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In this section, you will
• Learn how to develop Community Campaign Impact Goals 

(what change will you have created in the world as a result of 
your win) and People Goals (how many people will you have 
engaged or moved up  the Ladder of Engagement).

• Develop a strategy and a Community Campaign Timeline.

Congratulations! You have started organizing  mothers in your 

community. Now it’s time  to decide what you’ll  do together 

to build the support needed for decision-makers to use their 

power to switch from fossil fuels to renewables. Working 

on  a campaign will help your team recruit new people, and 

recruiting new people will help your team achieve your 

campaign goal. 

O R G A N I Z I N G  TO O L K I T

DEVELOP YOUR COMMUNITY 
CAMPAIGN’S GOALS  
AND TIMELINE (Advanced)5bSECTION

Tools
• Goals and Timeline Worksheet
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Organizing Toolkit  SECTION 5b — Develop Your Community Campaign’s Goals and Timeline (Advanced) (continued)

$his section of the toolkit will help you Cgure this out. Complete the worksheets as a team. �y the 

end of the process, you will have decidedĹ

Ɛ. What change will you make in your community in the relatively short-to-medium term Őabout 

Ɛ to Ɛ ѽ yearsőĵ $hat’s your Impact Goal.
Ƒ. �ow many people will you engage along the �adder of �ngagement to reach your �mpact 

�oalĵ $hat’s your People Goal. 
ƒ. What action is your team going to take to reach your �mpact and �eople �oalsĵ $hese are 

your Tactics.

Ɠ. �ow will you use your tactics over time to reach your �mpact and �eople �oalsĵ $hat’s your 

Timeline.

Ɣ. �ut Crst, consider what �others �ut 
ront is working towardĹ

Having an IMPACT in the world (Impact Goal)

`

Increasing mom-power (People Goal)
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Mothers Out Front Ladder of Engagement

Level Definition
�evel �Ĺ �eader �as a speciCc role ŐCommunity $eam Coordinator, 

	ata Coordinator, etc.ő

�as an ongoing task and takes responsibility for 
outcomes Őcoordinating other volunteers to turn out 
ƐƏƏ people to a hearing on a city council gas leaks 
resolutionő

�evel ��Ĺ (olunteer $akes on Cnite tasks Őbringing people to a rally, 
hosting a house party, being a member of a teamő in 
an ongoing manner.

��ends events Őactions, house party, trainingső
�evel ���Ĺ "upporter "upports the work of �others �ut 
rontĹ makes a 

donation, foins an online action, foins our email list, 
becomes a member, makes the switch

	igitalĹ follows us on $wi�er, likes our 
acebook 
page, Crst interaction is online

We are able to have a Ƒ-way conversation with them 
Őhave contact infoő
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I. OUR THEORY OF CHANGE: WHAT IS MOTHERS OUT FRONT 
WORKING TO CREATE IN THE WORLD? 

We are mothers, grandmothers, and other caregivers who can no longer be silent and still about the 

very real threat that climate change poses to our children’s and grandchildren’s health today, and a 

livable climate tomorrow.

�others �ut 
ront wants all the power we use to provide our electricity, heat and cool our buildings, 

and run our vehicles to come from clean, renewable energy sources such as solar, wind, geothermal, 

small hydro, and energy eLciency --instead of from fossil fuelsĹ coal, natural gas, and oil. $his is the 

way we will ensure all children live in healthy communities and have a livable climate.
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� necessary step toward this goal is to stop increasing the amount of coal, natural gas, and oil we use 

and produce. �nother critical step is to transition e�isting use from fossil fuels to renewable energy. 

Whyĵ

• "cientists and �eads of "tates agree that to preserve a livable climate for all children, we need to 

prevent global temperatures from increasing Ɛ.Ɣ degrees Celsius ŐƑ.ƕ degrees 
ahrenheitő. $his 

may seem like a small amount, but what does your child feel like when her temperature increases 

Ƒ.ƕ degrees 
ĵ We are currently on a path to a Ɠ to ѵ degrees C Őƕ.Ƒ to ƐƏ.Ѷ degrees 
ő increase 

by the end of the century, a level scientists have said is incompatible with ľan organized global 

communityĿ and human civilization.1

�ow will we achieve thisĵ

• Currently, decision-makers are facing a lot of pressure from the fossil fuel industry to maintain 

the ľbusiness as usualĿ production of coal, natural gas, and oil, and to approve new profects to 

do so. �others and allies can take action to counter the inYuence of fossil fuel companies on 

decision-makers, urge them to stop approving these profects, and take active steps to transition 

from fossil fuels to clean energy.

• �others have powerful voices in our society. We are o[en the ones who make buying decisions 

in our homes, and we vote. 	ecision-makers listen to us.

• �others can inYuence change by recruiting other mothers in our communities to our movement. 

We can work with allied groups who have the policy, legal, technical and other e�pertise our 

campaigns need. We can bring our unitue skills, know-how, networks, and powerful voices to 

smart, e@ective campaigns that ask decision-makers to make the right energy choices.

• �ocal wins, in turn, give mothers the people power and political will needed to get decision-

makers to do the same at the state, regional, and national levels. 

1 David Roberts, http://grist.org/climate-change/2011-12-05-the-brutal-logic-of-climate-
change/ and Dr. James Hansen, https://350.org/about/science/
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II. IMPACT: HOW WILL YOUR TEAM HELP ADVANCE OUR 
LARGER GOAL?

�others �ut 
ront’s overall goal is ambitious. �chieving it will take the support of many people. We 

build that support by engaging mothers at the local level, where they can build relationships, work 

face-to-face, learn to organize, and use their power to make concrete change through local, statewide, 

or regional campaigns that support the broader goal. 

�very community has a role to play. �n fact, many communities are needed to ensure the fastest 

transition possible. Your team’s fob is to identify a discreet but meaningful choice that decision-

makers in your community can make to increase the use of renewable energy over fossil fuels or 

introduce laws that favor renewable over fossil fuel energy. What do you want your team’s impact to 

be and how will you Cgure this outĵ $hat is your Crst campaign goal.

�efore reading this section and answering the tuestions, please review the ľ�ethane �eaks Case 

"tudyĿ at the beginning of this toolkit. 

�nce you are ready to begin meeting, discussing, and planning your community campaign, the entire 

process, complete with worksheets and agendas, is laid out for you in another part of this toolkit. 

�lease see ľ�others �ut 
ront New Community Campaign Worksheets.Ŀ

a. GATHER INFORMATION -- IDENTIFY THE POSSIBLE IMPACTS YOU COULD 
HAVE BY ANSWERING THE FOLLOWING QUESTIONS:

• What profects or policies are being or could be proposed in your community that would increase 

renewable production or demandĵ Who has decision-making power over thisĵ

• �re there profects that would help decrease the use or production of fossil fuels that involve 

your communityĵ Who has decision-making power over thisĵ
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• Who is a user of fossil fuel energy in your town that also has the potential to provide leadership 

if they switched to renewable energy Őthrough conservation, energy eLciency, solar, wind, 

geothermal, small-hydro, directly or through their utility’s renewable energy programő. $hey may 

be other mothers, your municipal government, a community institution, or a business. 

• �f there are no obvious e�isting opportunities, could you adopt the impact goals of one of the 

communities listed in the Case "tudies or Wins and �ngoing Campaigns documentsĵ

In the Methane Leaks case study, fixing the gas leaks would reduce greenhouse gas emissions and counters 

the utilities’ argument that they need to build new pipelines to bring additional gas to customers. Talking 

about gas leaks is an opportunity to educate the public about the dangers of gas and change the erroneous 

belief that it is a necessary “bridge fuel” to a renewable energy economy.

Note: Please refer to the “Mothers Out Front New Community Campaign Worksheets” to walk through 
this process. The information below is designed to add to what is in that document.
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b. CHOOSE AN IMPACT GOAL

Does your Impact Goal fit these criteria?

Ɛ. 
itĹ Will reaching your impact be one step toward a larger statewide goal Őif that has been 

identiCedő or will it build on other �others �ut 
ront Community Campaignsĵ 
!eview statewide goals if they have been established. �others �ut 
ront’s �assachuse�s statewide 

goal is to �uild Clean by having the state meet all new energy needs with clean renewable energy 

and stop building any new mafor fossil fuel infrastructure such as pipelines and power plants. $he 

strategy to get the gas leaks C�ed is to get city councils and boards of selectmen to pass resolutions 

retuiring utilities to C� gas leaks. $he collection of municipal resolutions across the state provides 

the political will for the state legislature to pass a law retuiring that utilities C� the leaks. $his 

campaign started with one team in �oston. �ecause it was successful, it has been replicated by 

many �assachuse�s Community $eams in their towns.

Ƒ. �eaningĹ Will the focus of your campaign resonate with mothers in your communityĵ
�ethane �as �eaks Case "tudyĹ �others learned that the pipes bringing gas to their homes for 

heating and cooking are leaking. $hey can sometimes smell the gas leaking from the pipes when 

they walk around their neighborhoods. $hey are learning that the gas, in addition to puমng potent 

climate-change causing gases into the air, also harms trees, harms our children’s lungs, and can 

cause e�plosions. Consumers, not the utility companies, pay for the leaked gas. $his issue is easy to 

understand, has an impact on climate change, and addresses a tangible, localized threat that others 

care about.
ƒ. �LciencyĹ Will the goal decrease use or emissions of fossil fuels andņor increase the use of 

renewable energyĵ
�lugging the leaks will decrease the amount of polluting and climate change-causing gas going into 

the air. �n addition, preventing this gas from escaping will increase available gas without increasing 

production needs. $herefore, plugging the leaks would weaken the utilities’ argument that they need 

to increase production and build more infrastructure. �lugging leaks will save customers money, 

because they are currently paying for the lost gas and because they won’t need to pay to bring 

additional gas to their homes. �t will save communities where the gas is e�tracted and transported 

from air and groundwater pollution.
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Ɠ. �uthenticĹ Will this campaign allow you to leverage the unitue voices and identity of 

mothersĵ
�others have a legitimate and powerful stake in whether the gas leaks are C�ed. �as leaks pose 

a signiCcant threat to kids in many ways. �others are concerned about local air tuality impacts, 

tree damage, e�plosion risk, and gas waste. Not C�ing the leaks, and pushing for new pipelines that 

scientists say we can’t build if we want a livable climate for our kids, is the wrong choice for our 

children. $he gas leaks campaign gave mothers an opportunity to educate their community about 

the fact that gas is not the clean, safe ľbridge fuelĿ the fossil fuel industry would have us believe. 
Ɣ. �ngagingĹ Will working on this impact help you engage new mothers and allies so we grow 

our numbersĵ
�others in the towns that organized around gas leaks hosted ľtaggingĿ events with families and 

children to identify gas leak locations, posting signs about the leaks and why they are a problem. 

$hese tagging events engaged the broader community and raised awareness of the problem. $his 

provided mothers with opportunities to have conversations and recruit new volunteers, develop 

relationships with allies who might be interested in local air tuality, health of trees and open space, 

and engage local oLcials on the issue. �t grew the presence, visibility, and clout of �others �ut 


ront in the community.
ѵ. CongruentĹ �s the impact you are working toward in line with other teams’ goalsĵ

$he initiative for this e@ort started in the City of �oston but has spread to over ƒƏ towns across the 

state, including Ɛƒ �others �ut 
ront teams. Collectively, these towns are providing the political 

will needed for lawmakers to pass a statewide law to C� gas leaks.
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ƕ. "��!$Ĺ �s your impact a "��!$ goalĵ Ő"peciCc, �easurable, �mbitious, !ealistic, 

$ime-boundő
$he goal to get the City Council or �oard of "electmen to pass a resolution isĹ

• "peciCcĹ $he ask of City Council to pass a resolution retuiring the utilities to C� gas leaks 

anytime they dig up a road is speciCc.

• �easurableĹ �ither the resolution gets passed or it doesn’t. �ither the utilities C� the leaks or 

they don’t.

• Ambitiousņ�eaningfulĹ $his isn’t something town government might have undertaken on their 

own, and holding utilitiesŌwhich are private corporationsŌaccountable is meaningful in the 

conte�t of the climate crisis.

• RealisticĹ �t is within the powerŌand interestŌof municipal government to pass such 

resolutions. You can realistically build the political will needed to get your town’s government 

to pass this resolution. �t is not an unrealistic retuest.

• Time-boundĹ $here is a date at which the city councilņboard of selectmen will vote on the 

resolution, and the team has the time before that to organize the campaign and build the 

public support for it.

� "��!$ impact goal is important because teams should e�perience wins that feel meaningful in a 

timely way in order to build conCdence, credibility, and momentum.
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Ѷ. �dvantageousĹ �s your impact goal the appropriate size for strategic opportunities in your 

community and your e�isting resourcesĵ Will it help you build the power you need to win a 

ne�t, even more impac�ul campaignĵ 
�ick a goal that takes advantage of e�isting opportunities for dirty-to-clean energy change in your 

community combined with the resources you have right now Ői.e., the number of mothers working 

with you, their level of commitment, the skills and resources they can contribute, and what you think 

can be reasonably achieved given all these factorső. 

 

$he idea is to use this Crst campaign as a way to build more power. $his campaign is only one step 

toward a long-term, more impac�ul goal. We run these campaigns until we achieve a complete 

transition from fossil fuels to renewable energy. $he Crst campaign should result in having more 

mothers on all levels of the �adder of �ngagement with the capacity to organize to create concrete 

change in the world. $hese mothers have something decision-makers needĹ public support and 

inYuence, votes, campaign contributions, or purchasing power.  

 

$hroughout the entire process, take time to educate and engage each other and your broader 

membership. �s discussed later in this document, one of the hopes is that �others �ut 
ront will 

help participants learn and develop their own abilities to act. 
Ɩ. $he �rocess

�ost of the initial community campaigns in �assachuse�s came about in what may seem 

serendipitous ways. �others formed teams in their communities, engaged with allies and decision-

makers in various ways, learned about opportunities, and soon the right impact goal became clear to 

them. 

This was the case for the Gas Leaks Campaign in Boston. A mother read an article about the impact of gas 

leaks on the city’s trees and climate. She brought the article to a meeting and the team wanted to learn 

more. They met with gas leak experts and allies who were working on getting leaks fixed. They met with 

their city councilors, who saw an opportunity for an ordinance. The impact goal came out of strategic 

opportunities identified through interacting with the wider community. Because this campaign worked so 

well in Boston, other Mothers Out Front Community Teams decided to replicate that campaign in their 

communities. Over 37 towns out of Massachusetts’ 312 cities and towns have now passed resolutions to 

get the Massachusetts Legislature to pass a law requiring utilities to fix gas leaks.
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$he suggested process for identifying and deciding on a Community Campaign �mpact �oal is already 

laid out for you in ľ�others �ut 
ront New Community Campaign WorksheetsĿ complete with 

agendas, worksheets, and leader notes. �ere is the process and an e�ample of a completed �mpact 

�oal WorksheetĹ

• &nless an obvious campaign impact falls in your lap, a good way to start engaging with allies, 

decision-makers, and the community at large to identify possible goals is to split up the 

relationship-building and fact-Cnding among your team members to identify possible impact 

options. 

• �old one or more meetings during 

which each person or team reports 

on their Cndings and measure options 

against the criteria listed above.

• �s you move forward, engage and 

strengthen your team by building 

relationships, identifying members’ 

interests, skills, and strengths, and 

clarify roles.

• 	iscuss with the team, and even at a 

broader community meeting, to engage the wider population.

• (ote on the �mpact �oal you will work on.

�n the ne�t page is a sample chart you can use to weigh your potential �mpact �oals against the 

criteria for what we have learned makes an e@ective �others �ut 
ront Community Campaign. �t 

your meeting, discuss how each �mpact �oal meets each criteria, and Cll in the grid. $his will help you 

decide which �mpact �oal to work on. 
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Mothers Out Front Impact Goal Worksheet (Completed Example)

Criteria / Possible 
Campaign

Get city council to 
pass resolution to 
stop bomb trains 
(NY)

Get city council to 
approve solar field 
(MA)

Stop compressor 
station/fracking 
(NY)

Get city council 
to pass gas leaks 
resolution (MA)

Campaign connects 
clearly to statewide 
campaign or builds 
on other communi-
ty team campaigns

�uild power locally 
to oppose fossil 
fuels to provide 
incentive for NY" 
statewide ask of 
solar wind farm.

Campaign decreas-
es consumption of 
fossil fuels toward 
statewide ask of 
only clean energy 
moving forward

�uild power locally 
to oppose fossil 
fuels to provide 
incentive for NY" 
statewide ask of 
solar wind farm

Campaign provides 
political will toward 
statewide ask of 
legislature mandat-
ing utilities C� gas 
leaks

Campaign ask lends 
itself to a “moth-
er-based” narrative

�any schools are in 
the blast zones and 
directly threaten 
children.

�aking the right 
energy choice for 
our kids. �nvesting 
in the future.

�ids can get sick 
as a result of air 
or water pollution 
from the compres-
sor stationņfracking.

Yes Ō gas leaks are 
a waste in our com-
munities. $hey pose 
health and safety 
risks, harm trees, 
and our kids

Appeals to other 
moms and provides 
opportunities to 
engage them

�oms will be con-
cerned once they 
learn about the 
immediate threat to 
their kids posed by 
bomb trains.

No immediate 
urgency e�cept for 
addressing climate 
change.

�oms will be con-
cerned once they 
learn about the 
immediate threat to 
their kids

Yes. �ocal issue in 
the community that 
most people can be 
concerned about 
and relate to.

Allows moms to 
work together on 
an ongoing basis

Campaign can be 
structured for this 
to happen Ō think 
about tactics that 
would enable this.

Campaign can be 
structured for this 
to happen Ō think 
about tactics that 
would enable this.

Campaign can be 
structured for this 
to happen Ō think 
about tactics that 
would enable this.

Yes. !aising aware-
ness through gas 
leaks tagging, 
meeting with oL-
cials, turning moms 
and public out to 
hearings.

Creates concrete, 
visible change in 
the community

Yes. No more 
threats of train 
e�plosion

(isible sign of re-
newable energy.

Yes. No new air, 
water, construction 
pollution.

Yes. �as smell dis-
appears once leak 
is C�ed. Can tag a 
C�ed leak.

Win can be 
achieved in a timely 
way

	epends on com-
munity’s and legis-
lative timeline.

	epends on com-
munity’s and legis-
lative timeline.

	epends on com-
munity’s and legis-
lative timeline.

City Council can 
pass resolution in 
timely way.

Campaign ask is of 
decision-makers

Yes. $ownņcity gov-
ernment can pass 
resolutions.

Yes, if permit 
needed.

�robably ŋ Cnd out 
who issues permits.

�t is an ask of 
oLcials who, 
collectively with 
many towns, lever-
age power over 
state-level deci-
sion-makers.



MOTHERS OUT FRONT  ORGANIZING TOOLKIT « 5b–14

Organizing Toolkit  SECTION 5b — Develop Your Community Campaign’s Goals and Timeline (Advanced) (continued)

Organizing for this 
campaign demon-
strates political will 
for urgent action 
on climate and for 
renewable energy

Yes. �undreds 
could turn out at 
public hearings and 
testify.

Yes. �undreds 
could turn out at 
public hearings and 
testify.

Yes. �undreds 
could turn out at 
public hearings and 
testify.

�t could change 
the narrative on 
methane as a 
ľbridge fuel.Ŀ Yes, 
if coupled with ľno 
pipelines.Ŀ

Switches energy 
from dirty to clean

Would make it 
harder for fossil 
fuels to be fed into 
the energy grid.

Yes. Would create 
new renewable 
supply and displace 
some need for fossil 
fuels.

Would prevent in-
creased fossil fuels 
in the energy grid.

Yes. 
i�ing leaks is 
conserving gas and 
decreasing demand.

c. DEVELOP A STRATEGY

Now it’s time to make a plan for how you’re going to reach your �mpact �oal -- that’s your strategy. $o 

proceed, use this worksheetĹ

Impact Goal Organizational Consitutuents, 
Allies and 
Opponents

Decision-
maker and 
Target

Peaks Tactics
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Ɛ. �mpact �oal -- $he speciCc solution to a problem. $he �mpact �oal was identiCed in "tep Ɛ 

by using the �mpact �oal Worksheet. �n this column, list the long-term obfectives of your 

campaign. What constitutes victoryĵ

Ƒ. �rganizational Considerations -- $hese are the resources your group brings to the campaign, 

as well as the challenges or problems you face in achieving the impact goal. �ere you can list 

e�perience, contacts, past success or reputation, size of the group, or special people-related 

factors. �lso list problems or challenges that you foresee relating to your group. 

 

�mong these considerations is the fact that �others �ut 
ront is incorporated as a ƔƏƐŐcőƒ 

nonproCt organization. We can do many things under our name, but there are a few things 

that we cannot do without risking losing our nonproCt status. 
or a detailed discussion of 

this issue, and a list of things our organization cannot do, please see "ection ѵ, point �(. �f 

you wonder whether something your local group wants to do is legal for �others �ut 
ront, 

please contact the national �others �ut 
ront sta@ and retuest help before proceeding.

ƒ. Constituents, �llies, and �pponents 

 

�nswering these tuestions will help you Cgure out who you are organizing to do what. �ake 

the most of your alliesĸ try to neutralize your oppositionĸ swing neutral people onto your side 

through education and inspiration. �n �others �ut 
ront, house parties and one-on-ones are 

our tools to do this.

d. Who are your peopleĵ

 o ConstituentsĹ Who is on your side and wants you to succeed for the same reasonsĵ

 o �lliesĹ Who is on your side but has di@erent reasons for wanting this goal to succeedĵ

 o �pponentsĹ Who would rather keep things as they are and might be opposed to your 

plansĵ 

 o Who is uncommi�ed and neutral but might be swayed to foin youĵ
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e. What are the things that need to change for you to reach your goalĵ Which of these 

players needs to be educated about whatĵ Whose actions need to change, and howĵ 

What public institutions Őor their actionső need to change.

f. What speciCc things will you do to inYuence what happens from now until you reach your 

goalĵ 

Ɠ. 	ecision-�aker and $arget -- $he decision-maker is the person with the power to give you 

what you want. $his person may, or may not, be your target. �f not, your target is someone 

who can have inYuence on your decision-maker. 

Ɣ. �eaks -- �others �ut 
ront uses the term ľpeaksĿ to identify short-term goals on your 

timeline along the way to your impact goal. You’ve reached a peak when you have used 

e�isting power and built new power in such a way that gets you closer to your impact goal. 

ѵ. $actics -- $actics are speciCc activities that help you toward your goal. $actics that take place 

over time form a campaign timeline. 

�ere is the list of tactics the mothers used for the �as �eaks Campaign, and their campaign timeline.

• �osted house parties before they 

deCned their campaignĸ started to 

engage mothers and form a team

• �et with e�perts to learn more about 

gas gas leaks and allies to learn more 

about broader strategy

• �et with state legislators to learn about 

proposed bills to address the problem

• �et with city councilors to introduce 

themselves and educate them about 

gas leaks Őensuring a few mother 

constituents were in a�endanceő 



MOTHERS OUT FRONT  ORGANIZING TOOLKIT « 5b–17

Organizing Toolkit  SECTION 5b — Develop Your Community Campaign’s Goals and Timeline (Advanced) (continued)

• Worked with city councilors and allies to organize a hearing 

• $urned out ƐƑƏ people to the Crst hearing and packed the room for the second

• $estiCed at municipal and state-level hearings

• �oined a rally in front of the statehouse in support of state-level bills

• �ublished articles about the gas leaks in the local paper to raise awareness and gain public 

support

• !eached out to other teams to ask for support and enlist them in the campaign

d. PEOPLE GOALS

�ow can you ma�imize the number of people you engage and move up the �adder of �ngagement 

as you work to reach your �mpact �oalsĵ Ő
or this section, please refer to the �adder of �ngagement 

chart on page Ɣb-ƒ.ő

!emember, one of the key ways we get decision-makers to make the right choice is by showing up in 

big numbers and using our voices and clout as mothers. �t is important that you engage new people in 

the process of reaching your goal because we will need those people to reach larger goals.

Would mothers have had the same impact if one or two mothers had met with city councilors instead of 

four or five different mothers at each meeting? The City of Cambridge, Massachusetts, officials have shared 

that when they have a meeting with Mothers Out Front, they reserve the large meeting room because they 

know that four or five mothers will attend the meeting. They make sure that senior staff and/or elected 

officials are in attendance. Would the Boston mothers working on gas leaks have had the same impact 

if 10 of these mothers had attended the public hearing instead of filling the 120 seats of the city council 

chamber? Elected officials notice the numbers. These are voters, after all.
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How to decide what goal to set?

"ometimes it is very clear what a people goal should be because there’s a meaningful concrete 

number to reachĹ

$he �oston $eam knew that Clling the city council chamber for their hearing should be the goal. �f 

there were ƐƑƏ seats, they would try to Cll each seat. "eমng the goal of turning out ƐƑƏ people could 

allow them to make a plan for how they would turn these people out. $hey could think about the 

di@erent strategies they could use to make this happenĹ

• �ow many mothers could they each contact from their list of participants and active volunteers 

to recruit to the meetingĵ 

• �ow many of them were likely to say yes, and given that, how many did they each need to call 

overallĵ

• Could they ask the mothers who agreed to come to each recruit one or two people to come with 

themĵ

• Could they call other Community $eams and ask them to commit to turning out a given number 

of people from their communitiesĵ

"ometimes there is no concrete impact a�ached to a speciCc number of people, but a team can 

make an educated guess about how many new people they’d like to engage in what capacity to more 

e@ectively do what they want to do.
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�ere is an e�ample of how seমng �eople �oals gets us 

to think about how we intentionally engage others and 

move them up the �adder of �ngagementĹ

Nina, an existing Community Team member, talks about 

how she has moved people from participants (someone 

who has attended an event, but not volunteered time), into 

an active volunteer, to meet the goals of her Community 

Team. She saw Josie at one of the gas leaks tagging events. 

They made a connection and Josie expressed interest in 

becoming more involved. A few weeks before the next 

community meeting, Nina called Josie to invite her to 

go with her to the meeting. She suggested they meet 

somewhere before the meeting so they could walk there 

together and that since this was a potluck, Nina bring 

cheese and Josie crackers. Planning to meet up before the 

meeting and splitting up the cheese and crackers helped 

Josie feel involved. She knew Nina was counting on her. 

Getting Josie to that community meeting was an important 

step to move her from Participant to Active Volunteer, and 

it further involved her in the work of the campaign. There, 

she had an opportunity to take on her first volunteer task 

and if she hadn’t volunteered she would have strengthened 

relationships that made it more likely for her to say “yes” 

when asked to volunteer in the future.

Goal-Setting and the Ladder 
of Engagement
One Community Team shared how they thought 
of goal-setting in recruiting new people and 
moving others up the Ladder of Engagement: 
This team decided that their five-member team 
could use two more people on their Community 
Team to fill two unfilled roles: Communications 
Coordinator and Volunteer Coordinator. They 
also assessed that getting five more active 
volunteers on board would allow them to do 
more outreach. And they knew that if they 
wanted to keep growing so that people in 
existing roles could move “up” to support the 
growth of new teams elsewhere or join the 
state leadership team, they needed to have new 
people move from Supporters to Participants. So 
they set the goals of five new active volunteers, 
10 new participants over the next four months. 
This allowed them to think through how to use 
organizing opportunities such as meeting with 
elected officials and organizing hearings and 
rallies to recruit and develop new people. They 
were successful! If they hadn’t set those goals, 
they probably would have structured the work 
as always and done it all themselves. Recruiting 
and developing others takes intention and 
planning. Otherwise the result would have been 
the same five people at the end of the four 
months of work.
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$o help you set your �eople �oals, considerĹ

• What concrete opportunities to turn out people will you haveĵ

• What number of people would it be meaningful yet realistic to turn out, given the stage of 

development of your local campaign and the ľtargetĿ Őcity council, governor, business C��, etc.ő 

you are trying to inYuenceĵ

• �ow many people do you currently have on your team and how many could you really use to be 

even more e@ectiveĵ �re there roles on your team that haven’t been Clledĵ Can you aim to Cll 

thoseĵ

• �ow many people can you call on to turn others out to an important public hearing or to a�end 

a meeting with a decision-makerĵ 	o you have a deep enough pool of potential available 

mothersĵ

$here is no right answer for what your team’s people goal should be, but you can make an educated 

guess. 	oing so will go a long way toward enabling you to actually recruit and develop them.

How will you involve your volunteers?

$he best way to actively engage mothers who are interested in being involved with �others �ut 


ront and to recruit new members to your e@ort is to make sure they have a concrete way to 

participate in your campaign. $his can range from writing a thank you note a[er a meeting with a 

decision-maker, to calling ƐƏ people to ask them to a�end a hearing, to organizing the production of 

visual art for a rally, or testifying at a hearing. 

$here are many, many ways for people to participate, and your tactics should provide opportunities 

for people with di@erent skills, interests, and amounts of time. �ost start by taking small, discrete 

steps, and gradually take on more responsibility as they build relationships and become more 

comfortable with the organization and more commi�ed to its mission and goals. �n the �ctions 
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section, you can read more about how to engage mothers e@ectively through one-on-ones, learning 

how to make an ask and secure a commitment, and how to design tasks for volunteers that meet their 

level of interest and skills while providing opportunities for skill and leadership development.

�n the �as �eaks Campaign, mothers a�ended meetings with e�perts and allies and educated 

themselves, they a�ended meetings with elected oLcials and recruited them, they reached out to 

mothers in other communities, and a�ended and testiCed at hearings. $hey also wrote newspaper 

articles and le�ers to the editor. 

$his involvement increased the knowledge, skills, and commitment of the mothers involved in the 

campaign. $hese mothers brought their resources -- their know-how, their voices, their energy, their 

networks -- to the e@ort. $heir increased level of commitment to the campaign and to �others �ut 


ront increased overall resources, so that the team was capable of taking on an even bigger goal, ne�t 

time around, and win!

�s you design your campaign, think aboutĹ

a. Who are the mothers already involved and what is their level of commitmentĵ

b. What skills and resources do they bring that you can draw onĵ

c. �ow can you involve them in 

a way that will take advantage 

of the resources they bring and 

further increase their level of 

commitmentĵ

d. �ow can you use the campaign to 

recruit new mothers to the e@ortĵ
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�very point along the timeline, every tactic, is a chance to use the resources your team and mothers 

bring to the table. $his builds new capacityĹ it helps recruit new people, helps those people learn 

and hone skills, develops new relationships, and increases mothers’ commitment up the �adder of 

�ngagement. 

�ere are some tuestions to ask yourselves as you decide what tactics to use and how to design your 

actionsĹ

Ɛ. �re you making the most of your own resources Őnot those of your opponentőĵ �re the 

strengths and concerns of mothers and grandmothers usedĵ

Ƒ. �re you operating with the e�perience that your mothers bring to the tableĵ

ƒ. 	o your tactics unify your constituencyĵ

Ɠ. �re your tactics consistent with your valuesĵ

Ɣ. �re your tactics fun, motivational, and simpleĵ

e. DEVELOP YOUR CAMPAIGN TIMELINE

�ere is a broad overview of the timeline for the gas leaks campaignĹ

`
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 uestions to ask when developing your timelineĹ

1.  What are key milestones (peaks) do you need to reach on your way to your Impact Goal?


or e�ample, peaks for the gas leaks campaign were geমng a city councilor to schedule a hearing on 

the issue, then to have city council hold the hearing, then the ľmountain-topĿ peak, which was the 

ultimate goal of the campaignĹ for city council to pass the proposed resolution.

2. When do you think it is realistic for these peaks to occur?

$he Crst peak, having Councilor �’�alley schedule a hearing, had to be estimated. $he team knew 

they would spend the Crst few months of their campaign researching gas leaks, meeting with e�perts, 

then meeting with state legislators and city councilors. 

$he second peak was set by the city council calendar.

!emember, developing strategy is a dynamic process. 

You can’t lay out your campaign timeline e�actly in the 

planning stages of your campaign. You can estimate what 

peaks you might need to achieve on the way to your 

mountain-top goal, when these might occur, and what 

tactics you will need to use to get there. �ut this timeline 

will emerge and change as you receive new information. 

$his is why we call this process ľstrategizingĿ ŋ it is an 

active, Yuid process that retuires constant reassessment 

of what opportunities e�ist ľin the world,Ŀ what your 

resources are, and how to use these most e@ectively to 

help you reach your goal.

�n our case study, the team knew that they would try to get state legislators or city councilors to do 

something about the gas leaks but may not have known what, e�actly, or when that might take place 

ŋ especially because this kind of process and issue was relatively new to them. 
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�ay out the series of milestones that you must hit on your way to reach your goal. �deally, these 

steps should build upon each other and indicate that your campaign is gaining momentum. 
ocus 

these milestones on the desired outcomes, rather than the tactics themselves. 
or e�ample, if your 

campaign wants to reach out to local businesses to gain sponsors, your milestone should not be 

pitching these business owners. !ather, it should be that you reach your desired number of conCrmed 

business partners for your cause.2

3. What actions (i.e., tactics) will you need to take to reach your peaks?

�ow will your tactics further engage and leverage the skills and talents of your volunteersĵ �re 

they meaningfulĵ 	o they o@er opportunities for everyone to get involved independent of their 

time availability and commitmentĵ 	o they give mothers an opportunity to work together and build 

relationshipsĵ �re they fun and visibleĵ 

We build power by taking action together. $hinking through good tactics will go a long way toward 

moving your campaign forward.

f. DEVELOP A COMMUNICATIONS PLAN

Consider and address the followingĹ

a. Your Communications �lan deCnes

 o Who should be given speciCc information

 o What information will be shared

 o When that information should be delivered 

 o How to deliver the information 
 
 

2 Chart the Course http://www.networkforgood.com/nonprofitblog/successful-campaign-
planning/
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b. "teps �nvolved in Creating a Communications �lan 

 o �stablishing the �oals     Why     

 o 	eCning �ey �udience     Who

 o �dentifying �ey �essages    What

 o Creating an �utreach �lan    How

 o 	eveloping �aterials   

 o "pecifying a $imeline     When

c. Why should information about this issue be sharedĵ

 o ��pand capacity

 o �ncrease political pressure

 o Create awareness

 o !aise funds

 o "hare logistics

 o �uild enthusiasm

d. Who is your audienceĵ 

INTERNAL

 o (olunteers

 o 	onors

 o �embers
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 o �apsed volunteers

EXTERNAL

 o �otential volunteers

 o 	ecision-makers

 o �ress

 o �eneral public

What is your key message (depending on your audience)?

 o Why does this issue ma�er to �others �ut 
rontĵ

 o What Ɛ-Ƒ key points do you want people to rememberĵ Ő�ach message should have 

ƒ-Ɣ talking points.ő
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�essages will be delivered to decision-makers, the media, volunteers, and the general public. �nowing 

your talking points for each message will help volunteers e@ectively deliver the message whether in 

wri�en or spoken form. �ere are some tips to develop good talking pointsĹ

 o � talking point should be clear, direct and easily transferrable to di@erent voices. �t 

should be easy to personalize, or ľmake your own.Ŀ

 o �t can be used for in-person and wri�en communications.

 o $he message should be clear and accessible. �t should highlight what is unitue about 

�others �ut 
ront.

e. What materials will you develop to communicate your messageĵ Ő"peciCc guidance on how to 

develop these can be found in the Communications 
older of this $oolkit.ő

• �rinted materialsĹ Yyers, brochures, stickers, postcards, banners

• Call scriptsĹ volunteers, legislators

• WebsiteĹ event posting, profect information

• �-mailĹ monthly updates, action alerts

• "ocial mediaĹ $weets, 
acebook posts, blog entries

• �hotos, video

• �ress �dvisory vs �ress !elease


or speciCc ideas of actions to take and how to organize your work, go to "ection ѵĹ $aking �ction!


