoy
visiting other organizations. It’s fun and 1nsp1r1ng ‘And building informal ties
helps advance the work >

ertten resources aIso prov1de useful mformatlon about orgamzmg and polltlcal
developments. Everyone mentioned the Internet as a tool they now use ~to

search out information on websites or to be part of list serves from

organizations that provide da.dy or weekly articles. The Black Radical Congi‘ess

‘the Carolina Socialist Forum, Leslie Femberg s www.workers.org and various -

issue, labor, and student based list serves were mentioned. Progresswe

- publications like Third World Resurgence, The Ark, Labor Notes, In These Ttmes,

Dollars and Sense, Colorlines and Southern Exposure are key, as are newsletters
from allied groups. Ernie squeezes in reading while supper cooks. “We don’t
have a microwave,” he laughs Kim Diehl says she tries to do “multi-issue
readmg thlngs and issues I don’t have to read about all the dlfferent pieces




of the movement. It keeps me fresh, keeps my ﬁnger on the pulse so I don’t get
too kooky from belng in my own httle world.” :

Conferences and retreats also prov1de organizers with both connectlon and
information. Last year I helped orgamze a retreat with a bunch of women -
organizer/activist types in our region. No funding, no big advertising. A couple
of us just put out the word via email to women we know and we ended up with
a diverse group of sixteen, ranging from age 25 to 50. We spent a weekend
hanging out together at the beach, talking about our lives, and how fem1n1sm
does or doesn’t get integrated into what we do day to day.

Jesse Wimberley cites the NOA Gatherings as a model for how to have fun while
working and building community. Laura agrees. “It’s a lifesaver for me that
somewhere these issues are being taken up in a serious way.” Saladin sees
periodic meetings that bring organizers together to review and analyze past
work as crucial. Robin adds, “I think women need to get together. We are more
often trying to create new organizational culture. I don’t need a perfect
orgamzatmn Butl do need to ‘be with people who are trying to ﬁgure out new
things.” : 5,

3) Take time for yourself and target your energy. Robin has a few solutions

to overload. “I tend to ignore some of the internal politics within my union and
miss most of the big protests. I’'m not really into mobilization without strategy.
I’d rather use my energy on my organizing. I've gotten pretty good at taking
time for myself I play soccer, have- frlends, and am part of a white anti-racist
group.”

Takmg time off is key It helps you break the 1llus,1on that you are .
indispensable. And, if it’s not an illusion, your organization is in trouble. It
protects your sanity, helps you deal with ego issues, and forces you to build = -
structures that work without dependence on any one individual. “I still have to
remind myself to take time off before other people have to remind me. When I
don'’t do it, I get off balance and too rigid in my thinking,” says Dothula Barron.

Jesse Wimberly explains how he keeps perspective. “I have to see my work as
part of a larger effort and connected to many other things. It can’t be tied to
winning, but to doing the right thing with the right intention. If we sell out to
win - even sell out our own sanity - it will come back to bite us. I've never tried
to change the world,” he says, “I've Just tned to do my piece and be part of
What is happemng

Get some time alone with yourself regularly. “Every single self-help book is

right. If I don’t pay attention to my physical and emotional needs and health

I’m in trouble. And when I do, I'm more reliable as a person.” says Naomi.

Make sure that healthcare, massage, exercise and relaxation are part of your

routine. A regimen that 1nclude_s massage, acupuncture and regular medical

check-ups has helped keep me on track. And last fall, I helped organize a silent

retreat to give myself and other organizers a chance to just be quiet and :

mindful for a couple of days wh1ch helped to get back in touch with ourselves |
and nature. : v _ _ : ‘ i



Kim Diehl argues for “radical relaxation” - taking intentional breaks from day-
to-day organizational work. “I play tennis and it’s a great physical release of

frustration. I have a wonderful community of black tennis players that I can be |

out with. I can be competitive within myself and develop a craft that I enjoy.

~ And it’s amazing to do this with other black people in the south.” She adds,
“One last thing - [ watch TV! ‘I apply my analysis and talk back to it. ‘And I love
it when our world occasmnally pops up in popular culture! Of course, it’s a

reahty check too.”

4) Organizers contibnue to work b'ecatvjsvébovf a spiéit of dptimism and faith.

“The hardest part for me is to keep a positive attitude when we are ﬁghtmg on

- fronts with people who are supposed to be on our side. Sometimes it’s -

overwhelming,” says George, who fits his organizing in around his other JOb
responsibilities, “My only real advice is ‘Keep the faith,” Steve Jones adds that

~he would tell any younger organizer, “If you are out there looking for a high I

can’t imagine more of one than helping transfer power to the have-nots. It's a -
natural high.” Likewise, when I asked what keeps Chip Roth going, he rephed
“Faith that by virtue of our efforts people's lives will improve. We face -
extraordmary pressures in the south and that falth helps me get out of bed in

o the morning.”

Rituals are 'important -lighting a candle, weekly coffee with a friend, a weekend
meditation retreat. = Steve Bader doesn’t formally practice his Jewish faith, but
maintains some rituals at home. “I'm away from the Jewish community I grew
up with and I don’t have one here that shares my politics.” But, he adds, “‘Asa
family, we light candles and spend a few minutes talking about our week, -
appreciating each other, saying prayers.” Kim Diehl is purposeful about it. “I
call it spiritual guerilla warfare. It’s done through kindness — a mischievous
revolution through love. We can’t survive long enough on rage,” she argues.
Robin is more philosophical. “Working on figuring all of this out is the path. -
There is no end goal. I have to figure out how to enjoy the learning. I want to ~
be happy and to be part of a movement. I can either be strung out or I can learn
to enjoy the lifelong struggle. I have to balance being patient with the sense of .
urgency I feel.” And, as Jesse Wimberley sums up, “I need to have some fun
while I'm doing this since this is my life. Some of us aren't planmng on domg
something else. Th1s isn'ta steppmg-stone, thzs isit”

Cathy Howeﬂ has been an organizer for almost 30 years.. She ;omed the staff of ACORN in Arkansas in1973.
She has aiso worked for Oregon Fair Share, Oregon Affiliate of National Abortion Rights Action League and then
NARAL " She became the director of Carolina Community Project in 1982, was the founding organizer of NC Fair
‘Share, and then Joined the staff of Grassroots Leadership in 1986, and worked in NC and SC until 1995. She has

‘also traveled to Nicaragua and Bolivia, worked on joint projects with the Center for Third World Organizing, and
~ joined a network of anti-racist organizers and trainers. She was one of the founding members of NOA and served

3 terms as-a Steering Committee member from [994-1999. She served on the training staff of the Western
States Center in Portland, OR for 2 years before she became the NC State D:rector for National AFL CJO in 1 997
She resides in Wilmington, North Carolina.
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ACCOMMODATING JUSTICE:

Dlsablllty Culture Tackles Culture of Orgamzmg |
_ By Ann Long

Several years ago, a sister 'trade umomst told me this” story:

Two young orgamzers Who were gomg to a new c1ty to organize approached
Cesar Chavez and asked him,

“Cesar, how do you organize?”

- “You find a place to sleep, a place to go to the bathroom and a place to get ‘
something to eat he replied. -

“But Cesar,” the' organizers persisted, “How do you organize?”

“You find a place to sleep, a place to go to the bathroom and a place to get
somethmg to eat he rephed

In other words, you must first take care of yourself and the basics in your llfe.'
So What 1f you have a dlsablhty? : _

How do you organize 1f the bed you ve been provided for a three- day meetmg is
up a flight of stairs you can’t climb? ,

How do you organize if you are in a wheelchair that Won’t fit through the door of
the bathroom?

How do you organize if the only places to eat are ﬁlled Wlth smoke that tnggers
11fe~threaten1ng asthma’»’ ‘ :

Workplace Rights and Disability

W1th passage in 1990 of the Americans with Disab111t1es Act {ADA), employers
with 15 or more employees are now required to make “reasonable
accommodation” for people with disabilities, so long as the disability meets the
ADA'’s definition as being subs_tanual and limiting to major life activities.
What’s radical about the ADA is that it requires covered employers to own a
piece of the accommodations process. Disabled workers have responsibilities
under ADA, of course, such as informing the employer of their limitations, and
being involved in the accommodations process. But the employer cannot leave
the problem in the hands of the disabled worker alone: employers have legal
responsibility for making accommodations so long as they are reasonable and
do not pose undue hardship. -

While it’s a great leap forward perhaps, the Americans with Disabilities Act is
no panacea. We know from all sorts of struggles that legislation alone does not
social change make, and the ADA is no exception. [See the sidebar for sources




with more information about the ADA, including limitations of the law and how
disability, undue hardshlp and other important terms are defined; anti-
-discrimination laws covering federal workers (Who are not covered under ADA);
and organizing resources.|

But the ADA provides a process, and it clarifies that like others locked out
because of discrimination, people with disabilities belong in the workforce and
in public life. We have the right to be reasonably accommodated so we can
participate in society — making a living, havmg access to the rights and ’
responsibilities of citizenship, and engaging in work for the kind of society we
want.

Often locked out of employment — indeed locked out of society — people with

disabilities are often low-income, lack necessities such as healthcare and are

otherwise marginalized. All of the recent advances of disability activism ~ from

~ ADA to. greater awareness in general about disability rights - are laudable. And

they’re in keeping with progresswe visions amongst orgamzers and organizing
vgroups everywhere

But what would be different if orgaruzmg were a vocatlon more access1b1e to
people with disabilities?

The culture of organizing — the values we share about work, the determination
‘we carry with us from job to job to fight for what’s right and win no matter

~ what, the constant struggle around garnerlng ‘enough resources to do our work
— affects the way we view the orgamzer ’s role and our ab111ty to accommodate
orgamzers with disabilities.

Janet Robideau of Montana People s Action is a. lO-year veteran orgamzer who
has developed disabling arthntls She points out that accommodatlons ,
sometimes go beyond one’s own organization - conferences for organizers, for
example, are often planned on the assumption that we can all work 12 hour
days - an assumption that doesn't fit \mth many d1sab1ht1es

Problems with accommodations can often ﬂvbe.m the detaﬂs. Janet explains: “I've
found the hardest things are the basic things, like when people who put
together conferences don't take into account the issue of people who are
handicapped. They have events where there are steps and they house you in a -
place and say ‘Well it’s only two blocks to the site,” when you can’t walk two
blocks. Or ‘It’s only four steps to wherever,” and I walk with a cane so Walkmg
‘up a.nd down steps espe01ally when I have a ﬂare~up, is extremely pa1nfu1 it

Smce orgamzmg is often about reachmg beyond your organization - Workmg in
coahtlon, attendlng endless meetings and conferences - getting '
accommodations is often about educating and negot1at1ng w1th a larger group
It’s an orgamzmg process in 1tse1f :




Making Accommodations -

- For some organizations, making accommodations is a clear choice. “We
wouldn'’t have moved to this building if the accommodations hadn’t been made,”
explains LeeAnn Hall, Executive Director of Northwest Federation of Community
 Organizations, about wheelchair accessibility in the group’s office space. The
organization has experience with disabled organizers on staff. LeeAnn points
out that a lot of the group’s work is around issues that affect people with
disabilities and that another organization in the same building works on
disability rights issues, so the group has an awareness of disability
accommodations. .

Jack Flippence, on the board of the Northwest Federation of Commumty‘
Organizations and of ICAN, became disabled as a result of having polio as a
child. An orgamzanon s commitment to accommodatlons matters, he says.

“When I have to go to board meetmgs, my orgamzatmn sends my Wlfe or son -
with me so I'm able to get situated,” he explams '

But for groups that haven’t grappled with disability accommodation before, the
process can be difficult, time-consuming, and stressful. The appropriateness of
an accommodation depends on the disability and the barriers that must be
addressed, and whether or not it is ‘reasonable’ and does not cause undue
hardshrp for the employer , :

If you can only Work 20 hours a Week, for example, does that mean you can’t
organize? Part-time work can be a critical accommodation tool for people
disabled with illnesses that sap their strength, such as Chronic Fatigue
Syndrome. Some other general tools to consider for disability accommodation
include changing a job design and/or workstation design to meet the staff
person’s needs and limitations, and allowing a flexible work schedule.

deelsti_oning‘ the Stai:us Quo

How does that work with organizing, especially during eampaign‘s when it’'s
usually an all-hands-on-deck approach? How do colleagues feel and respond
when reminded of someone s hrmtatlons'»‘

The issue begs another questlon: what would happen if we all had negotiated,
reasonable job descriptions and we followed them? How would the culture of
organizing change if more organizers took their vacation time, for example, or
stayed home sick when they needed to?

Would people who need more: ﬂex1b111ty and more control over their time, such
as parents of small children, find greater support if more people with dlsab111tles
were orgamzers"’ , .



o A flexible, adaptive approach to tasks; a creativity stimulated by limited - -
resources and expenence w1th untrad1t10na1 modes of operatmn

: All these quahtles aren’t found only in the dlsablhty commumty, of course, but
imagine your own organization for a moment: how would it change if infused
with a wealth of these qualities?

Barriers to Change

Accepting differences such as disability and examining our reactions to them allows us to
hold a mirror up to ourselves: Why do we do things the way we do'? Isa 12--
hour workday really necessary to accomphsh our goals')

If a group has $25,000 in uncomnutted general operating funds for an entire
year, how will it decide if it’s going to spend a portion to make the bathroom
wheelchair accessible for potential staff members or members of the =~
’orgamzanon? And how will it Welgh that ch01ce agamst other pressmg needs?

We don’t pay organizers a lot — we’d rather spend that money on our core
‘mission, and our funders don’t always see staff developrnent as a fundable
budget item. :

And Janet Robldeau says that whlle money matters, so does orgamzmg
culture. “It’s about money in a sense, but we have this tenet that this is how we
live as organizer’s. We don’t want to appear too well-to-do,” she »says.

And another barrier can be about the dlfﬁcul’ues of asking for help. Askmg for
help can feel humiliating, espec1a11y if those you’re asking aren’t educated about
their respon51b1l1t1es or the issues surrounding disability and respond. poorly to
your request, or don't respond at all. Jack Flippence talks about the role of
pride. “Asking for help can be hard,” he says. “Sometimes it’s a false pride that
takes over, but pride is essential. It helps me to stand tall and do what I need
to get done.” : : :

Indeed awareness of the issues is critical. Social change organizations put .
high pnonty on doing the right thing. But reasonably accommodating a
disability is not only about doing the ‘right thing.” For employers covered under
ADA, it’s understanding and abiding by a complicated anti-discrimination law.
An affirmative process, where the organization already has some awareness of -
the issues and has worked through its commitment to accommodatlon, can
make requests for accommodation go more smoothly

Fmally, there’s the questlon of how the communlty of soc1a1 change :
organizations values orgamzers not just currently disabled ones, but all of us
who someday may find that we’re not able to produce as much as we once did.
“As organizers we really do sacrlﬁce a lot to do this work. I'm not complamlng
but there comes a time when if I'm still able to do the work, there should be
something in place for organizers like us who are handicapped. What




happens?” Janet asks. “Are we put out to pasture because we’re too expensive
now?”

Connecting Communities

Not only are we not tapping a sector of the organizing labor pool when we don’t
accommodate disabilities, but we don’t connect as much as we could to the
disability community in general. While plenty of groups organize around
disability rights and access issues, either directly or tangent1ally, we could
strengthen those connections.

“People with disabilities are dolng organizing now. Typically it has been around
single issues, such as public transit accessibility, non-institutional living
options, or technology access,” says Kelly, adding that “The quest1on is...how
do we deepen and broaden this act1v1ty?”’

“Most leaders [in the disability community] don’t accept or understand the
linkage between the disability rights movement and other social, labor, and
justice movements in the past,” says Kelly. “Few leaders understand exactly
what organizing is and how it and other forms of social change (service,
advocacy, community development, and activism} are unique and different from
each other. Learning the paths that others have taken to freedom will go a long
way for people with disabilities to build the bridge to the other side.”

Perhaps with more disabled organizers among us, we would have a greater,
more organic connection. But to have more disabled organizers among us, we’ll
likely need to examine the culture of organizing, the ever-present funding and
resource issues, and the awareness organizations have about accommodations.
And we’ll need to develop stronger processes for people to.ask for - and receive -
the accommodations they need. As we work these issues out, perhaps the day
will come when we make greater connections between the disability community
and the organizing community.

And as another good outcome, perhaps disabled orgamzers will have a place to
sleep, a place to go to the bathroom and a place to get somethlng to eat.

Ann Long was an organizer for ten years. After exposure to chemicals in a cleaning product, she developed
multiple chemical sensitivity - the inability to tolerate even low levels of common chemicals found in cleaning
products, fragranced personal care products, and a host of other consumer goods. She eventually became
disabled. She now lives and works in a controlled indoor environment and no longer organizes, but writes for non-
profit and for-profit organizations.
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- On Leaving Well
' By Elien Ryan

I started organizing in 1976, and have changed jobs eight times since.
Sometimes I've left well, other times not so well. Looking back, I wish I'd had .
more help learning to know when it’s time to leave and how to do itin a
constructive Way

Most. of us have heard about destructlve leave taklngs The organization blows
up over a personnel dispute. The board, members, and staff get embroiled in
turmoil. Funders get involved. Pretty soon people who have no direct
experience of what took place are gossiping about it, smearing reputations and
offering op1n1ons about what the orgamzatmn should have done.

This article offers orgamzers a way to assess their situations and leave, if
needed, more constructlvely Those of us who fight injustice are unavmdably ‘
caught up in the injustices we try to change. Our organizations are far from -
perfect Some th1ngs have changed since I started working in 1976 but many
remain the same: '

Some thmgs haven’t changed

1. Good organizers are hard tofind,

Peopie who can hsten to other people, connect them with more people, and

move them into action are rare. Anyone who is able to do this can find an

organizing job, so if you are good at organizing and want to leave your

3 orgamzatmn there are plenty of opportunities beyond the job you have now. If
you’re not good at orgamzmg, find something you’re good at and do that

instead. . . :

2 Orgamzmg styles and strategles vary

Organizing is a craft not a scxence Eric Clapton and Tracy Chapman both play
the guitar, but thcy take the music in different directions. So too with good
organizers. If you're an Eric Clapton playing in a Tracy Chapman orga.mzatxon
of course you're unhappy. Find or build an Eric Clapton organization instead of
trying to turn your organization into something it isnt. You don’t have to run
your organization's reputation into the ground to justify leaving for an
orgamzatxon that suits you better

3. Our organizations don’t owe us a living.

Long hours and low pay can make us feel we're entitled to slack off, justifying it
with the extraordinary effort we've already put in. Some fat1gue is normal, but
coasting while we feel unmotivated or complaining about grievances is
dishonest. Don’t linger collecting a paycheck just because you worked hard
until a few months ago. .




3. Having a boss doesn’t have to mean being oppressed.

If your boss is incompetent, racist, addicted, or old-fashioned, find another one,
in a different organization. You may not want a boss at all. It’s fair to want an
egalitarian work environment, but if your organization shows little interest in
: changlng, look for an orgamzatmn that has a culture and structure you can
thrive in. : : v

. Orgamzers often want more direction than they get. Not all d1rectors are
‘good mentors. Decide what you need to learn and whether it’s possible to

learn it in your organization. F1ght1ng for what you need makes sense

only if the organization has the capacity to prov1de it. ’

4. You need to own yOur own stuff.

Addicts who aren’t recovering just aren’t organizers. If you re using drugs,
drinking, rolling, gambling, or stealmg, get help or expect to be fired. Resign
before that happens if you can. Also own your own desires and. persona.l needs.
If you want changes in how things are done, be specific, follow the process, and
give it some time. But don’t blow things out of proportion if you don’t get what
you want. Our organizations aren’t set up to meet all our needs.

5. If you want to be the boss, be prepared

If you want to run an organization, find a mentor. Get experience in the thmgs
you'll need to know - fundraising, supervision, board relations, tax and
employment law, networks, public speaking. Make sure your writing skills are
good - spend time writing and ask good writers for feedback. Then apply for
open pos1t10ns Meanwhxle, do the _]Ob you have Well or leave '

6. Avoid turning a bad job situation into an orgamzatlonal psycho~drama

Any dispute that drags on for more than a month is a sign to find another job.
Don'’t let the dispute spill over in side conversations with co-workers, board
members, and people from other orgamzatxons It starts the gosszp mill and is -
destructwe for everyone

7. Many workplaces may be worse tha.n the one you'’re in.

Check out other orgamzatmns carefully Some may operate in the ways you're
looking for, but not many. Almost every organization is coping with changes in
the workforce, funding world, and legal expectations of non-proﬁts ‘You may
find your organization is average or better. ’

Interview assertively and be clear about what you want. Use your probationary
- period to check things out. If the organization doesn’t have a probationary
period, ask for one - three to six months to check thmgs out If th1ngs check
out, stay. If they don't, leave without prejudice.. ' '
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The best time to read an organization’s personnel pohcles and grievance
procedure is before you take a job. Imagine that you're angry. Under stress,
would you think the policies fair? Would you be able to follow the procedures?
Are the important issues covered? If you answer no to any of these questions; -
don’t take the job, or accept that if you run into problems, it might be better to
find another job than ﬁght your way through an 1nadequate or unfair.
procedure .

8. Organlzmg 1sn’t all that romant1c

Don’t confuse the vzslon, mission, and demands about juSthC in your
organization for how it operates internally. Organizations that focus on
workers’ rights aren’t necessarily perfect workplaces. Environmental _
organizations generally use electricity from the local power plant. Society is tied
up in injustice, and that includes our organizations. Racism, sexism, classism,
and heterosexism exist within our organizations. If you are subjected to
racism, sexism, classism, or heterosexism, bring it up with your boss and -
define a way to improve the situation. Give it your best effort, but if you don t
see improvements quickly, find an organization that takes respons1b1hty for
dealing with. oppress1on inside its walls.

Other thmgs 'have _changed
1. Our orgamzatlons do owe us faJr treatment

Th1s 1dea rarely came up twenty years ago. It’s fair to expect a forty-hour week
flex or comp time, paid vacation and holidays, raises, promotions, sick leave,
family leave, child care subsidies, unemployment, disability and health
insurance, pensions, good supervision and feedback. We also deserve fair -
personnel policies and grievance procedures. Keep in mind that many
organizations can’t provide all these things. If your organization can’t provide
‘what you really need look for one that can. :

2. There is much greater dzvers1ty among orgamzers both within and across
orgamzatlons

Most orgamzmg staffs in the mid-197 O s were characterized by a youth culture
- lots of young single people, often white and/or male, who didn’t trust anyone
over 30 and worked sixty hours a week at less than minimum wage. “The issues
and targets were external; anyone who complained about inadequate
supervision, training, pay, benefits, or internal group dynamics was labeled a
wimp. Complamts about racist, sexist, or classist attitudes were often
dismissed as wimpy, too, and most gay, lesbian, bisexual, and transgendered
organizers stayed in the closet. Balancmg work and family life was a low
pr10r1ty because few orgamzers had prlmary respons1b1l1ty for ralsmg chlldren

Greater dlver31ty today creates multrple challenges in worklng toward mutual
agreement about how to run an organization. Instead of a limited argument
about the right way to do things among three or four major orgamzmg networks




dominated by white men, the arguments have multiplied, not only across a vast
array of orgamzations but W1th1n organrzahons as well

The assumptmns and interpretations of people from ma.ny races, classes,
cultures, genders, age groups, sexual orientations, and family structures are on
the table within our organizations in a way that they never have been before.
More organizers have a personal stake in the issues they work on.
Understanding one another across our differences, and working through them,
are major parts of our work. Often, the biggest crises on our staffs are not -
about personnel matters per se, but about power, and the struggle to assert
one’s analyszs and do somethmg about it. 8" : :

If your ana.lysis is signiﬁcantlybdiffereht from your organization s, and there is
no way to work through the differences in a constructive way, look for another
_]Ob ; : ] :

Sugge’stion*s’ for New Organizers

It helps to work for a number of organlzatrons over a few years in order to get a
sense of the types of organizing out there and learn as much as possible.
Anyone who works as an organizer for a few years with a good reputation can
find a better job. Organizers with histories of firings and blowing up
organizations have a harder time. Refrain from trashing your orgamzatwn both
before and after you leave. If you need to talk to someone about your options,
‘be prudent about whom you talk to. Talking-to one person with a perspective
on the range of what’s available and the integrity to keep a confidence is a lot
better than bad mouthlng you orgamzatlon to'a w1de range of audlences 2

Suggestlons for Old Orgamzers

If you're a director and the staff is turning over every few years, consider movmg
out or moving over. Mentor existing staff to take over some or all of your job to
reduce the exodus of organizers who move on in search of more challenging
work. Share your funding contacts, access to leadership, and connections to
other organizations. 1f there’s no career path within your organization,
organizers will go elsewhere. Take a sabbatical for a few months. If the
organization gets along well without you, you've done well and are free to go. If
thmgs fall apart, you'll know you need to be a better mentor. Some old
organizers make lateral moves within their organizations rather than move on
completely. Break your _]Ob 1nto three parts, then tram and promote two people
to share the work ' .

For orgamzers ‘who feel stuck

For organizers Who are rooted in places wrth no other organlzatrons that meet
their needs better than the ones they’re in, the choice is hard. You're faced
with taking or keeping a jOb you don’t want in order to stay.in one place, or

~ moving because you can'’t find work that meets your needs where you are.




‘ Sometlmes there is Just no way around ma.klng a hard choice. But making a
‘decision and acting on it, even if it’s hard, is better than making no decision at
all, and much better than blammg your orgamzatwn for not bemg a good match
for you. :

When You Leave, Do It with Class

- The documentary Fundi: The Ella Baker Story recounts Ms. Baker’s work as a
civil rights organizer over forty years. At one point, she quit her job with the
NAACP and took a job with the Student Non-violent Coordinating Committee.
Rank-and-file NAACP members urged her to speak at the national convention,
giving her a platform to air her grievances with the organization. But she
refused, and years later said only that the NAACP was pursuing legal strategies

~ at the time, and she wanted to be closer to the grassroots action with young

people. Her boss, interviewed for the documentary, said that Ella’s

assertiveness as a woman, especially one who was not ordained, rubbed the
board, composed of male ministers, the wrong way. ' Ella Baker knew she had a
contribution to make and found a place where she could make it. There was no
need to continue to put up thh sexist treatment, or trash the organization on
the way out, exther :

Once you demde to leave, set a specific date. “Tell the director, put your files in
order, and turn over all organizational property, including your computer files,

- keys, and any supplies the orgamzatlon provided. Ask for an exit interview to
go over the pros and cons of your experience with the organization. Get a clear
agreement on any pay or benefits issues, such as unused vacation time,
outstanding expense reimbursements, or unemployment benefits. Ask your
Director to put the agreement in writing. If you are fired, follow the same
procedure, although your employer will set the date of termmatlon

| Say good-bye to the people you have worked wn:h but focus your reasons for
leaving on what you want to do after you leave rather than grievances or
dissatisfaction that led to your decision to move on. You can talk about what

 attracts you to what you’re going to do next without rehashing all the things

that were wrong with the organization. You have not just decided to leave, but
hopefully to move on to the next chapter in your life.

Orgamzatmns do well to make leaving a natural part of orgamzatlonal life.
Except in cases of firings for extreme misconduct, a farewell party, or even a
 pizza break at the last staff meeting a departing organizer attends, helps create

a culture in the orgamzatlon that acknowledges that people leave and are
capable of leaving well. : » :

Instead of gossip,- let’s learn from our mistakes._

_ Our organlzatmns are glass houses, so instead of throwing stones, we need to
- work to improve our orgamzatlons Seek constructive ways to tackle racism,
~ sexism, classism, heterosexism, and other forms of oppression within your
' organwatlon Practlce patlenee and courage in wadmg through the challenges



diverse experiences and viewpoints bring. Make sure you're not addicted to
work, substance abuse, or an ideological ivory tower, since these things,
unhealthy in themselves, also cloud our judgement and trigger blow-ups. Work:
on clear and fair personnel policies and grievance procedures. In spite of our
differences, we're all human. We can learn from our mistakes. ak

Ellen Ryan is the lead organiier at Thé Virginia Organizfng Projei:t bébed in’Chdribttes_villé, Virginfa.'




