








Inwhich we f
discuss the
challenges of
organizatio-
nal structure

and of develo-
CAPACITYRE:
,organizers.

T
At the beginning, SeaSol had almost no formal structure. There wasn't

much need for it, since we were a tiny group of people with a low level
of activity. We realized that we might later have more need for formal
structures, as the group got bigger and more active, but we did not try
to set them up in advance. In hindsight, this seems to have been a wise
decision. If we had spent our time arguing about, planning, and then
maintaining formal structures that we hypothetically might need at
some point in the future, it would have been a serious drag on our abili-
ty to start taking action and building real strength. Instead, over time
we have added on pieces of structural organization (e.g, an organizing
team, a secretary role, a definition of membership) on an as-needed ba-
sis, as the group's increased size and complexity has created both the
need for them and the capacity to maintain them.

For example, for our whole first year we informally left almost all admi-
nistrative work to one dedicated, reliable person who had a ton of free
time. That was who answered the calls, replied to emails, and set up the
initial meetings for new fights. The role was not elected or even formal-
ly defined. The work just needed to get done, and if we only had one per-
son who was able and willing to do it consistently, that was who had to
do it. Then later on, once we had multiple reliable and committed peo-
ple who were able to shoulder that burden, we created a formally defi-
ned role called “secretary duty”, which changes hands almost every
week.
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or (2) if they're a good actor, they can go through with the viewing and
act very uncomfortable about the people picketing/flyering outside.

Online reviews. Some businesses rely heavily on the internet for get-
ting customers. There are several popular websites where aniyone can
post reviews about businesses. A sudden barrage of negative reviews
can have a major impact. Plus it’s a fun tactic that lots of people can do
on their own time, and even supporters in other cities can help out. For
this tactic to be effective, the target has to be able to see that the barra-
ge of negative reviews is connected to your conflict and demands.

Satirical charity events. If your target is known to be wealthy and is
vulnerable to public shaming, holding highly-visible “charity” events on
their behalf can be a clever way to ridicule them. To get the most possi-
ble mileage out of this tactic, plan it well in advance and advertise heayi-
ly with posters and/or flyers. Here's an example:

Impoverished landlords Harpal Supra and Tajinder Singh need your help! For
months they have not been able to maintain decent health and safety conditi-
ons - such as cean drinking water and ventilation - in the house at 24260
132nd Ave SE, Kent. In protest, the family who lives there has decided to
withhold rent money from them. The landlords are in such need of this mo-
ney that they are now in the process of evicting the family!

You and your family are warmly invited toa C harity Bake Sale for Harpal Su-
pra and Tajinder Singh, from 3pm to 6pm on Sunday, April 26, ar 24260
132nd Ave SE, Kent - right next to the Gurudwara Sacha Marg.

Come eat, and contribute whatever you can - even $1 or 50 cents - to help
Harpal Supra and Tajinder Singh.

When we finally won our year-long fight against Lorig Associates, one
of their conditions for giving in was that we formally agree not to hold
any more charity bake sales for Bruce Lorig,

Tenant investigation, When fighting a large landlord, you might find
it worthwhile to go door-to-door informing all the other tenants of
their rights and asking about landlord abuses. We call this 2 “tenant in-
vestigation”. We generally go in with a half-page flyer that lists a bunch
of common landlord-tenant problems and invites people to get in touch
if they'd like more info about their rights. We make a point of leaving
some of these lying around the building, so that management is sure to
know about our visit. This tactic tends to make landlords pretty ner-
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OBILIZING

In which we describe how we
consistently turn out enough people for

our actions. |
T

Since the point of a solidarity network is to engage in direct action, mo-
bilizing people for actions is one of the most important things we do as
a group. We take our ability to mobilize very seriously. We try not to
waste people’s time or mess people around by frequently canceling or re-
scheduling actions, and we try to make sure our actions are worth sho-
wing up to.

SeaSol’s main tool for mobilizing is a phone tree, currently with about
170 people. Each member of the organizing team (What's that? See the
section on “Organizing capacity and group structure”) is a "branch” on
the tree and has about 10 people to mobilize each time we have a major
action. Whenever possible we want to use the strength of existing social
bonds, so for example if someone on the phone tree is a close friend of
one of the organizers, then they should probably be on that organizer's
calling list. We also have a mass email list for action announcements,
Mass emails rarely cause many people to show up, but they're useful for
a reminder or for reference. An individual email sent to a friend who
checks email a lot (“Hey Kate, can you come out for this?”) is a different
story -- personal invites can work well in any medium, depending on
the habits and preferences of the person you're inviting.

Regardless of how we're contacting someone for an action, our goal is al-
ways to get an answer from them — yes, no, or maybe — as to whether
or not they'll be coming. A person who has said “Yes, I'll be there" to
another human being is much more likely to show up to an action than
someone who's just received a message. For that reason, when making
phone calls we make a concerted effort to actually talk to people rather
than talking to their voice mail. Before leaving a message, we try calling
on two different days, sometimes at different times.

It's important to have realistic expectations about turnout. If you want
to get a lot of people to an action, it usually takes a lot of work and orga-
nization. Out of thirty people who say “yes”, we've generally found that
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Imwhich we discuss what it takes for
solidarity network meetings to be
inclusive, democratic, and effective at
getting things done. 7 [
Meetings may be a boring topic to write or read about, but in fact, we
spend more time together in meetings than we do on picket lines. Mee-
tings are where the actual planning of our campaigns happens. Mee-
tings are also where we put direct democracy into practice. In this
section, we'll go over a few of the key practices we've developed in the
course of three years of SeaSol meetings.

We meet every week, and we really get stuff done during these mee-
tings. When SeaSol first formed, we only met twice per month. The
long gaps between regular meetings meant that most of the logistics
and planning of our fights had to get done separately in between these
meetings, in small ad hoc planning sessions among the most active or-
ganizers. This made it hard for newer people to start participating in a
meaningful way. [t was also hard on our schedules. When we finally
switched to meeting every week, splitting the meeting into smaller
“breakout” sessions where needed, it seriously improved our ability to
grow and to take on more fights. Now, these regular meetings are the
place where almost all of our actual planning gets done, and there’s rare-
ly a need for separate planning sessions in between. The regular tnee-
tings now provide a space where any SeaSol member who wants to step
up can easily start participating, alongside more experienced folks, in
the planning and execution of our campaigns. Having this “pexmeabili-
ty” within the group, where new people can easily volunteer for jobs
and can get involved in real organizing very quickly, gives a huge boost
to our ability to bring in and develop new organizers. Also our rneetings
are now much better attended, since they’re much more worth atten-
ding.

We assign clear responsibility for specific tasks. In a representative
democracy, or in a staff-driven organization that has a Board of Direc-
tors, there is usually a fixed distinction between “legislative” and “execu-
tive” roles, in other words, between those who make the decisions and
those who carry them out. In a direct, participatory democracy like Sea-
Sol, this is not the case. Because we have no fixed “executive” who can
be expected to carry out the decisions of the group, whenever we decide
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