
To: Planners of the Staff Meeting . I . .• 

Some Su<!e:estions in Answer to Questions Raised by . the ,;~tem~·, J : 
1. The structure- nf SNCC should flow naturnlly and lo~ical y 
out of what we do,-hecause the people who are doin~-ske~ld 
have cirect representation in t(')p policy-makin!':. ' . 
So the imp0rtant questicn is: what should we be dp~mg? We 

need to avoid travelin~ c~ly in the grooves created by our 

past travels; we need tc stzrt from scratch and think about 

what SNCC is peculiarly suite~ to do, what is most irnnortant, 
. • I 

i would nttemnt an atiser ~s follows: 1 
. . ... i 

SNCC is best suited to be a relatively small, mnbile, strikih~ 

fnrce, (Tuerrilla fi _9'hters ,in the fieid of social chan~e, who I 

will ?" into the heart nf where problems are deenest, awaken 
-

people in the locality an~ in the nntion, arouse the kind of 

tensions and ~ntaaonisms t~at are heal~hy, and create pockets 

f/ 

of power all over the nation which remain out~i~e the official 

channels af power but bombard these channels with demonstrations 

pf what ·is wron(T in the nation and what is the way peoople 

should re~lly live in a just sDciety. 

This means, I think: cr~a~izin(Y people (in whatever forms 
I . 

or· crf!~nizaticn are most effective in the locality, whether 

voters' leauues, or local ~movements•', etc.) in the Black 

Belt, usin~ a handful of SNCC people in each locality and, only 

movin?. on when there is. a 'ew handful ~f SNCC staff people 
r 

recruitec in the area, to tnke the ~lace of the old. It means 

als c or~anizin? in selected white Cl"\mmunities. It means 

or~anizin7 in urb~n ns ~ell ns rural areas, hecause the prohlems 

of pe0-ple become concentrated in the cities. It means orpan

i~inP in southern colle~~s, Ne~r~ and white, constantly 

recrui~in~ new y~un~ people to ~c out nf the academic world 

intc the crmrnunities. 

2. In orrtanizinrr people, around issies and actions which 

dramatize their problems, SNCC needs to begin usin?. the tactic 

it madef~mcus: nonviolent direct a ction, to tackle problems 

outside of lunch counters and outside of votin~, in r~latiqn 
I . 

to issues like fcod, shelter, clothin~, medical care, jobs, 

courts in "ordinary criminal tl cases!, right of justice in the 

free expression in press, ~adio, _ televi~ion, etc. I A whole 

ran~e ~ f imapinative new wa~s of demonstratin~ the wron~s in 

these arens needs to be .Jeveloped. The sit-in, the freedom 
'· 

v 



-.2-
vnte, the freedom school~ ·need tQ :te exp~nded. -The basic 

·, -

idea iS .that We; "a Ct · OUtu .befOre ·the nation hi)W thin?;S .. 

should be~ . . .' : ... : · ·~ .. 

I. If .,.!e .. re-ally n~n to chan'7e t.he ·na:tif'Jn,··· and ;not just make 

Philadelphi~, Miss. -tike Philadelphia,_ . Pennsylvania and 
~· . '. 

Jacksrn like New York, we need to start educatino 0urselves, 
. ' . . . 

and the renple we or~anize, t~ think beyond the vote and the 

lunch C"unter t~ ~~re funJamcntal ch3n~es. This means staff . 

~aklis~time out to read, t~ study, to thin~, t~ ~iscuss--
.·.' 

nrt in the way its Jone in the official schools nnd collepes--

but in ;:!. new way. Ancl it me3ns teachin.-7 while we learn, ~o in? 
. . ' 

back int 0 the communities nf the South, t0 teach in freedom 

schnols, tn show movies, to ~ivc classes in community centers, 

tc use mass meetin?s as educntinnll devices. In other woris 
.~ ; 

SNCC shculd he n corps of or~;:mizer-teachers. Our "Institut;s" 

should. pcur. out teachers int~ the communi ties. 

4. This leads tn structur~. I think what h~s been wrong in 
. :.. j 

the IJtlS.t is that: there has r:een no cfear ~ay of Q;ettin[! the 
I J ~ 

' -
opinions d: th·e stn.ff rm vital matters; the Exec. Cnmm. has 

been a l~ r se and ineffective ~rou~, n~t really renresentin~ 

what SNCC has been doinr, and not able to plan intell~gent~y J 
. • 'I 

or tc carry out nl~ns efficiently. The_ r~sul~ , hns , bee~, ~~rlupl 

throu~h no one person's fault, to leave decisions to a few 
• . '1' 

peorlc at the top, cr to i~dividu~ls in the field sctinp on 1 

their r1'\\' n, in other words, both tor. much lncalism and too 

much dictaticn nt the- same time. Sucr.?:estinn: a' Coc:,rdina.tiig 

. ·~Qmmi tt~e :)~-~ a ht:""'1 1ished as ~utdated. b) The basic democrat it 
· b ody he the staff meetinn ~hich takes ~lace pe;haps four ·. 

times a year and once a year elects the Ex~c. Comm. 
' 

c) The Exec. Comrn. should represent what SNCC is doinp:: it 
··~· . 

.. 
should have key people from ea ch area of activity makin~ un 1 

.•. ~ • ~ r 

the bulk of the Exec. Cornm.~ hnth project directors and r~nk 

If should ha~e. scrneo_ne represen~-~n~ 
I • ' . ,. , · - . . . . 

and fil e staff memhers. 

the collepe prooram, an d . somecme r~mresant~n~ the white· 

community prcject, It should_ h~v~ the Ch~irmnn, Exec, Secy, 
· • ; · · t: .; I : ! . 

', . I 

nnd pcrhn.ps two othe_r key people from natinnal staff head-
. · . . • : • l ' } ' I 1 ' ' ' ' ' 

quarters. 
; . 

·more than 

And t~_e tl'!; advt s ~ rs -~ ... . ·I~- -~ho~~d- nr.t con~ is~ o_f. 

fifteen people--it must avoid those wild meetings of 
• . ~ • • : : : ·, • . . ~ / . ! • t • •• • • • • . • • 

thirty or 

I 

f orty ;that crowd in on Exec. Comm. meetings and ?;et 
. I 

I -
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nrt~in·T ·.1 ~nc. r)) The Exec. l. :~M;""'• !1USt 'e ~ -nl~nnin ... !'rJy, 

s-·r.etnin"' it h~s n .: t ~ C'en sr f.:tr. 

• nsi!·ility f·:r c:-.rryin· : cut :xec. r~n'1. •·1 ecisi,...ns. ;~c nust 

st~ry-ut in the ~tficc, ~·ith sufficient secrot~rill nn~ 

telc-h: ne !in,1. every , ·ther 'kind 1) £ ('flUi ·~~~Jnt t :: koe~) the 

fi ·ure, trnvellin~ ~n~ s-e~kin~ ~n~ nt the s~~e ti~~ run 

the ...:.r - .~niz .~ti ·~n. ?£'rh~·~s Jh~t . sh ~:u~ .1 1 ·e l~ft t("\ th~ 

I 

Ch.,irl11~n. In ·r·ther Frr .. ~s, :j f the t~-v~ """eo~~le in th~ ::r "'nn- \ · 

iz1.ti .. n, ,-ne sh• ulJ ! e free t ,- :'1-ve !'r···un-~., th~ "'ther sh.-~u1::1 . 

(,\t - ur steff mcetinrr, in ! · lar.nin~ " Ur ::'!""en~~, Hhr"t tvP. 

sh ,·ul ·: c···nccntr :-. te -n · 1 r, in·~ lsh -ul :~ 'e ~iscusse-~ ~ . cfr.re 
I 

'~e ·~ct ~unr. lr~ 'n ,. r· ~niznt ~·n~ 1 structure. 

I 
~XXXX!! HOWARD ZDlJ 
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