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FINDING AND MAKING LEADERS

by Nicholas von Hoffman

Leaders are found by organizing, and leaders are developed through
organization.

The statement is so self-evident and so simple-minded that it
is usually uttered only to be assented to and forgotten.

Instead of acting on the assumptions inplicit in the observation,
we begin the great hunt for the "natural leader", "the indigenous leader"; he
is the great organizational nugget, whom we could find by panning for him if
we only knew what the hell he looked like, and how he differed from the silt
washed into our tin,

It's worth noting that practically everybody is looking for hinm, .
The civil rights movement, big business, big social work, church organizations,
everybody finds it handy to blame their problems on expressions like the "dearth
of leadership", the "problem we're having finding leaders", etc.

He does not exist. If he were there--that wonderous all-purpose
lecadcr that every organizer dreams about in his moments of exasperation with
and anger at his would-be constituency, you would not be necessary., The all-
purpose indigenous leader with the sharp tactical mind of Lenin, the forensic
abilities of Demosthenes of F.D.R., and the general loveableness of your mother
would have long since asserted himself,

The quest for the natural leader---the quest as it is actually
carried on is like the quest for the natural man., There is no natural man;
there is no natural leader, The ideas are important because they remind us
in any group of men some can come to live by certain ethics and some can
become leaders--—given the occasion.

I am hammering at this point because I have seen so many ardent
young people run into communities, zoom around frantically for eight or ten
months, and then say they can't find any indigenous leadership. Now when it
is put to them in so many words that this is what they are doing, they deny it.
Wevertheless it is obvious that they are acting on notions of leadership that
are wholly unrealistic,

Let's try and see why. Bear in mind, I am now speaking of the
lower class Negro ghetto. In the main the same observations would hold for
any community but in white areas there are certain differences in application.,

The first objective in the ghetto is building an organization
that wields power. That is in marked contrast to the flash-flood demonstration
kind of thing that northern big-shots quickly get blase about. an organization
that wields power as opposed to the kind that throws an intermittent stick-
bomb, must be big, must be broad, must be guasi-institutionalized,
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The kinds of leadership it must have to operate successfully
are the kinds that cannot exist in the community because no one or almost
ne one in the community has had the chance to gain any experience with big
organizations., Most of the community's people will not even have been in
the army. The few that have will have served in such 2 low echelon that
they will not have had the opportunity to acquire & sense or a feel for the
big organization, how it is put together, how it stays together, and what you
have to do to run it.

4 few people in the community may work for a large corporation or
the government but here again they are cut off from gaining experience with
the big organization. For another few the church may begin to supply the
experience, but most people aren't church menbers or are very passively so,
and most churches aren't very big, and most big churches are not very organiza-
tionally run,

The long and short of it is we are speaking of people whose organi-
zations are mostly small, and, consequently, whose leaders are schooled in
techniques which work for small groups, but seldom for large ones, If they had
the large enduring organizations  they would have the leaders to run them, and
you would be superfluous,

However, it is also true that every community has a few naturals,
that is a few people who by accident of life experience, an excecptional
int:lligonce and some other qualitics can begin to move to the forcfront almost
as soon as the first organizational beginnings are under way. But who are
they? How do you find them, and how do you make surc that they actually do
begin to assume the major roles they arc capable of? It would be so much
casier if we could spot these people in advance—~——unfortunately that is
impossible. 4t the beginning of organization you are the leader-natural or
otherwisec-——-becausc at least theoretically you know more about what you are
doing~--building an organization--than anyone clse around. If any of these
three conditions doesn't hold, by-the-by, get out and give the job over to
somecbody elsc,

Recognize the fact that the organizcer who comes into the community
for the first time is internally in a precarious position. He is afraid---or
2t least he should be if he has got any brains which he doesn't want beaten out.

He is afraid beccause hc doesn't know the people, and we ars all
vaguely afraid of peopls we don't know. If he is white and he is going to
work in a Wegro community he is doubly afraid. If he is a middle class Negro,
h: is afraid too, for similar but not quite identical reasons.

He is afraid because he is the becrrer of a new idea, Mankind does
not cotton to new ideas in general, but especially not to the new ideas that
organizers bring. This is so because they may rean trouble and because the
organizer's mere presence in the community is a tacit insult. The organizer,
merely by his presence, is saying cffect to the people, "You arc so dumb that
you need me to think your way out of this mess you arc in." Don't kid yourself
2about this. I shouldn't have to remind you herc-who have actually organized-of
this reaction. (Nor I might add doecs blaming the white man or the status quo
or anything else absolve the organizer of the sin.)
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The organizer is also afraid because a failure is a crashing blow
to his ego or his sclf-respect. Z2ven a bad organizer puts a tremendous part
of himself on the line when he goes into a community. In his own eyes, he is
being tricd as a person, as a huge test of his own worth. To fail is to be
adjudged a capon, a sexlcss, impotent thing by one's self, or so I always found
it.

These fears work on most organizers to make them very susceptible
to thinking that people they meet in the community who arc sympathetic are the
pcople to listen to and work with, I can't count the number of times I have
wandered into communities to find the people who were supposed to be building a
mass organization mucking around with pious, middle class clergyman or teenagers,

Or, or course, there is the organizer who sees the wsakness in
himself, and overcompensates by finding a bunch of social outcasts, usually
winos, addicts or semi-criminal types, the kind that talk a good fight but
lack the self-discipline to make hard-core organizational material, This kind
of organizer may also be playing to a gallery of middle class friends (often
whitc) who will be mightily impressed by his acguaintance in the demi-nonde.
It's nice to have one's outside friends think you are "in", but the question is,
in what?

For the organizer who gets beyond acting as a reaction to himself--
in ny experience, few do--plucking out "natural leaders" by dint of casual
observation and conversation is very chancy. I recall having picked 2 nunmber
of thesc on-first sight gems and I also recall spending months kicking nmyself
for having done so,

The guy who is indeed the natural small group leader may turn
out to be the guy who ge¢ts hopelessly and permanrabtly confused by committees
or simply by having to kee¢p in mind that now instead of dealing with ten old
faithfuls in the block club he's got to worry about what 400 pecople think,
The guy you net ot the. barber shop, who seemed so rticulate and understanding,
may turn out 2t a second meeting to be a dogmatist of the first order or a
flannel-mouthed idiot. The guy with the big line about how "its about time
the black man showed those "m—-f's" can turn out to be one great big chicken,
or what can be worse yet, a lazy bum who only comes to meetings to make long
theatrical monologues,

Those of you who may recognize your own experiences in some of
these words will say, "Don't tell us what won't work, tell us what will."

To you I repeat, leaders are found by organizing and leaders are
developcd through organizations. So let's discuss organizing and organizations.

But before we get to that, I want to set down two of the observa-
tions I have made where leadership has developed. They are: the leaders in
the third month of an organization's life are se¢ldom the leaders in the third
year; a few leadesrs, ourselves included, are really all-purpose; and the best
organizations crsate a "collective leadership".
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Why shoulcd so few of the leaders in an organization's infancy
be around as it grows to maturity?

The first leadership is usually the closest leadcrship at
hand. It is selscted usually in the enthusiasm of the first campaign, be-
couse it is available. You don't have a choice and you have to go with
what you've got.

It may be a rent strik~, a school demonstration or what have
you. Reverend So-and-So says he'll be the spokrsman, and you want him becausc
ho's a clorgyman and you figure ho'll cut morc icc bucausc ho's respectable,
Maybc it's Mrs, Jon.s, bccausc she's the only one of the tenants who shows
signs of being able to speak out in front of a judge. Or, pcrhaps, it's
So-anl-So clsc bocausc hc has a rcputation (with you anyhow) as o rcgular
frcedom fighter.,

Note that all thesc people were picked on the basis of what
they could do in & onc-shot affair, .nd the beginning of covery viable
organization smacks of being a onc-shot affair, for the simmle rcason that
thcorists who fiddle around waiting and dclaying until they've got a full
blown across-the-board organizational program sct arc never ready to
commenec swinging into action,

But you will notice, too, that the rcasons for your picking
the first leadcers (and you know it's you who pick thcm) say nothing about
how they will wcar over & period of timec. That rcspecetablc clecrgyman can
turn out to bc a timid jerk; the lady who was so good at sounding off in
front of thec Jjudgc may P good for nothing cls-, and that big fr .dom
fight .r can look lik. a vain .gomaniac living off th: r-putation of thc
d. .4 don: many y.ars ago.

Th. l:.sson I draw from this is that at thc bcginning kocp
th. organization viry loos:, spr.ac thc rosponsibilitics and the conspic-
vous plac:s arouncd, This purmits you and tho ncw membership which you arc
supposcd to b: rccruiting to judg. th. talint, and it koups things
sufficicntly porous so that ncw talcnt isn't blockcd oif, Nothing is morc
absurd than an organization that's six months o0ld, without a dimc¢ in the
tr.asury and a nmumboership that can fit in a Volkswagoun, having a ccementod-
in, piggy loadorship. Vestod intorosts arc only tolorablc when they arc
prot.cting somuthing of valuc, not fancy organizational charts, lcttcrheads
and r.scarch programs,

Don't laugh, This kind of thing is a clcar and pres.ont danger.
Vain men froguently profcer to be mombers of obscurc cxXocutive committcocs
whore thoy can spoend years cxpounding doetrince., It is safer and casicr than
th: rcalitics of making and using powcr. ‘

Mcn with thc most to losc or men with tho most to give in
talont, noncy and cxpericnee arc oftcn not the first to join an organization,
They will nover join if thoy scc therc is no room for them in thoe top leadir-
ship.
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Why should somc of the most talintcd pcoplc hang back? Onc
rcason, of course, is that thcy want to chock you and the ineipicnt organi-
zation out. If thcy ar. worth having, thcy won't bec the kind who must bt
on & quarant..d winncr, but also, by the samc token, thcy don't want any
part of 2 born loscr,

A big northorn city is not like the south. In onc scnsc the
p.oplc arc all in the samc boat thanks to skin pigmcentation, but not quitc.
Pcople can and do make & varicty of deals with lifc., In the north therc
ar. a lot of Nugrocs who may have causc to think that they have morc to losc
then to gain by signing on with you. Thoy will be thosc who fear loss of
jobs, prcstize, business or such — ancd many will fall into that catigory.
But, thorc will also bc thosc who think they can makc a better deal by
joining with somsbody or som.thing clsc, and thosc who just may not think
what you'rc driving at is worth it OR that you can dcliver the goods,

The varictics of reactions have to be tackled in a variety
of ways, but all the peoplc who fall into thesc groupings ~ your potcntial
sceond goncration of loadcers — must not bc driven away gratuitonsly, Thoy
mist not bc allowcé to dismiss thc organization out of hand at thc very
boginning,

Yot ir fact many organizations arc kill.d off by thcir or-
ganizcrs cven bofore they get closc to 2 sceond leadoership goencration, It
is purc charity of coursc, to spcak of such proeliminary groupinesr ~< organi-
zations at all, Most of thusc cndoavors nouver grow to look like much morc
than an abortcd six-month foctus, Thoey have been murderod by thoir own
parcnts, the organizcers who woere supposcd to give thoem lifce,

In the casc of young organizcers, thceir youth is cnough to do
it. Pooplc may adnirc youth, thoy may praisc, they may belicve that youth
is showing thc way in which agc should follow, but they arc very, very
r.luctant to trust youth with anything of immcdiatc valuc. Youth is not
an insupcrablc handicap, I rush to add. I have known top-notch organizcrs
in thcir twcntics,

Th. ¢ood ones know, howoever, that they nust pick up more in the
woy of membcrship than the pcople with the l:ast to loss, the peoople who arc
willing to put thomsclves under guidance to unrcliablce appearing strangcrs,
Bowar: of the groups load by a couple of collige students, composcd of a
n.nbership of tcenagers, ministors without scrious institutional rosponsi-
bilitics and a fow desporate mothors, driven to trying 2anything to got their
7ids into a dcecnt school., -inyonc who has boen around know thoe type of
cnterprisc I am talking cbout. Yit such is thc look of the organizational
cndcavor which has failcd to bud 2 scecond gonceration of lcadcrship; it is
also the charactoristic profilc of the collogiatc organizer's botched job.
It is as rccognizablc as the insulatced, dessicated organizational product
put out by thc profossional social workor.

.-t the risk of sounding like mother, may I say that improessions
do count., I'll m.ntion clothcs, It is onu thing to wear overalls in
Mississippi wherce nany of the pcople actually do wcar them - it is another
to wzor th.m as an oceasional stunt in a big northoern city, but to inlulge
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in p:culiariti s of dr.ss and sp.cch simply mak.s you look lik: faddists.

I apologizc for saying this to thos: of you who know bettcr, but thosc

will also know it has to b. said, Faddism mak.s you look likc a housc's
ass, Whit: niddl. class girls from Dcs Moin.s, to b: -xtrceme about it, did
not grow up r.f.rring to mal.s as "ecats" and when thoy do it on th.. south
sidc of Chicago thcy sound _ith.or patronizing or idiotic - takce your pick.

Nothing is so rcassuring as a p.rson who acts likc hinmsclf,
If you con't .=cw who you ar.., stay ocut of organizing until you co and ar.
willing to accupt yoursclf as yoursclf. VWhon you o, you will find that
oth.r pcopl. will,

N:xt, may I urg. you to drop as nuch of your .Xc.ss idcologi-
cal baggage as you can outsidc the placc wher.e you ar. organizing. You arc
building a pow.r group, & mass organization to scrve a particular constit-
u.ncy, on: that has cortain p.ranount demands to be met., The depands arc
r.note from "p.ac." or from any numbor of oth:r, p.rhaps laucablc, but
irr.1l.vant int r . sts,

In oth.r words, don't act lik. cultists, If you ar. a
v.getarian, ke.p it to yoursclf, hide it, bocaus. th.r. ar. a ccrtain
number of butchers in the community and you want them in the organization
too.

This work dcmands sclf-disciplinc in cvery way., It m.ans
you cith. r .t your r.st or hid. the fact that you havcn't bocausc pecoplcs
who arrivc at sixcs and scvens and announce thoy haven't slcpt for 26
cons-cutivc hours give the inmpression of being unstable., It also mcans
that you rocogniz: that you hav. no privatc lifc, or put ciffioruntly, you
do not offcnd against th. public morals of tho comrunity. Why? Not
bicausc th. morals ar. n.ccssarily corrcct, but boecausc organizors who do
not s:cno to b. obscrving thom alicnat. potcntial membors for no good r.ason,

Som. poopls may r.ad what I hav. just said =-7 +hink, ".h Hal
Whitc man's coaventional middl: class valucs -~ .thnoccntrism, .tec., :tc."
To which I r.ply, th.sc ar: th. public valu:s hcld by substantial portions
of th: pcopl:. you hop. to organizc.

Whethor th- practic: thon is as boside thoe point as wh thor
niddl. class whit.s do. Th - cultist will say that th.r. can b no
surr ndcr and that frocdom of th. individual is involved., Porhaps it is,
but h. who wast s tin. d:bating such abstractions, or, wors., insists on
making it cl.ar by his b.havior that h: b.li .ves otherwis. is cnjoying a
luxury that is or;janizationally ruinous,

s organiz.rs, apostolic v.gotarians can only organiz: and
inspir . confid.nc. among oth.r v.g.tarians,

Th. b st organiz.ors hav. singl:. track minds. Thcy car. only
for building th organization. Whon th.y ali.nat. a pot:ontial m.mb.r, th.y
o so out of organizational n..d, not out of the .gotism of irr.l.vant
p.rsonal valu:s, Th. b.st organiz.rs =*'3ifl. thceir tast.s, thoir opinions,
th:ir privat: obs.ssicns.
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Wow at l:ast we hav: takcn & fow proliminary pr.ocautions to
provent killing off the 1.ad rship b.for. it cv.n arrivzse nrd we can turn
back to the question of finding and doveloping it.

Fron what I hav. scon, most of th. organizational 1lif. in the
zhctto is th. small group, usually no bigg.r than the number of pocopl. that
mak: up an xt.nd & circl. of acquzintanccs, ™lie usually figur s out to
tw.nty-fiv. or 1l ss and rarcly rmor- than fifty. Numb rs that g.t larg r
+*~n that hav: to b h 1d tog th.r by diffor.nt, writtin, syst.ms of book-
k:-ping and communication.

Two conel=sions can b drawn from this: 1) Building a npass
organization in th. gh tto is th. t:dious job of stringing b:ads on a n.ck-
lac:, and 2) s-1f-.vid ntly, nost of th availabl: inlig.nous 1 ad rship
will only b practic.d in th. arts of %L small organization.

I hav. in nind th. block club, th. local janitors!' associa-
tion, th. multitudinous sororiti:s, th. choirs, th. t .nag. groupings, thc
local political and busin.ss associations, the p.r nnial m.mb.rs of th.
local pool tournam.nt. I am sur. you can rAm: rony morc, wuv.ryon. of
th s~ groupings has som. kind of l.ad .rship. So thco qu.st for l.ac.rship
is abruptly ovr. Th r: is, for y."eiical purpos.s, no oth.r 1l.ad.rship

to be found, brcaus. th.r. .xist no vchicl s for lcdcrship to drive,

What this boils down to, thon, is your discont nt with what
th: l.adcrship can do - nam:ly, lcad the gr-rpings you find in th. community.
Your dissatisfaction with th 1 ad .rship has r-al -nough basis in fact., It
is a narrow 1 .ad.rship mostly int r.st ¢ in what conc.rns thc small group;
it has 1littl sav. only th most conv:ntional und rstanding of th: gr at
issu.s which brought you into th: communitv in the first placc,

Crcat issucs absorb the inturcst cith:r of small highly
sp .cialized groups, as for instance many a chapter of S.N.J or CORE or the
YiACP, or of a great organization. The small group can make mischief and
propagancize in a ciffuse way, but power, power is the property of the big
organization, 11 this you know, for it again is what brings you to the
community.

At every turn the leadership is unsuited for your prrposes,
arcd fc it will remain, changing only as the big organization emerges, The
same holds true for the leadership you "find", that is, people who enter
the organization without a following, but create one in and by means of
the organization. The character of leadership, to put it in other words,
is determined by the character of the organization that trains it and
which it leads, The making of an organization and the making of leader-
ship are inseparable,

The proposition is not presented to you as a new great truth.
It is no more than another application of the ancient observation that a
man finds both his limits and his growth in his own personal experience, I
have the temerity to advonce this old bromice yet one more time, because it
is often ignored. The fact that you are still thinking of leadership as
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an isolated category, one meriting its own workshop, shows how far people
are from treating the leadership question as iategral to the making of an
organization, '

This said, we can now spend some time talking about organi-
zing as it fits into leadership.

The organizer's first job is to organize, not right wrongs,
not avenge injustice, not to win the battle for freedom., That is the task
of pecrle who will accomplish % tlirough the organization if it ever gets
built. When things are looked at through the glass of organizational
calculation, they assume new shapes,

-+ couple of examples may help to explain ny meaning:

1. TVhen the cops pick up a vhore, shake her down and beat
up her pinp, they have done wrong. Both the whore anc pimp have rights,
which have been grossly violated, but & thinking organizer may wonder how
£ood an icdea it is to commit his new group to their defense., Vhat will
the public at large say? More important, what will the different segments
of the community say?

The caballeros on the street k. stling will love you, but
what about the solid family types? Should the solid family types be
taught the relativity of all human values, and will they consent to learn?
Six months from now, will the caballeros think enough of the orsanization
to support it by coming to one meeting, by contributing one dollar?

2, Rent strikes, They are very popular now, but as with
leacdership they are seen as something that is good to co merely if you
can ¢o them, However, as anybody who has ever run one can tell you,
they gobble up an organizer's tinme -~ which should be o valued asset-
and may produce very few orgnnizational dividends,

How might an organizer look 2t a rent strike proposition?
(I oam spinning this exanple sut to illustrate the mentality which we might
call organizational calculation.)

Of course he looks at the building, He does this for two
rsasons — the first is defensive; he wants to make sure the gcorants aren't
lying to him, Who doesn't think hos landlord is a louse? Nothing is
worse than getting into a fizht in which the enemy can publicly prove
your facts are wrong - note I said publicly prove,

The second reason he looks is to see how the building will
photogsraph and will strike the eye of the often not very sympathetic
press, I recall once having an arguement with a photographer from the
Saturday Evening Post as to whether a dead rodent in a slum building was
a rat or a mouse. In short, the rats should look like rats.

If it still appears that a strike is feasible, he must ask
what it will do for the organization., I will list a few possible things it
night do, again by way of illustrating the organizational mentality.
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1l, If the political climate is right and you know local
government is with you it may provide a quickie victory - something every
organization needs on occasion.

2. It can be a device to show people vie “r:e to face con-
frontation that a big, improtant white man like a slum landlord can be
humiliated and beaten.

3. It may be a way to force a runicipal government to begin
rigorous enforcement of minimal housing standards.

L, It may be useful in building up general organizational
cohesion. I recall one rent strike during which the landlord retaliated
by such tactics as failing to buy coal for the building. The orgonization
responded in its turn by taking a portion of the ewguestered rents to buy
coal, The coal truck was decorated with appropriate signs; the gentleman
from the teamsters union who customarily drove the truck was replaced by
several local leaders in the cab, while other people from the or.anization
surrounded it as it paraded around the neighborhood before finally coming
to its destination. Humor, color, the relish of a small triumph and
greater organizational solidity came ont -f the little episode.

5. The strike may also be a useful method for organizing the
people in the immediate locals around the building in question. Unless
you have all of the officialdom on your side, & rent strike is liable to be a
protracted contest of nasty little surprises which each side springs on
the other. The landlord's surprises are usually legal ones, bailiffs,
court orders, etc. If the whole area is mobilized and organized into a
big warning system, the lamndlord can't pull off ruch,

But if the fight is really you and a few tenants versus the
landlord in the midst of an intiffernet populace, you are likely to in-
vest hundreds of hours of time keeping the tenants morale up, with little
to show for it but some publicity.

There are other reasons, good organizational reasons, for
having rent strikes, but the point to bear in mind is having some reason
other than the pure injustice of it all., It is, of course, very hard for
an organizer to know when he has a valid reason for doing something, and
when he is conning himself,

By nature nost organizers are optimists - they have to be or
they wouldn't be doing what they do, Optinists tend to be credulous,
They et so fascinated by the putative advantages of a proposed line of
action they never seriously examine either its drawbacks, or - and this
is Jjust as inmportant - how they might be better spending their tine,

I found in ny own experience that ny ego was incessantly
trying to sabotage my judgement. For instance, I would argue in favor of
striking a slum on the basis of organizational advantage without ever
real’ring that actually I was in a rage over the conditions the people in
the building were living in. A good organizor cannot afford to vent his
anger, anymore than he can use his position to push miscellaneously
irrelevant pet social beliefs,
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The e:;0 works in other ways to deform the organizer's
powers of Jjudgment. Promising young organizers are prone to come up with
clever ideas - and in their pride of invention, or in the egotisnm of mis-
chief-nalding, to attempt to carry them out in circumstances that are
neither propitious no even apropos,

The calculating organizer is fore er suspicious of hinself,
forever nistructing his analysis of the situation, anc his plan of action.
He is always asking hinself questions like, "What an I cdoing? VWhy an I
doing it? What if I succeed in doing what I am trying to do, will we
really have gained anything worth gaining?" However, the organizer with
a calculating mentality shall assuredly fail if he is trying to o the undoable,

What is an attainable organization in the working class
ghetto? It is an organization of perhaps two psrcent of the people. Those
who t2lk cbout orsanizing "all the people” or "the nasses™ or "the ygreat
najority of the people" are talking unrealizable balderdash,

In the first place it cannot be done. The only way all the
people or rnost of the people can be organized is by drafting them into the
arrmy. On the rare occasions when large percentages of a population are
directly "participating" in the affairs of the community, they are
probably having a riot., But this form of mass participation - Irmse the
word that is fashionable - hardly gains much. Moreover, if you stop and
refleset a second, you will see that any non-governnmental organization
conprising huge portions of the populntion would be so completely un-
wieldy that it could never achieve anything.

The purpose of organizations is, I renind you, at least in
this discussion, power, As & practical matter *he organizing of two per-
cent of the population is nore than sufficient for the purpose of power.
This you know from the history of molern revolutions - or if you look
around, fron the conposition of the nmost effective present-day political
machines, Indeed, even two percent of a population actively in an organi-
zation is an imnensely fornidable number. With two percent of a district's
population closely organized, the organization should havé an unbreakable
control over things,

When the problen is viewed this way, it becomes nore nana c-
able intellectually and actually. To begin with, it now becomes possible
to see where are the plausible places to start organizing and to sort out
vwhat elements in the comrunity dermand organizational attention and which
are  purely optional, to be courted provided the occasion arises and you
have the tine.

4An or.tnization needs three things: 1) a network of people
spread out 2and in position to reach and mobilize the inert majority; 2)
continuity, and 3) noney.

The nmnmajority of small groups in the ghetto distriets I am
familiar with turn out to be potentially strongest in one of these three
gualities, Thus a block club adds a good deal to the mobilization net-
work, has some noney potential, but is usually quite low in supplying
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continuity. The same can be said of the sorority or the poolroonm gang,
wvhile a business .roup scores higher on ths roney and nay bolster an
organization's continuity.

Obviously what is needed is the right nix of groupinss to
maks up the sinews of orgonization., Sonmetimes this is accomplished by
finding what the textbooks call the most connon denominctor. But the
catch is, the most common denoninator evokes the least general interest,
Zverybody is against Jjuvenile delinquency, but vho caraes cnough about it
to do anything? 4n issue which lines a whole corrmunity up on onec sice
is nost often so innocuous as to be organizationnlly uscless,

There is an exception to this, and that is the outrage, the
atroeity, the bad slum fire, rat-bites-child, bombing the Sunday school,
However, such srises arec of linited organizational value., The shock and
anger they couse are soon dissipated., Furthernore, they are of nuch
greater value to an sxisting organization than they are to building an
organization.

Where an organization exists, the enotion the momentary
crisis causes to be rcleased can be harnessed to wee-thought out pulitical
nansuvers and denonstritions; it can also be ¢xploited for rnoney
raising and recruiting in sections of the district where you are organi-
2ationally weak, But where there is no organizoation, there is no way
to capitalize on the opportunity. There may be a few indignation nect-
ings, or even a riot, and then all collapses back into its previous
Shape .

The foregoing should suggest that the right balance of
network, continuity and noney is engendered by an organizational progran
containing o balance or mix of goals or would-be pay-offs (which organi-
zationally is all that o goal is) for the various groupings you need to
recruit., Por homeguwners the progran may be defense against venal builcd-
ing inspectors, for the unemployed it may be pressure on sone well-lkmown
loeal firnm that discrininates, for the church group or local civil
rights sentiient it may be some sort of an assault on the local educaational
system, Hence, it has been said that organizing of this nature is, at
least in part, building up a corrmnity-wide set of interlockin,; log-rolling
agreenents: "You scratch ny back and I'll scratch yours, but if we don't
corbine, nobody's back'll get scratched."

furists may find such 2 procedure intolerable, For e xanple
you don't put pressure on the white snall store owner past a certain
point - even if he can hire an extra NHegro clerk. The reason is you
need his noney which you will get if he fears you, but not if he hates
you, You will nlso get his money, I hasten to add, if the organization's
rrogran includes objectives that are worth something to him, Purists
will find many, nony of the things the individuals and groups which you
are courting want,to be picayune., Yet these "picayune" wants arc the
stuff of which organizations are built, They are the things that nust
of necessity nost occupy pecoplc and which nove people to action as great
abstractions scldom do., Morcover, it is by nceting through organizational
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congquest the picayune cdemands that the great issues ars mide inmediate
and divested of their abstract distance. The mother learns about segre-
zated educntion by fighting for school books for her child, the hone-
owner struggling with urban renewal learns about the society's huge
engine of residential segregotion by battling to save his property - the
people learn these lessons and the most iiportant lesson about how the
world that bears down on them actually functions., However, the organizer
is there to draw the lesson, to make the experience vnlunble, to lend on
into tn: next and larger round in this match which will only he won by
those adnptable enouch to use victorious nethoads.,

The organizer who nerely sees the people's doy-to-day prob-
lens 2as the proof thnt oppression demeans nen, and not as the chanee to
be exploited, lacks the patience, the ingenuity nnd the opportunism thot
na'tes success, The I-can't-be-bothered-with-that attitude is self-in-
portant, and the or anizer who is nostly concerned with "bi., issues" will
never neet success outside the debats roon.

Aznin I an speaking of the ~bility to see with calculation
and 2ct with chleulation, It is not easy, particuliarly once you have
sensitized yourself to the inportance of little favors, littls worries,
little preoccupntions, to know which are the orgnnizationnlly useful ones
and which are heart-rending but profitless, I remenber a newly founded
or anizntion thnt was offered severnl thousand dollars worth of Christmas
baskets by @ group of terrified loenl businessnen hoping to plocate the
popular wrath, First we battled with the locnl sufferers—for-humanity
about putting whickey in the baskets, They wanted the noney spent on
extras for the children., After thot we argued over who shauld get the
baskets, They wanted to ¢ive them to ths needy! The orgnnizers wanted
to give them to the strategic, the flat janitors and other key people
vhon it is #ood to have obligated to the organization,

If I may, I would like to advert to the stringing of beads
on the necklace one nore time. The beads, it turns out, are not all
of one shope and color. They are 2 variety, and as you picl then out
and string them, the necklace will have a correspondin.ly different
pattern.

The bend pattern annlogy holds with leadership also. Too
many noney beads - that is orgonizations brought in primarily for the
douch they can contribute - and you will find yourself with a lot of
noney, but o soggy, conservative leadership., To little money, too many
youth sroups, ~nd you will et nn or,;nnization that's always broke, that's
short on continuity, and always undertaking nore thot its organizational
base can cnrry out.

A big organizontion demands n variety of lendership tnlents,
Money rnising lendership, oratoricnl lendership, tocticnl lendership,
lendership for routine, lendership thnt chn nmensure comrunity sentiment,
that knows when to rove and when to stay put. The different kinds of
groups thnt come into your orgnnization train up their natural leadurs
with greater skills in one Area than in another., You nced them all, and
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for that rezson, I splke earlicer about collective lencdership. It is just
unrenlistic to expcect 2 big organization to produce more than o few all-
parpose lenders who can perforn nost of the various lenadership tosks
exceptionally wsll,

When you do find the 2ll-purpose leacder, you would do well to
beware of him, Morc often thnn not his dominntion lends to organizational
despotisn., 4And it is nice to think thnt socinl change con be nore than the
réplncenent of undesirnble despots with more commodious ones., I confcss,
though, this may not be the lesson which history tenchbs |

I have an addendun, It concerns the use of white organizers,
and I bring it up beecnuse it is obvious to you and to me that the growth of
black nationnlist scntiment has put o lot of them on the hot seat,

Likc it or not, whitc nen have their uses. Orgnnizationally, an
ostute pretty white boy with nn ivy lengue manner can run circles around any-
body c¢lse in certain kinds of highly propsr niddle class situations. White
orgnnizers con be useful in donpening the often destructive battle for
prominence thht hns wrecked nminy o promising Uegro endenvor., Renember, your
white orgnnizer hns no political future in the ghetto, thsrefore he can be
uscd as neutral absorbent matcrial for out-of-control ambitions which are
enitting dnangerous rays, The whitc organizer sometires can be a reassurancs
when making deals with outside white groups —- and I hope there is no onc hers
in such a retarded political bnbyhood as to think such deals are not necessary.

On the other hand it grates in this tine of rising independencs
to sec the old dependence on whites —— to see the old razznmntazz of whitcs
lending HWeoroes, But for the good organizer this should be no pro*lam because
the ¢ood orgnnizer should nsver —— or virtually never —— nmike oo public spesch,
ncver get his name in the paper, never enjoy any formal authority in the
orgnniz~tion., The big denl or:.nnizer who becomes 2 figure in his own right
wns never serious about developing leadership. He is the man who always neant
to be the lender hiiself; when this type nsks how do we find an indigenous
lendership you can translate his words to nean, "How do I et nyself a
personnl following?"

The good organizer is the self-effacing mentor who judges his
work a success when he can lenve the orgnanization without even being nissed.
He is rore, rarer than first-rate leadership, but he exists and he comes in
a voriety of colors and he can work in alnost any situntion,




