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Dear Friends:

Enclosed is a copy of a report written and published by a number of
board members and staff involved with the fermer National Toxics’

- Campaign. We have compiled these thcoughts and ideas to
~ document some of the issues that arose within NTC: issues that

ultimately led tc the board's decision to cease cperations.

We intend for this repcrt to serve as-a learning tcol for the
mevement. Scme of the difficult lessons that NTC taught all of us
can be put to use within our crganizations. as we'st_ruggle tc make
them the strong vehicles for change so badly needed.

The decisicn tc close NTC was an agonizing cne. We feel that in the

long run it was the right decisicn and that beth the mevement and

our crganizations are, and will be, stronger for it

The precess to put this report together was educational for all ¢f us,

as individuals and as a group, but it wasn't easy. However, creating
a collective analysis with the viewpoints of many diverse activists
dealing with the sensitive issues faced by NTC was very impertant.

- We struggled for almcst a year to arrive with a common veice that

speaks to our experiences at NTC.

We hope that this repert will be taken in the spirit in which It is
offerad and that it will help us tc reflect ;}ﬁ cur work and develcp
clear visions of how to build a stronger movement for sccial change.

Cathy Hinds _ Diane Takverian
Heeten Kalan Pam Tau Lee
Jane Mcalevey Arthcny Thigpenn

Baldemar Velasguez
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The
National Toxics
Campaign

Introduction

In Agril, 1593, the National Toxics Campaign Fund's

- (NTCF) board of directors voted, by majority, to

cease operstions and spin-off viable projects within

- two weeks. This decision, 2 surprise to many, brought
" to closure 4 nine year-old organization which was one
_of a handful of nationa! groups fighting toxics in the

1JS. This document explores the key elements that

led to the board's decision, and offers some analysis

about lessons learned from our experience. We hope

that this will be of interest and use within movements
for social change.

This document represents the thinking of a number

" of board and staff members who challenged the crga-
nization-on what we believe were chronic problems
.-of racism, sexism, poor management..and lack of

a, e

push to shut NTCF down (see “Who We Are” section),
~ Our intention is o clarify the history of NTCF, and
to state clearly why we felt it was absolutely neces-
sary to close NTCF. o ’

"~ Many foundations poured hundreds of thousands of
dollars into NTCFE. Many peopla and community
groups contributed zn even mare important element
— faith and energy. Ve feel 2 need to cpen a dia-
logue, a healthy dialogue, about what went 'wrong.
We think that a movement organization should notc

[ﬁ'educe an analysis of what was good and bad to pri-

l|vate kitchen-table debate and discussion, but has a
responsibility to pry open the public space 1o better
enable other organizations to Inck inside and learn
ét_froni this experience.

Although we'll explore some of the positive impaces
that the organization had fighting for a cleaner envi-’
ronment and a more just and sustainable economic
madel in the US (see “Accomplishments” list ot end),
our focus here will be to examine the problems that
contributed to the demise.of what many believed, and
many of s hoped, would be an important player in
the broader struggles for social justice in the US and
internationally.

After reading about many of the limitations of NTCE
you may ask yourself why so many ¢f us put s0 much

~ energy into this experimént. The simple answer is
" that we feit NTCF was the best vehicle in this coun-

try for building a national organization that could be
genuinely representative of the disenfranchised sactor
in the US, the majority; truly responsive and account-

. able to grassroots communities; and one which couid
mobilize real power to effect {asting change in peo-
ples lives. :

" The organization we dreamed of and struggled for
was to be led by people of color and low income
pecple, by women, by the people who actually bear
the brunt of the destruction happening all across the
nation, ¥¥e wanted it was to bring together people in
the workplace and in the broader community in a
deliberate effert to break down the barriers and divi-
sions so often successfully created by corporate poi-
soners and governmental bureaucracies. We sought
to champion new models of crganizing that went
beyend traditional methedcologies that pit campaigns
and victories against building local power and long
term education. We were to forge new forms of.
grassroocts solidarity with our counterparts in other
nations.’ ‘

In our collective discussions both during the internal

struggles and in the months since the shutdown, we

" have agreed there were a number of primary reasons

why we were initially attracted to NTCF, seeing it as
having pessibilities that other national environmental
groups did not demonstrate:



' The oppeorance of having a grassroots base at the . by many other ‘social change’ groups. Yet we are in
leadership level; desperate need of organizations and movements that
= The oppcarance of having a strategy-of communsty can achieve what we could not. This ¢ritique is not as

based organizing and base building around the coun- © much about the past, as we hope it is about the
try as opposed to providing technical assistance and  future.

other services to the grassroots; and, ‘
- The organization’s response to the letters that went A positive result from our experience in NTCF is that

out to many groups in the environmental movement those of us engaged in what became a protracted

in May, 1990, charg- - : : : . struggle to transform

ing environmental ; SR PUCERANA the organization actu-

racism due to near ally transformed our- -
- total lack of people selves. Qur collective

of color in either understandings of the

\

leadership or issue focus. NTCF responded to limitations of NTCF at the strategic, organizing, and

these letters by immediately placing a number of structural levels, and our increasing awarenéss and

key leaders of color onto its board, as well as - clarity about the constellation of race, gender and

adopting a program and committing serious class issues within an organization {and society) will

resources to focus on organizing and building lead-  no doubt serve to strengthen the work of all of our

ership in communities of color. organizations, This trust built has led to more solid

: collaboration among us, both between local and

NTCF achieved and helped to ach(eve many real vic- . regional groups, and among our newly spun-off pro-
torles such as: ' jects.

‘s the creation of a cutting edge laboratory that put
science to work for and not against people; \

» the research and pﬁblication of invaluable reports S '
r_hat‘documenlted what many grassroots communi- umm ary
ties already knew, but didn't have the statistics to

~ prove;

» the nurturing and development of many leaders;

* networking among groups that made people realize
they were not alone in the often isolated Jocal
struggles they were fighting; '

» important collaborations with sister orgamzatlons in
every region of the US and around the world;

» the first environmental organizing training prograni
to focus on training people of color, the people
hardest hit by toxic poisoning (the Envnronmentai

From the get-go, NTCF got off on the wrong foot.
The organization for many years was led, quite deci-
sively, by an elite clique of white men, a ‘Club! Within
the culture of NTCEF jokes abound about the early
days when decisions were made on the basketball
court. In actuality, this was no joke — it was real.

The jury may still be out as to whether or not it is
possible to transform an all-white, all-male led organi-
zation into one which represents its grassroots base.
In any case, it is true that nization that claims

Justice Project, EJP); to be nari ively white or male, either

« the development of a project that exposed and tar- - ) .
geted the biggest polluters known te date: the mili- at the base or at th,e dec15|or’\ r(naklnlg level. Sporadic
tary and the military industrial complex (the attempts o deal WIth,NTCF.S qu are woven -
Military Toxics Project, MTP); throughout .the organization’s hlstory.‘However. it

was not until the emergence of the Environmental

* an ideology that unabashedly tafgeted corparations . ) .
and the lack of participacory demacracy in politics Justice Project (EJF_’)' 3 People of.Cok.)r aycus, and Rg’?if-
the subsequent alliances they built with like-minded

and economics as the root cause of our ills; . o . ]
o ) » . white people within the organization, that g persis:
* [ see "Accomplishments” section for more.]
tent and coherent challenge emerged.

The critique we offer here about NTCF — at times

: . bl
rather harshly — may well reflect the problems faced Some may be tempted from this experience to blame
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efforts 1o wersify NTCF as one of the central rea- « the few projects within the organization that were:
sons for uargénizacian's ultimate downfall. To be still managing to carry-out gocd work were negmmng
perfectly Lqr: it was the presence and depth of inst- | to suffer;-

. turional regm, and not efforts to counter it, wh!ch = if the arganization had been \efr. as a shell with the

were cent; o NTCFs demise. people of color and a number of
‘ whites leaving, NTCF would have had

no chance at actually achieving what
its stated mission was, and the orga-
" nization would then have bécome a
destructive force in the moifemem:
“u if NTCF remained, it would have
§ conunued to drain scarce funding
f  resources needed by groups who

In additicr 5 racism, what comapli-
cated and simaiely destroyed the
Organizatis was a combinadon of:

* COrmupui 3nd unethical behavior;
* SeXism &4 paternalism that went
far beyonc ngverient norms;

* a lack 0 vrategy for how o deal

Jwieh € yidictable roblems of
organiza U‘nw,aﬂd_ég\:mp—

piaces of the work that NTCF only
acempted to do — but recefved large

ment, / fnanua\ support for.

«a lack Ofn:ernal democraty which subverted the

building ¢*; nadenal beard of diverse people who Simply put, the organumuon had outlwed its purpose
actually rejresented organizations, (and therefor - " and it was time w close, - :

stood a chinee to put a program into place that CDU'-d
serve the «gyement's needs);

*'and, cerrylly, the failure on the part of the founder
- of the ofgmizadon to relinquish or Mﬂ&m
the newly smerging voices of the grassroots

hrono éogy |
+ National Campaign Agalnst Toxics Huards

{NCATH) licked-off in New Hampshire, sponsored
by Citizen Action and Clean Waiter Action.

In the final egrs of the organization, there were
valiant effi+{s 1o undo past wrangs and right the
Structure, athics, principles, strategies, and goals of
the organintion, These efforts were Insufficient o
salvage 3 vable, effective national organizauon.

| 985 :

Superdrwe for Superfund, NCAT’H.'. l'lat.lOI'lWldE
campaign tc pass amendments to the Super’f'und
launched.

By the Sp ing of 1993 the organization was engulfed
“inan inteiigl scruggle which made any forward posi-

tive motn wrtuany impossible. And while the -

reform effy,r¢ within the organization had made some

PrOgress uver a 2-year period, the power of a | 986
founder with immense personal wealth who sought » Citizen Action pulls staff off NCATH The esmbhsh

to thwart veform at every turn was Qverwhelr"l‘ng ment of the National Toxics Prevention Fund-C3,
' : (later to be renamed the National Toxics Campaign

In the enct marny of us realized that 6ur eriergies Were Fund). board consists of founder and two friends In

not best sy,ene maintaining 2 dysfunctional organiza- - Boson,

tion. Beyoud that, many of us felt that the organiza- _

tion had s,y many overlapping and deep crises thatit  ~ | 987 v S
could oniv 4o more harm than good: » Other movement actvists join C3-hoard.

* The tem .. 571 CY) and 5O1.C(4) re<ar 1o the federel 122 ot €7 an crganizotion ar assessed by the fnternat Revenue Service (IRS]. Gcn:rcll’y

‘P"—G’U“a < SOLC(E erpanizatons pric-cry purpaose s te ooy um r:-:rrmbre tetivides, {ingluding research and educadon), while o $01-C(4) aliows more

emphasis .. ~ lohbying, ond politkol tomogns. It is comme= ot £274{1) and C(4} hoards wark collaberatively 1o necomplith similar goals. In this decu-

" . . P
ment, "30 e i nrten ae i end 3104 ay €4,

were already |egitimately carrying-out

e e e A YW ———

t——th e -



1991

« Nartional Toxics Prevention Fund cuts staff and fund- , _ _
» First joint meeting of the C3 and C4 boards in

ing cross links to Clean Water Actlon becomes

independent. February; EJP project board approved by the board,
results in the first defection of a member of the

1988 ‘White Male Club’ (see “Organizational Integrity” sec-
+ Nadonal Toxics Campaign, a C4 organization, is tion); Women’s Caucus of the board formed.

established with board comprised of grassroots « Organizational restructuring process initiated in the

activists drawn from the Superfund fight, founder} Spring. i

becomes the Executive Director. » Financial problems cause organization to scale back,
* Decision to adopt canvasses as an organizing and lay off staffin July.

fundraising todl, first canvass opens in Oldahoma. « Restructuring process culminates at September joint

~ » Citizens Environmental Lab opens out of a ﬁshmg
tackle box in the office.

meeting of the boards. Founder moved from

~ Executive Director to Chair and ‘Chief Visionary’ of
the organization; Executive Director of the C3
becomes Executive Director of both organizations
(see “Organizational Validity” section). Boards have

1989

« New Executive Director of C-3 put into place,

founder maintains position as Executive Director of
the C4 and Chair of the C3. !

« Three members from the C4 ‘grassroots board’
placed on the C3-board.

« Military Toxics Project begins with the release of
report on rocket toxics.

1990

* Letter from the Southwest Network for
Environmental and Economic Justice (SNEE]) chal-
lenging NTCF to address issues concerning people
of color and to diversify the board and staff.

= First undoing racism session in organization’s history
carried out with the board (not the staff). A num-
ber of key decisions resulted:

* that the organization would work towards 50%
people of color representation on the board
and the suaff;

* that to have the staff reach 50% people of
color, regular affirmative action would not suf-
fice, but rather a policy was adopted that for
the foreseeable future, only people of color
would be hired;

* first time that the board formally discussed the
issue of people of color being dlsproporuon~
- ately effected by toxics;

* the creation of the Racial Justice Committee (a
bi-racial group);

*a commitment to the development of a mul-
tiracial organization.

* In the fall the concept for the Enwronmenta| Justice
Project (EJP) is launched; EJP project board formed
to oversee and manage the project; People of Color

‘first in-depth discussion about mission, vision, strat-
egy, principles, beliefs, and criteria for success of
the organization. Board adopts principle of 50%
women for its membership.

* December, C4-board votes to end contractual rela-
tionship with one of two canvass companies.

« Second fiscal.crisis in organization, many staff laid
off, pressure to use money raised for the EJP pro-
ject to pay white staff.

1992 -

* Canvasses close in January. :
« NTC C4-board decides to cease operations of the
-C4 organization. The C3-board ‘invites’ the former

C4-board members to join their board.

- New board meets in April: additional people of
color added; new officers elected; diversity and
oppression workshop held, first time sexism js sys-
tematically discussed; expansion of the Women's
Caucus to include staff. ' :

« First EJP training implemented [with Center for
Third World Qrganizing (CTWO), Southwest

- Organizing Project (SWOP), and Gulf Coast
Tenants Association (GFTA}], and the addition of
three new staff organizers of color,

* From $pring until September, the new board
approves annual budget, afflliation structure and
process, a job description for the Executive
Director, an organization building model, and per-
sonnel policies. _

* External attacks on people of color and other board
members begin due to their connection to NTCF



1993 .

» Board and staff women meet together for first time.
» During a major political attack ap Executive

- Dlrector, board gives him a vote of confidence, and

. decides to take up a series of allegations. against the.

Executive Director and other board members.

* People of Color Caucus votes to split from NTCF

" on the basis that it was no longer a wab!e vehicle.

« April 25, board votes in Albuquerque to cease oper-
" atlons, and spln off wabie progects

Our Reflections
Throughout this evaluation there will be exceptions
that can be pointed to for all of the statements made.
However, the focus here is on the norm: the rule, and
not on the exception. Again, this document repre-
sents the opinions of the peopie listed at the end of
the paper, a number of whom were with the organi-

zation in different capac1taes since its foundi ng inthe
mid- elghtles :

\_Ne wish to pay tribute to and offer sincere thanks to
all the thousands of people who helped contribute to

the victories and accomplishments of the organiza-
“tion. Many people devoted their hopes and dreams to

NTCE and many staff and leaders devoted large parts

of their life to the organization. Lot's of good result-
ed, and we need to hang onto that, along with the
fact that next time, we will all be more prepared to
.overcome the obstacies putin the way of our
progress.' ' ' : :

At times.'the_‘Ciub's'

',I Orgamzatmnal
Integrity and Structure

A) Decisio'n Making: The
Tyranny of Structurelessness;
Who Held the Power?

)_ In the life and times of the National Toxics Campaign

Fund, there were four groups who held var)fmg
degrees of power:

. The"White Male Club’

» The Boards

* The Staff :

« The People of Color Caucus

The ‘Whlte Male Club’ , :
The ‘White Male Club’ (the ‘Club’), wrth the founder
at its helm, held the decision making power at NTCF
until the fall of 1990 when the People of Color
Caucus was established. The ‘Club’s’ membership

- - consisted of the founder, {who up until 9/31 held the
- dual paositions of Executive Director of the C4-NTC
~ organization and President of the C3-NTCF board),

. . the Executive Director of the C3-NTCF organization,

the Organizing Director, the Research Director, and a

_number of different associates — all close friends —
'who held various positions. [t-aiso included the wife

of the founder (a mﬁjor'_funder of the organization).

associate members were being
paid as consultants on research, legislative, and publi-

* cation projects, othiers held key offices on the C3-
"NTCF board (the board with control over the dispos-

able income). Some core members of this clique first
met-as students in a private New England university.

~"They came together structurally at staff and board -
gatherings and informally on the basketball courr, in

the pubs of Boston, and at various summer vacation .
homes. Part of the excessive power of the.'Club’ can
be attributed to the geographlca\ closeness of its -
ranking membership.

While 'white male clubs’ are far from a unique struc-
ture in either society as a whole or in social move-
ments, this 'Club’ held exclusive power within NTCF



while it was busy raising and spending funds in the
name of 'building grassroats democracy’ The organi-
zation, they articulated, was 'the only organizaticn in
the environmental movement where grassroos peo-
ple — the real people — cailed the shots’

The ‘Club’s’ leadership determined virtually all dec:-
sions: who to hire; what to pay; whar issues to wark
on; the organization’s wision; the linances; the organiz-
ing: the fundraising; the canvasses; the campaigns;
which community leaders to invite onto the hoards;
when and where the boards would meet: whar the
boards wou!d talk about, etc.

To understand the scope of that power better, from
1984 until 1991, thare was no organizational struc-
ture, Mo organizational chart. No staft personnel
policies. No hiring policies, No budgets. No salary
guidelines, No clear organizing model. Though two
boards existed on paper. they exercised little signifi-
.cant power, This absence of organizational structure
and policy allowed a few people to make decisions
with no commonly developed principles, gurdefines ar
riles, and na en_hmﬁon mechanisms or rds 1o
assure crganizational coherence,
consistency or eguity.

The power over decision mak-
ing was the most clear from
I1984-1921. From early 1991 on,
the struggle over who con-
trolled decision making was the
real sub-text behind almost
every other internal fight rhat
emerged, This is not to say that
other seriaus issues were not
being struggled over — such as
race, class, gender, vision, crga-
nizing methodology, and program, Rather, at some
point every significant battle had an element of the
founder and his 'Club' struggling to maintain the near-
unanimous power over every aspect of the arganiza-
tion they had enjoyed up unul earfy | 991,

S_Q'_ucture

While it is comman practice that a group of pecple
working ta accomplish a specific goal found two orga
nizations o ichieve their desired end, (one a C3 and

T undersumd the scupa , of that
power better, from 1984 unﬂl :
1991, there Wwas no. nrgam:a-

" tipnal striicture, No organiza-
 tional chart. No stalf persannel

pnhcles, No hlring policies; No.
4 hudgets. ) [ salary. guldelmes

" No clear organizing rnndel

T Thuugh twp boards: existed on’
¥ paper,-tha;r exerclsﬁd httla Sig--

: mf‘r.a_lt puwen._ o R N

-
- e
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one 3 C4), at NTCFa dual! board structure Was used
to manipulate decision making power. Many membeys
of the C4-board felt that they were denied importane
informanon pertaining to the organizauons finances
and programmatic direction, blocking the C4-board
from exercising responsible and informed decision
making power.

From 1984 until | 986, many of the individuals who
went on 10 become the ‘"White Male Ciub’ were col-
laborating closely as part of the Superfund coalitian,
making decisions together, and setting the stage far
the structural fermadon of the Nationa! Toxics
Campaign Funa (see “Chronology"). From 1986 until
1988, with the incorporaton of the CJ1 organiration,
there was a board which consisted of the 'Club! In
1988, NTCF decided to launch the Nangnal Toxics
Campaign (NTC).a C4 arm, and to create a board of
£rassroots community toxics activists. 5o began the
tale of two boards.

The €31 NTCF board had control over large amounts
of disposable income since it governed the tax-
deductible acm &f the national campaign (which is
where all foundation grants
were deposited and spent). The
funds that the C4-hoard legally
managed came from the canvass-
es which were only breaking
even or losing money, The C4-
board was referred to as the
‘grassroots victims' board by the
swlf ieadership, and particularly
by the founder. This 'victm' lan-
guage rather than the 'impacted
pecple’ or the 'grassroots’ or
the 'community people’ was
reflective of an organirational
paternalism which anly began to abate when pecple
who represented viable local organizavons, primarily
people of color, began joining the board In numbers in
the early "90's.

The C4 NTC 'grassroots board’ was ra/d they had
power hecause the C3 decision makers 'believed
shilosophically that the organizatdon should rake its
direction from the grassroots’ and would accept-rec-
emmendations made by the C4-board. Ulumately,
however, the grassroots board did not command the



“resourtces, and when push carne to shove, their wish-
es could and were easily overruled.

As grassroots leaders realized the fimits of their
power, they demanded more information, more seats
on the C3-board, and grearer general accountability.
While they got some response (for example, three
members of the C4-board were added to the C3-
board), the system continued to operate largely as
usual Total rebellion was staved off by the founders

tﬁrougﬁ forming very close personal relauonships
with them and through pmwmer

perks (see fletter ‘E: Unethical Behavior’).

Until the two boards consolidated in April of 1992,
the C3-board remained primarily white and male and
was made up of ‘Club’ members or supporters of the
Club leadership.

In 1990, responding to external pressure from the
grassroots environmental justice movement, three
new people of color who represented organizations
. were added to the C4-NTC board. This new energy
lead to the'creation of the People of Color Caucus
and the formation of the Environmental Justice
Project (EJP). The first challenge to the authority of
the ‘Club’ was the decision by the Caucus to create a
quasi-independent E|P project board to control the
- funds raised for the Environmental Justice Project;
hire the EJF Director; and select the sites for the
organizers of color who were to be hired under the
program.: '

The E|P proposal created a predictzble backiash by
the *Club’. At a 2/91 joint board meeting called in
response to the ‘crisis’ of the new EJP project board,
(the first joint board meeting ever), the Caucus pre-
vailed, with one result being the first schism in the
.*Club’s’ membership. The Executive Director of the
C3-NTCF organization, one of two key figures in the
original ‘Club, decided to support. the Caucus.

By the Spring of 1991, with a growing debate about
decision-making, direction, structure, and a looming
financial crisis, the Executive Director of the C3-
NTCF initiated an organizational restructuring and
long term planning process facilitated by outside con-
sultants. The next decisive turning point in the power
struggle came at the September joint meeting of the

NTC ReFLECTICONS -

boards to review and act on recommendations of the
organizational restructuring process. The results of
this meeting were:

« For the first time the board debated and ad0pted Y
strategy which addressed a statement of mission,
beliefs and principles.

« The founder; who had maintained the dual position
up until then of Executive Director of the C4-NTC
organization and President of the C3-NTCF was.
moved to a role of national organizer, spokesper- -
son, C3-board Chair and ‘Chief Visionary!

» The Executive Director of the C3-NTCF was made
Executive Director of both organizations,

» Though not voted on, the question of which board -
actually controlled the power of the organization
through controlling the disposabie income was
- raised for the first time.

* C4-NTC board reviewed a budget for the first time.

During the four month restructuring process, board

. and staff members became aware of unethical behav-

ior and gross mismanagement within the organization.

-The September-{991 meeting, and the process lead-

ing up to it, was extremely divisive and traumatic.
Even though the results constituted progress for
NTCE this was a period of real crisis in which the
board strove to keep the organization together by
agreeing to a structure which still had major limita-
tions:

Th'is_was'the first in a series of critical moments when
loyalty and liberalism led to compromises which con-
tinued rather than solved the deep internal crisis. For
example, establishing the founder as ‘Chief Visionary'
made a white male the prime public representative

“and thinker of an organization which was working to

diversify. Other problems such as the founder’s use of
personal money were identified but not dealt with by
the board. '

One of many items brought to light in the restructur-

ing process was the fact that the canvasses were an
encrmous financial drain and were actually costing
the organization money. The canvasses were main-
tained because ideologically the founder was commit-
ted to canvass operations, believing that they were an
organizing tool to build power and avoid an over-
dependence on foundations (see. ‘Canvasses Not
Anchors’ for more).

PeGe 7



The founder often spoke of NTC being "an organiza-
tion for the grassroots, paid for by the grassroots,
free from the contamination or reliance on big fun-
ders. The reality, however, was that the founder’s
wife, (for years referred to as an "anonymous donor,)
was pumping at least $100,000 into the budget of the
C4-NTC annually to give the appearance of a solvent
organization. Thus, the struggle to obtain financial
information about the C4-NTC organization and the
debate over the decision to end the contract with
one of the two canvass companies were important
‘moments for the board (12/91). Uldmately, it was a
prefude to the next big power struggle.

By the Spring of 1992, the boards had voted to con-
solidate, with the C4-NTC arm of the organization
{(previously the legal and financial home for the can-
vasses) being shut down and the members of its
board joining the C3-NTCF board. Fights over man-
agement, race, integrity and corruption engulfed the
newly unified board as for the first time people with
different ideas about the mission of the organization
were now seated together.

From September 1991 up through the decision to
close the organization, the boards, first the C3-NTCF
board, then the C4-NTC, then the consolidated

" board, actually did exercise power.

The Staff

The lack of personnel policies until August of 1992,
less than one year from when the organization
closed, is a clear indication that the staff didn't have
much power. However, from the perspective of many
members of the C4-NTC 'grassroots’ board, the staff
of the organization held undue power. In fact, the staff
had power only while acting in concert with or as
adjuncts to the "White Male Club.' An example illus-
trates the dynamic:

During a national stafl meeting in September of {990,
there was an important discussion taking place about
NTCF's strategy on a particular issue, being led by
the Organizing Director ('Club’ member). At one
point, not too far into the discussion, the Organizing
Director decided to break for lunch. As the meeting
was adjourning, he announced that he, the founder,
the Research Director, and a visiting ‘Club’ member
would ‘meet over lunch and figure the strategy out’

So while staff were, in fact, privy to decision maki'}mg'
in ways that the C4-NTC ‘grassroots’ board was not,
the staff rank and file had at best a2 minor role in the
outcomes of many decusuons

The People of Color Caucus

The Caucus emerged as a real power Just shortly
after forming (fall/ '90). Predating the People of Color
Caucus (a muluracial body) was a Racial Justice
Committee of the C4-board. This Racial justice
Committee had formed just a few months earlier in
the summer of ‘90 during thefirst session on race
issues. The committee was made up of white and
African American board members, after some of the
whites on the board objected strongly to the idea
that the people of ¢olor on the board needed their
own committee, With the addition of still more peo-
ple of color onto the board, and, some struggle, the
Racial Justice Committee was disbanded in favor of
the all-Peoplie of Color Caucus.

The strugg e to deconstruct the Racial Justice
Committee and establish an independent space for
people of color in a white organization was one rea-
son that the Caucus emerged into a ccohesive and
highly effective leadership team within the organiza-
tion. Some additional elements which made this pos-
sible were: :

* From the start, the Caucus had resources at jts dis-
posal which took.the form of a Chair, a budget, and .
a very competent staff person, the E|P Project
Director. These combined resources made a
tremendous contribuuon to the development of the
Caucus. .

* Many of the members of the Caucus came from
viable organizations working at the local or regional
level that held them accountable to actions taken
when they carried out NTCF-related work,

* Members of the Caucus, through commonality of
struggle within the organization around race and
other questions, were able to establish trust -
amongst one another. ,

* Most of the people of color came to the organiza-
tion so late in its history that they were outside the
‘buddy’ network of the organization, besides being
outside the white culture of it, and therefor could
identify problems that other people’s loyaities to
the ‘Ciub’ had prevented them from seeing.

* Most members of the Caucus were seasoned



activists with years of experience in’ organizations
that gavé them a reference point to quickly under:
~stand many of NTCF's organizational limitations,.
beyond the obvious racism. This facilitated the
Caucus’ ability to be decisive and strategic.

B) Related Power Issues

Conflicts on the Board ,

Other themes were at play on the boards of direc-
tors. Many of chem raise issues important to move-
ment work, the outcomes of which were never
resolved. Some of the more.consistent ones were:

= Gender. Like racism, sexism existed at all levels of
NTCF. Three central problems were evident: 1) some
male members of the board were sexist; 2) other
male members of the board failed to take up the ban-
ner, of undoing sexism; and, more subtly; 3) while the
board’s gender disparity in number may not have been
enormous, the male and female members had very
d‘iﬁ'e'rerit sources of and experiences with power,

Typically the women were volunteer activists at the .
community-leve| — people without years of paid
activism which would have put them at a different
place with respect to the skills and confidence needed
to exert more leadership in, and challenges to, the
organization. For example, few of these women had
much opportunity to meet with funders, write grant
proposals, work with boards, strategize for a regional
or national organization, make hiring decisions, or
track budgets. Typically, the men on the board were
full-time paid activists whose skills in many areas,
though surely not all, were often more developed.
These differences were not due to a ‘natural ability of
men, but rather the often deliberate leadership devel-
opment that comes with working as a full-time staff
person in a movement organization. -

» Class. Class conflict was central to the struggle
within NTCEF, although it was almost never discussed
and there was an absence of deliberate class analysis
as it played out in the organizarion. At the heart of
the internal class issues within NTCF were the
"White Male Club’ and the two boards, one middle to
upper class, mostly white and mostly male which held
the power, and the other low incame, working class,
multiracial (post ‘“90), which was for many years pri-

marily an advisory body.

Class issues were reflected in a C4-NTC board dis-
cussion about whether paid ‘professional’ activists
should be considered grassroots. Many members of
the board who were community volunteers contend-
ed that paid activists should not be considered grass-
roots and therefore not eligible for the C4.NTC
board. While this is a Iégitima_te question, it is inter-

_esting to note that a more serious class question

about the difference in the type of people on the C3
and C4 boards, and the boards relative powers in the
organization, did not emerge as a significant debate.
Party, this was a result of loyalty and friendship to
members of the 'Club’ who were on the C3-board.

Pardy the traditiona! pattern held true which is that
many of the low income white C4-board members
made alliances with wealthy people on the C3 'power’

-board and had antagonistic relationships with people

of similar class, but often different race, on the grass-

‘roots C4-board._

' Unfor.tunately. class was used by the founder t whip

up loyalty among his allies on the grassroots board
both by contrasting his own low income upbringing
to that of the then sole Executive Director, and by
claiming to be working class. The irony was that the
founder and his wife were the wealthiest people in
the organization.

* Race. Since racism permeated the organization,
board interactions did not escape it. There were

. three main ways it played out: 1) the lack of people of

color on the boards for most of NTCFs history; 2)
overtly racist board members, and; 3) much of the
time, the white members of the board who were
sympathetic to diversity did not rise to combat either
the racism displayed by fellow board members or
institutional racism in the organization, nor did they
rise to leadership in tough power struggles generally.

The result was that the people of color were doing
double duty (triple for the women) by fighting the
race battle, and everyone else’s battles. This dimin-
ished the ability of the slowly developing white — peo-
ple of color alliance to pursue unified strategy on key
questons as trust issues becween the people of color
and the white members were strained until just near
the end of NTCF



Class was also a factor in the resistance by some qf
the low income white board members to accept the
notion of environmental racism or the idea that race
disproportionately impacted people of color when it
came tb toxics (many of them also lived in communi-
ties heavily contaminated by toxics). This created fer-
tile ground for division where there should have been
commonality. '

» Organizational Representation. Due to the lack
of clarity about the organizing model, and aggravated
by many of the elements of the organizing culture of
NTCF, the board was not explicitly accountable to or
representative of anyone. While some members did
come from viable functioning local organizations,
NTCF's structure did not require that members came
with any accountability or responsibility to the com-
munities in which they fived. This was a major limita-
tion of the organization and its ability to say it actually
represented community people, though the rhetoric
to the contrary was quite extensive.

In fairness, how to really achieve accountability is a
very difficult question to answer. In order to be effec-
tive, this kind of mutual accountability among inde-
pendent organizations working in coalition requires
high levels of trust, responsiveness, and internal -
democracy on the part of each organization.

- A related problem was the lack of intermediary levels
within the organization. In some national groups,
regional and sub regional bodies exist where emerg-
ing activists develop skills and relationships, so that
when it comes time to fill the seat on the national
board, new members have the experience, trust and
power to truly exercise the authority they have on
paper. in contrast, NTCF elevated many activists to
the ‘grassroots board’ who had local, but little state
or regional experience.

Board Size: Efficiency and Democracy
in Crisis

A major factor in the board’s inability to function
effectively or exert power was the size, both between
{988-1992 with two boards, and after the consolida-
tion. The C4-NTC board had 19 members, and the
C3-NTCF board had 13. The unification of the
board's membership gave rise to a 32 member nation-
al board. Size effected the board negatively in a num-
ber of ways:

+ lLack of in-person meetings. Due to the volu;ne
of financial and logistical resources required for a
national board of such size, insufficient time was
spent in face-to-face meetings. It became clear, espe-
cially as the boards began to exert more authority
and the organizational crisis accelerated, chat the out-
come on key matters depended a great deal on the
board’s ability to meet, caucus, socialize and develop
the trust needed to take control of the organization,

. Thirty-SOmething-'P'erson National
Telephone-Caonference Calls for Three Hours
at Least Each Month. Enough said.

» Resources Wasted. The amount of money spent
merely convening a board of such size was staggering,
Rather, less or equal amounts of money could have
been much more effectively used to carry-out desper-
ately needed leadership development with a smailer
board and decentralized regional bodies.

Founder’s Syndrome, Money, and Power
The organization suffered from an acute case of
‘Founder’s Syndroma.’ In NTCF's case, the founder
was an inspiring speaker with tremendous energy and
generosity of his personal wealth, Many realized that

‘staff and financial management were not his particular

strengths. Attempts to move him to a position of
‘Chair and Chief Visionary, with a major role as
spokesperson and ‘stump speaker’ failed. The process
of trying to shift his role, respectfuily, within the orga-
nization to one that better suited his abilities became
a key basis for the underlying power struggles that led
to the decision to close the organization.

Compounding the traditional power wielded by
founders was the personal weaith at the disposal of
NTCFs founder. While often times founders have
some access to 'angel’ funders, rarely is the ange! the
founder, as was the case-here.

C) Staff Issues

The combined staff of NTCF and NTC ranged from

51/2 positions in 986 to somewhere between 25 and
30 people in the last three years, not including the

canvass staff. The Citizens Laboratory staff, as well as
maost of the financial, fundraising, research and admin-



Istrative staff were located in the Boston headquar-
ters. Over the years, organizers were located in:
Boston: Sacramento; San Francisco; Los Angeles;

Denver; Livingston, AL; Seattle; Baton Rouge; Raleigh, .

NC; Oldahoma City: and Litchfield, ME, The initial
staff for Texans United, a statewide ally which NTCF
helped initiate, were financially supported by NTCF.
Additionalty, NTCF provided organizing, technical and
financial assistance to and served as the fiscal sponsor

for West County Toxics Coalition in Richmond, CA. .

And, briefly, NTC had a part time legislative person in
Washington DC.

Accountability, Authority, and
Responsibility _ . :

Due to the lack of an organizational structure at
NTCF {(up until the time of the restructuring), there
was little sense of, or clarity about, accountability,
“authority and responsibility with or among ‘staff,
board or management. An organizational chart was
finally approved in 1992, eight years intc NTCF's nine
years of existence. This lack of structure was unques=
tionably a detérminant in the overall inefficiency, °
power imbalances, and ineffectiveness of the organiza-
tion. This fed the mistrust and misunderstandmgs
between staff and board,

Hiring, lob Descriptions, Training and
Development, and Evaluation =

The staff and management of NTCF received virtually
no training. While this stood as a problem on its own,
it was exacerbated by the haphazard way many of the
-staff were hired {there was no hiring policy...until the
mandate to hire people of color, and even there, no
plan for how to implement that policy).

Often staff were hired because they were a friend of a
friend of those in power in the organization, and not
because of a specific skill they possessed or need they
would fill. This was.particularly true with the ‘organiz-
ing staff, some of whom had no prior experience with
community-based organizing. Making matters worse,
there was no process for systematic evaluations at
any level.

There were exceptions to the above. The Citizens
Lab had a well developed training program for its
staff: The Environmental Justice Froject (EJP) made
staff training and structure a top priority.

Communmat:on :
Communication, or rather the fack of it, was a sugml"-
cant issue within the organization overall, and certain-
ly among the staff. This fed to probiems with coordi-

nation, isolation {especiatly among the field staff, both
* among them and between them and the national

office), and poor staff morale. There were attempts at
internal newsletters, organizers meetings, and other
forums, but none ever ameliorated the stru(:turai
problem.

BoardlStaff Relationship
The board and staff, for many reasons afready out-
lined in other sections, never developed a heaithy

" relationship, certainly not a partnership. In part, this

was true because the board and staff did not have suf-
ficient opportunity to communicate or meet and
form relationships. The staff more clearly saw and
understood that their marching orders came from the
‘Club’ without the involvement of the board, Some
members of the board had disrespectful attitudes
towards staff which implied or explicitly sent a mes-
sage to the staff that they were not to be thought of
as equal partners in the organization:

" Additionally, in thé final years, what contact the board

did have with the staff was generally rélated to staff
grievances which mounted as a resuit of an on-going
management crisis. This crisis was compounded by
the founder's escafating internal campaign to under-
mine the credibility of the management after the
restructuring process. 7his type of board - staff con-
tact complicated the already strained relations
between the two. :

Favoritism

"Certain staff were favored over others in terms of

salaries, resources, and access to management, The
lack of a salary structure, personnel policies, and
standard procedures made it possible for manage-
ment to treat each employee with a ‘let’s make a deal’
approach, which not surprisingly resulted in many '
inequities. The institution of a number of staff-related
policies towards the end of the organization’s history
helped'address some of the prgblems.

Staff Rights or Processes -
The lack of paolicies in the organization became a
major obstacle in the last two years when a number

~ [




- of personnel complaints surfaced. With no estab-
lished grievance procedure, steadily declining relation- near-total reliance on foundations dominated - -
ships between various staff and board, and the inclina-  throughout the life of the organization, (exceptions
tion of some individuals towards conspiratorial and were the lab, which increasingly generated contracts
confrontational means to address the issues at hand, to support its work, and the idea that a canvass

would generate large income, addressed below).
Financially, NTCF was only able to survive as long as

Some sraff went directly to the board, filed grievances it did due to the presence of an Executive Director

internal conflagration ruled.

with outside agencies, or sought media attention, at who had tremendous skill in the fundraising depart-

- times with little or no attempt to pursue any kind of ~ ment; racism in the funding world which allowed
internal staff airing. This added to tensions between NTCF to receive substantial grants, both explicidy for
the board and the Executive Director, and between environmental justice monies and for general support

* management and the rest of the staff, and made any while people bl color groups were not afforded the
kind of resolution of personnel issues nearly impossi-  same (more under section on “Race™); and, for many
ble. _ _ years, (except for the final one),

large personal contributions made
to the organization by its founder .
and family.

Although it was true that staff had
legitimate concerns, it was equally
true that the founder used these
charges to attack the then
kExecutive Director and the people
* organizing for change in NTCF

Neither individual contributors
nor major donors nor other
sources of funds were ever given
the attention or resources neces-

at NTCF are quite typical of many organlzauons The

The irony was that the founder
had been the Executive Director
for all the years that no policies,
including personnel or salary,
existed. It was later efforts, only

after the founder’s departure from

|- sary to make them successful. In

1991, NTCF began to Uy to seek
regionally-based funding, but it was
added as one more of the many
expectations put on an already
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over-burdened field staff. The staff
training was not adequate. The
board never took adequate responsibility for fundrais-
ing, nor did they engage in a planning process that
examined it,

the Executive Director position,
that the move for policies and
procedures and structure began to take hold.

Management
" From the outset until its demise — NTCF was never
managed effectively. Every aspect already discussed Financial Management
here about the concentration of power contributed Again, typical of the growth of many groups, NTCF’s
to poor management — and poor mandgement con-  development far outpaced its financial management.
tributed to everything wrong in the overall structure.  Real financial management began, like many areas
- The result was a gradual downward spiral as the staff  relating to structre, near the end of the organiza-
size and geography expanded. By the time these tion's history. Until 1990, when 2 full time financial
issues came to the attention of the board, the man- manager was hired, ail of the organizations' finances
agement deficiencies were being used a weapon in the were handled by an outside consultant The reporting
conftict between the two principle managers, making ~ mechanism on the canvasses, which NTC left to the
it virtually impossible to sort out what was going op canvass companies themselves, was particularly poor-
or devise a mechanism to rectify the crisis. Jy handled. These reports came only periodically.

' The board rarely played a role in the oversight of the
D) Fundmg and Flnances finances, and, when oversight attempts were made

beginning with the restructuring process, the boards'

Fu g . : .
ndin ] . available time was consumed by internal conflict
The limitations that surrounded the fundlng strategy




'Mlsmanagement of the f‘nances characterized much
ofthe history.

E) Unethical Behavior, Deceit '_
-and the ‘Process of Discovery’

Corruptlon deceit, lying, and unethlcai behavior were

a major. cause of NTCF's'demise. On the senior man-
agement level, such behavior tock the form of moving
funds designated for one project into another pro-
jects lines as a “oan, {though with no guarantee that
the funds would be paid back); keeping this informa-
tion from the project staff, even when asked about it;
not volunteering critical information to the board
about staff-management conflicts if they. were not in
* management's favor; and more.

. . : . It

On the part of the founder, there was an insidious
misuse of personal funds in and around the organiza-
. tion. While money and perks are often associated
with board and staff positions in corporations and the
movement, at NTCF these were used repeatedly
over many years in ways that built personal loyalty
and influenced decision making.

There were personal donations made to board mem-
bers’ organizations. At times these checks were writ-_
“ten out by the founder to individuals on the board and
"not to their local group. This |eft the recipients
unciear about what the donations were for, and gave
the impression that the support presumed faithfulness
- down the road. There were subsidies to families of
the board and staff. There were offers to use the
founder's vacation houses for people who rarely in
their life weré afforded such an opportunity. There
were backstage passes to big national concerts, Even
assuming that generosity was a factor in these deal-
ings, the impact was powerful, particularly for low
income people to whomi these gifts were substantal.
How do you cast a vote against someone who just
paid your personal phone bill or paid your salary
" when the funds were low!

More subtle but nonetheless influential was the fre-
quent use of the founder’s vacation homes and
Boston home for meetings and social gatherings. In an
organization with limited funds, this kind of generosi-
ty was appreciated. However, it contributed to the
already strong sense that the founder was the organi-

zational father or patron to which the board and staff
members should be grateful. People were bound to
be uncomfortable challenging the founder’s role while

© they ate his food drank hjs beer and slept in his

house.

In addition to gifts to individuals, the founder's family
made. very large contributions to the organization (as
much as §100,000-$200,000 annually). These ¢ontri-
butions tame anonymously, often to balance deficits
and sup[:ort the founder's pet projects.

The founder also exercised more control over his

. personal monies than is traditional for an individual

donor. Sometimes he would hold back promised
monies pending his approval of specific payees. Also,
rather than channel money thréugh the organization,
he¢ occasionally wrote checks directly to payees for
organizational expenses. On'a'broader scale, just as

“his support was given to put off impending crises at

times {the canvasses), after the restructuring process
occurred, he withdrew promised donations in a way
that aéce[erated financial crisis. For example, after the
board voted him to become the organization’s Chair
and not chief staff manager, he decided not to make a
previously committed gift, which caused a substantial
shortfall that year. :

F) L@ssb‘ns Learned

National membershlp' organizations must have a
model-and strategy to achieve legitimate accountabili-
ty. While this is not'easy to achieve, there are basic
structures of national, regional, and local representa-
tion thdt groups must work to accomplish,

Related to this, every organization needs to look at
how they can accommodate the day-to-day demands
and constraints of community-based leaders who may
serve on a national board yet who have little access
to resources or say so over their life schedules. The
ability of the boards to function was facilitated by the
creation of a part time "board development’ staff per-

- » " -
~ son and the provision of basic resources to board

members such as phone cards and fax machines.

Need for a Clear Structure
An organization's structures should be clear to every-




one at the board, management, and staff levels. The
structure needs to articulate the decision making
mechanisms within the organization, and be democra-
tically arrived at. Communication lines and tools are
essential, particularly within a national organization
with field offices, and a large staff and board. A sound
accounting system, board and staff job descriptions
and personnel policies are among a number of bot-
tom-line items that groups need. The structure
should be flexible, able to accommodate a growing
and changing organization, and should be regularly re-
evaluated as part of an annual planning process.

Personal Relationships Cannot Be the
Primary Building Blocks in

Organizations

We need to draw our strength and unity in orgamza-
tions from shared principles,
mission, and direction, not
from personal relationships.
The more that an organization
operates on personal rela-
tions, the less people in it are
able to act clearly on behalf of
the organization’s broader
purpose. If the initial group is,
as is often the case in our
society, white men, building on
personal relationships will
almost certainly lead to more
organizations dominated by white men.

People in leadership roles need to be especially care-
ful about their personal relationships with others in
the organization, and about abusing these relation-
ships through favoritism or pleas for loyalty on poli-
cies and votes. Even the perception of personal
alliances among people in power can alienate and shut
down staff and board members who want to raise
concerns or challenge the.system.

Primacy of Leadership Development
Institutional resources should be budgeted for leader-
ship development and on-going training for the board
and staff, Resources dedicated to undoing racism, sex-
ism, and other oppressions is a particularly key picce
to the overall development needs of any organization.

We need-to draw our~strength and
umty in. orgamzat:ons from shared 2
prmclples, mlssmn, “and. du'ectlon,
not from personal relatmnshups. Th :
more ' that'an ‘organization operates’ ',

“on’ personal relatlons, the Jess people
'm it are: able to act clearly on behalf ”ﬁ :

Race, Gender, and Class ,
Early in the life of an organization and regularly there-
afcer discussions should occur that locate people’s
privilege with respect to the broader society in which
our work takes place. Social movements do not
escape the overlapping crises of racism, sexism, and
classism. We must be deliberate in our efforts to
counter them in our organizations.

And surely, the time for rule by ‘white male clubs’ in
movements for social change in this country is over.

Founder’s Syndrome

The experience at NTCF, where the founders’ failure
to share power or allow the organization to evolve
and change, had an extraordinarily debilitating impact
and points to a need for broader, movement-wide
discussions about this phe-
nomenon.

Because ‘Founders

Syndrome’ is such a com-

mon experience in social . -
change movements, we sug- 5
gest 2 model be developed .
for the movement to tackle
it systematically. Some' ele-
ments are obviously
addressed above, such as
having a clear structure in
which decmon makmg is democratic and defined. But
there is something here which is deeper.

If we acknowledge that founders are often visionary,
risk taking, energetic people, which can be accompa-
nied by a big ego, than how do organizations practi-
cally speaking say ‘thank you, it’s time to move over!’
At the same time, the founders themselves need to
assess their own roles and act for the benefit of the
organization, not for their own personal needs.

A few guestions that need to be examined are:

- How do we carefully evaluate #he strengths and
skills of the founder? Is the founder in the right
structural position in the organization?

* How well does the founder share vision-maling in
an organization?

- Since most have access to funds, either their own or



more commonly, private ‘angel’ funders, are the
dollars that are flowing in transparent? Are they
being used to facilitate the agenda of the founder
and not necessarily the overall orgamzanon’

* What are the limits to gen-
erosity! Because a founder
may have access to vaca-
tion homes and large . -
meeting spaces, is dispro-
portionate pdwer turned
over when the organiza-
tion's physical sense of
space is dominated by the
founder's!

+ Are there mechanisms in place to share decision
making and build internal democracy!?

eek to create."

/

Funding and Finances
" Much of what was learned in the NTCF experience
~about fundraising and finances is well known, but
~commonly ignored by organizations. Here is a brief
list of some of the more important lessons:
* Both board and staff need consistent, accur'ate
understandable and regular financial reporting to
-effectively manage the organization.
-» Once an organization reaches a certain size, an in-
house financial recordkeeping system is preferable to
relying solely on outside consulting.
* Board members need to receive training which will
allow them to interpret financial m{ormatlon put out
by the staff. '
* Diversifying an organvzatlons funding base is critical,
and long term strategic planning is the avenue to
"develop fundraising plans:
« Large national groups (and many regional groups)
with far more access to foundation and other funders

must develop principles early on to address how they

will avoid stepping on the toes of other groups
deserving of the monies, whether this be smaller

- more local groups and/or people of color organiza-
tions;

Where personal wealth and founder's authority over-
lap, discipline and structures that force transparency
of donations and allocations is mandatory. Otherwise,
as in the case here, generosity steps over a very dan-
gerous line into manipulation.

MTEC Reptre s

'-to more delsberate efforts to insure -
that we embody the changes that we'

Ethics for our Work

Perhaps too often movements and organizations set

. aside structured discussions of and systems for how

to arrive at real ethics and
principles for how we oper-
ate. The notion that ‘we are
all good people fighting to
change unjust structures’ may
serve as a stumbling block to
more deliberate efforts to .
insure that we embody the
changes that we seek to cre-
ate.

In the NTCF experience, egotism, manipulation, sex-
ism, racism, classism and deception became almost

. commonplace in the organization. Here again, many

of the lessons already noted would greatly increase
the movement's ability to overcome or avoid this type
of behavior. We need more explicit organization-wide
discussions about what kind of behavior is and isn't
acceptable. Written principles attempting to define
acceptability in areas such as sexual politics, perks,
and information’ distribution should be carefully con-

~ sidered and discussed in social change organizations.

I I Organlzmg

A) What was the Model?

NTCF had many different approaches to organizing in
its almost ten year history. At times these multiple-
efforts were in conflict with each other, and were

often changing. At no time in the history of the orga-
nization was there ever a coherent model,

The organization was attempting to build on and give
strength to the growirig grassroots struggles against

. the poisoning. NTCF hoped to make explicita politi-

cal analysis arguing that underlying these local fights
were corporations that had too much power and vir-
tually no democratic oversight One obstacle to
developing and disseminating this analysis was (he
organizatinn's struggle to define its own organizing
strategy. Another harrier was the disrespect that the
organization clisplayed to local groups on too many
occasions.

Prey )8



NITCF struggled with the compiexities of building a-
national organization and carrying out national cam-
paigns while supporting local and state efforts being

fought by local organizadons. Additionally, there was a

multi-year struggle over how ta get internal organiz-
ing resources focused an targeting the points of poi-
soncus production {the beginning of the toxic
precess, ie. chemical plants, paper mills, electronic
factories, etc,) rather simply working on end-of-the-
pipe fights (once toxics have become waste, ie, Incin-
erators and dumps).

Examples of the approaches that NTCF utilized in
attempting to deal with some of these questions
include:

= Six Week Organizing Drive. This model was
developed In the early years at Massachusetts Fair
Share, It focused on an intensive deor knocking blitz
_designed to organize a short term campalgn mabiliz-
ing around a specific dump site, clean up, etc. This
model involved having an organizer identify a few
leaders who were personally affected by toxic expo-
sure. The leaders were then promotad o the media
1o maximize public exposure for the issue. Then
efforts began to build a local group. This mode] was
derived from the “Alinsky Modal' of community orga-
nizing, which promotes organizing peaple around
issues of immediate lacal concern as a first step 1o
bailding emypowerment.

* Superdrive for Superfund Campalign. This wis
the firse natonal effert In the anti-texics movement
that wolved focal organizations in a high profile,
media-savvy grassroots campaign. The campaign pro-
moted the passage of the Superfund amendments.
was carried out by NTCF's predecessor, the National
Campaign Against Toxics Hazards (NCATH). Trucks
driven by the nadonal organizers started from the
four corners of the counury and travelled 1o toxic
sites in varicus communities picking up samples of
toxic waste, holding press canferznces, and then
arriving in Washington, OC for Congressional fobby-
ing and media events. The campaign had a major
impace on Superfund reauthorizadon,

* Daar ta Boor Canvasses. Canvass offices were
established in several communities where the organi-
zation contracted with professional canvass compa-
nies to hire, train, and send door-to-door fundraisers

out into the communrities to recruit members, ralsa
money, and encourage letter writing and other pofitl-
cal involvement. It’s impormnt to note here that while
many primarily view canvasses as a fundraising tonl,
NTCF promaoted the nation that they were part of
the organizing strategy.

= Regional Offices. Regional offices were opened in
various parts of the country as regional ‘organizing
hubs' sometimes far political/scrategic reasons, some-
times in order to justify a canvass presence.
Organizers had multi-staté assignments with the long

- term goal of building regional netwarks of NTCF-affil-

jated groups.

* Three Rights Model. [Right to Know, Right to
Inspect, & Right to Negotiate] This strategy built on
the Community Right to Know law. NTCF believed
that feighbars of polluting facilities should have the
right to inspect and rake samples of the facilities
waste, using our own experts, and then negotiate
with the company for toxics use reduction and acci-
dent prevention measures. NTCF worked with indus-

.trial hygienists to tonduct neighborhood inspections,

and used its own lab to decument contaminadon.

« Organizadional Affiliadan, There was a proposal
lace in NTCFs fife that developed a structure for loca!
organizatinns tc affiliate with NTCFE Groups would
receive cechnleal and orpanizing assistance, discouals
to the [ab and other material benefiss, The goal was
to huild a madel that createrd comminity accouniabil-
[ty for the natianal arganization. This would tale the
form of a board nr Naijonal Task Force representa -
tion, as well as representation at 3 National Assembly.

NTCF also had two prejects that placed a premium on
building power at the base, on movement building by
training and developing Qrg:fmizem and local feadors,
and-less with pulling these groups inta national issues
or the national crganization. These two projects, The
Environmental Justice Project (E|P) and the Military

Toxics Project (MTFP), were spun off just as NTCF

cicsed in order to contnue their worl unhindered by
the internal canflicts of the organization.

= Environmental Justice Project (EJP). The EJP
was a program for people of coler which provided
organizer training. E]P recruiced organizers from
communities of Color, provided an extensive training



oration with the C3 (see “Organizational Integrity” sec-

tion). The C3-NTCF board, the board with significant

disposable income and resources at its command, was

not 50% women, and the founder was the C3-board’s
President throughout the organization’s history.
(ther ineguities were at play on the boards. As
noted in both the “Organizational [ntegrity” and
“Cirganizing” secdons, white male leadership rein-
forced the view of the women community leaders as
‘victims! The differences in the level of activism
between men and women members of the board (see
“Orgonizotional Integrity” section) further undermined
. the notion of a gender-happy-gender neutrat NTCFE
Additionally, even within the People of Color Caucus,
" noted already as a powerful and forward thinking
entity within the organization, male leadership pre-
" vajled, (though not as part of, nor in col[aboratlon
with the ‘White Male C]ub) /

s The Staff. On the staff level, the number of

women increased considerably in the last four years

~ of the organization, going from well under half to just

over half women. There was some movement of .

* women into leadership positions. For example, the
final management group of nine people included four
women —— two Development staff, g part-time
Research Director, and the Military Toxics Director.

- This was progress, but a closer look at this group
points out continuing disparities.

The management positions with the most supervisory
responsibilities — Executive Director, Lab Director,
Organizing Director -— were always filled by men.
The women in the management group, for example,
collectively supervised four peopie. The remainder of
the staff of 25-30 were supervised by men. All four
men on the management team were supervised by,

" and reported directly to, the Executive Director; only
one of the women was on this ﬂrst ter of the hierar-
" chy of the organization.

For the first'seven years of the organization, the for-
mative years of the organization's culture, the follow-
ing positions were all held by men:

* Board President (s)

* Founder

» Executive Directors of the C3 & C4 crganizations
» Media Director

* Lab Director

. O:;ganizing Director.. " o,
* Research Director '
- and [ater, the Enwronment.af Justice Project

Drrector

When women did finally reach some higher positions,
their authority was undermined by men acting In con-
cert to defend and protect one another. For example,
one women manager’s attempts to deal with 2 prob-
lematic male employee were consistently diluted by

_other men in power who ignored or minimized her

coricerns or even overrode her actions, On the staff,
like the board, even from the few positions of power
filled by women late in the history, women had to
fight to be appropriately included in imporwnt organi-
zational decision making. Women at all levels were
frequently left out of the loop when men were mak-
ing decisions that impacted the departments or
regions or areas of work that women supervised.

And finally, when the organization voted to create
and cede the title of ‘Chief Visionary’ to a man, the
notion was.reinforced that men were more equipped
to handle vision, (not to mention that yet another

 leadership title was going to a man).

Lack of"(.').'l'r'g.anizational Resources
Devoted to Flghtmg Sexism_or Gender

Questions

Since most grassroots leaders in the toxics move-
ment are women, from an’organizing standpoint
alone, the expenditure of money and energy to make
an effort at better understanding what their perspec-
tive was, and how to most usefully assist them, would
have been well-spent.

In tg}n‘\s of funding, NTCF received a small grant of
- $4,000 in the late | 980's for women's leadership; it

was plugged into general support for regional offices
stoffed by women! Near the end, a $5,000 grant was
received for an in-person meeting of staff and board
women. Although searching for specific manies for
gender issues within the organization might not have
resulted in a funding bonanza, surely, given the track
record of the organization’s ghief fundraiser, more
monies would have come through. '

There was aimost a total lack of training when it
came to sexism and gender related issues. In April,



. foctised on organizing strategy and political education,

which was then followed up with a placement of

organizers with a local organization, During the two

year placement participant organizations received

support to focus on long-term base and organization
- building.

e Military Toxics Project (MTP). Launched in
1989, the project created national issue networks
based on the needs of local organizations confronting
the military’s pollution problems. The MTP subsidized
necworkmg and workshops to support the develop-
ment, visibility, skills and political power of the local
groups. Issue networks included chemical weapons,
depleted uranium, rocket toxics, base closures, and
conventional munitions.

Major Limitations

- Campaigns not Base Building

Over the years, NTCF focused on and succeeded at
winning particular victories, - '
locally, reglonally, and nationally.
While winning specific cam-
'palgns is a key element of orga-
nizing, NTCF often replaced
base building and laying the
foundation of viable local
groups with winning the fight.
On many occasfons, NTCF
{alled to leave an intact local
group hehind after a campaign
and In some cases, NTCF hurt
local eflorts.

Additionally, NTCF parachuted staff into-communities
and reglions with little sense of strategy and with little
or no constltadon with the local group or other

" groups already operating in the area. This often led to
" probiems with future coalition worl or collaboration.
This was particularly true when NTCF put a white
staffer or a canvass into an area Lhac was predomi-
nantly a community of color.

A clear example of NTCF's limitations was an eflort
the organization devoted a huge amount of resources
and time to: the 4/921 |acksonville, Arkansas, raily,
There was little sense of strategy or discussion of

how this campaign fit into the overall organizational

mission. in addition, there was no criteria to deﬁne a
victory nor any articulated strategic reason for gomg
to Jacksonville.

NTCF was invited in by the local community and a
large national rally was planned. It was designed to

- build iocal and national opposition to an incinerator

planned to burn 37,000 barrels of Agent Orange
waste, much of it contaminated with dioxin,

NTCF sent in an inexperienced staffer with little .
understanding of the local political landscape. When
that person failed, the organization sent someone

else, who didn't work out, then a third person. The .
lack of continuity damaged the effort and the relation-
ship with the local group. Additionally, NTC initiated -
a lawsuit on ‘behalf’ of the !ocal community that was

never followed through. The organization touted that .

this would be a ‘major national action, which didn’t
materialize, and the numbers of cutside protesters-
that did arrive met the Jacksonville community for a
day, and left. The local organization was not built or
= - strengthened in the process.

The incinerator fight, dropped
by NTCF, was taken up by
-Greenpeace and continues to
this day. '
. Inst

Canvasses ead of

Anghors

The organization had canvasses
from 1988 through 1921, The
canvass operation was a central
underpinning to the ideology of
the {ounder, and represented one of the biggest limi-
tations to the vision and the organizing of NTCFE. The
canvasses were as much about '‘empire building' as
anything. When the first one opened in 1988 in
Oldahoma it was to be the *first of fifty! The organiza-
tion was to. gain a million members with which it
could becomie independent of big funders and deliver
millions of people on a campaign.

One of the two canvass companies the organization
contracted with often selecteda new site for the can-
vass based on the simple fact that an operation could
go there because there was no competition. in one
case, for example, a national environmental organiza-



Hun and the.canvass company became involved in a
legal dispute in North Carolina, so the canvass com-
Pany gave the signal to NTCF to immediately set-up
Al operation there. A canvass began, and then NTCF
Placed an organizer there to back up the claims that
~ thn canvass was selling: that the organization was
ﬂa’ltlng toxics in North Carolina. There was no dis-
Clission about how North Carolina was a prlorlty

~ location for opening an office or how it fit into a

. NAlonal strategy.

Tha canvasses were a drain on resources both in
t8I'ms of money and staff time. The results of the can-
Vasses never lived up to the stated purposes for their
Cluatjon, that they would build a financial base for the
Of'ganization and free it from foundation dependence -
~ Al create a large membership base. In fact, the can-
Vasses highlighted the inconsistencies between what
N I'CF said it wanted to do and what it was do!ng.
chigf among them:

* The canvasses were often a contradiction to

base building. A.canvass would sometimes: go

thirvugh a community with 15 people knocking on

- dObrs in ‘night, then be in a completely different

- Cgmmumty the next day. Unlike organizers, can-.

* Vaxyers did not spend months in one community

'del\tffymg leadership and building peop!es commit-

Ment to the tocal organization. Organizers.in the area

Warg expected to service the canvass, and not the

rm1mbershlp So even though the regional organizer
haul g multi-state assignment, the canvass stayed wi

0 4 two hour drive of the regional office, demandin

Unilie time from an organizer with a much larger
fiel.

* Race and class contradictions were height-
€Nad by the canvass operations. The financial
COMrbution was the bottom line for the canvass. The
CQiwnunities that were being canvassed were often
“Whitg middle class communities. In exchange for their
donnton, donors received ‘membership’ and a promise
that the organization would work to tackle some local
COMmunity issue. This was a contradiction to NTCFs
Statad vision of workmg with ‘those most impacted by
the (oxics crisis, low income, working class, and peo-
P& v color. The result was that NTCF had a member-
shipy 1ase in middle class white communities as the can-
Vasx was reluctant to go to other communities because
they would not'earn their daily income quota.

-

» The canvasses were a losing financial’; gamb|
for the organization. Overall, the canvasses never
made money for the organization. In fact they were a
substantial financial drain. The organiiau'on never .
implemented a strategy to make long term financial
‘subscribers’ out of the canvassed homes and never

did any follow up.

Personalismo

Much of what passed for NTCF’s organizing approach
was a loose structure that allowed each staff organiz-
er to work however s/he saw fit and according to
her/his particular skills. Despite the presence of four
different Organizing Directors in NTCFs life, none
successfully articulated or facilitated agreement about
a consistent methodology. Organization-wide: discus-_
sions about what a model should look like did not
occur until late in {991. :

This loose structure resulted in a highly personafized
style, one embodied by the founder, (who was also
the Organizing Director until 1987), that emphasized
his charisma, and in his absence, left the cameras
focused on the regional staff, and not the community
leaders. While not all organizing staff followed this
pattern, there was constant pressure to get press so .
the fundraising could proceed. in one case, local
groups complained that the organizer sent out
monthly mailings that were samply press clippings
about the organizer.

Fire Fighting
NTCF began as-anassemblage of local groups across
the country fighting dumps, deepwell injection and
incineration, The organization was never quite able to
expand this early foundation to a dual strategic focus
on both waste disposal and targeung the pomts of’
poisonous production.

NTCF wanted to be proactive, working on the facto-
ries where poisons were produced and used, and not
just on end-of-the-pipe fights. The logic was that the
organization and movement were more likely to build
long-term organizations and confront corporate
power most directy around opgrating factories. In
many of the waste dump fights, the local groups were
often short lived. In reality, the organization spent
much of its time fighting incinerators and dumps and
other-‘quick fixes' to tha toxic crisis.



A) What was the Vision?

NTCF did not have a coherenty stated or democr'a_ti-.,i

.cally decided vision of the future it sought to create.
_That which was articulated were visions promulgated |
- by the founder, in the form of speeches, books, arti-

cles, etc. His was a vision of ‘envirpnmental democra-
cy. This was essenually the idea that |ocal people had

_ the right to make decisions about what,, for whom

and how production occurs in their communlty

Three themes surrounded t_'nls v15|on. 1}a focus on
mulunauonal corporations as the root of the toxics
crisis; 2) the grassroots communities of this nation,

“those hardest hit by the crisis, were the ones who

needed to lead the fight for a clean, safe, toxic-free
economy, and; 3} the importance of local base build-

ing.

B) What Was Missing?

It was often this.simply stated or short version of the

" vision that attracted many people into the organiza-

‘50

tion. Yet, when the time finally came for deeper and
broader discussion about the vision or the strategy to

.achieve it, it was clear that there was not internal

consensus on the vision at all. In fact it was in the
very process of opening up the vision and mission dis-
cussion for internal organizational consideration
where discord began.

Far example, one past staff member recendy reflect-
ed that in private discussions it was asserted that it
was olay for the arganization to have racists on the
hoard of directors because it was a working closs -
hoard. Had tivis been a public discussion, much debate
woulld have occurred where a position on such a mat-
ter would have been agreed to, and penple could
cither |lve with the decision or have the cholce to
leave/However, absent any collective discussion, peo-
ple were assuming that they more or less shared
major points of unity with each other based on the
~anti-corporate and pro-grassroots activist line so
often espoused.j

This allowed people to go on functioning in an organi-
zation assuming higher levels of agreement than actu-

| ally existed. The confusion created by peopie thinking

they agreed on vision, when they didn't, then played
out in other areas, such as debates about the Organiz-
ing methodology or the accountability structure for
the organization. By not ever having a real discussion
or resolve gn the vision, the struggle over vision

|_complicated other parts of the organization.,

Aggravating this situation, in a fmove to try to accom-

modate the founder at a critical moment when he
was being shifted out of the chief staff manager role,
the board actually voted to cede him the title of
‘Chief Visionary' for the organization. This made the
board culpable in exacerbating the already too far
stretched idea that the founder was the vision maker
in the organization and not the grassroots leaders
collectively. :

Addiﬁonally, aside from the chief limitation of no
organizational discussion about the vision, a few prob-
lems existed wn’h the stated vision.

Justice w'as simply not a precept being adVancéd by
this vision. *Eavironmental justice’ as’an idea did not
emerge in NTCF until people of color brought, it for-
ward. The focus on *environmental defmocracy’ negat-
ed the fact that for many people of color, whose
ancestors lived as slaves or victims of colonization in
this countyry under what was also called ‘democracy,
racial justice is a prerequisite to the achievement of
democracy.

/}EAnd, the founder’s notion that NTCF was to become

‘the big, the bad, the almighty organization’ in the
movemeant was problematic for many. This empire
building model conflicted with the more principled
vision of having NTCF be only one of many important
vehicles in building a grassroots movement. This par-
ticular piece of the vision surely added fuel to the fire
of a battle that never should have beem: NTCF's rival-
ry, rather than collaboration with, the Citizens
Clearinghouse on [Harardous Waste (CClIW).
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organizing staff, until the deyelopment of the
Environmental Justice Training Project (EJP), was
entirely white and lacked the training or skills neces-
sary to build strong local groups. '

B) Lessons Learned
Have a Clear Organizing Methodology
‘Based on Principles of Equnty and

" Justice

- Clarity about an organizing methodology and the cen-
trality of deliberate Ieadershlp development should be
the cornerstone of any group 1nvo|ved in movement
building and organmng

A'Cam'paign Model Is
Different Than an-

- Organizing Model -
Organizing is a !ong -term process
that builds organizations and. devel-
ops local leadership. Campaigns,
when enacted, need to keep clear -. -
and focused on how to build the

- base, how to complement rather
than-contradict the long term goal
'of education and empowerment.
We need clear criteria for identify--
ing situations when campaigns actu-
ally hamper rather than help long term goals.

Active members need to be cultivated who help make
the decisions about when to move, how to move, and
when to quit. Our strategies and tactics need to pro-
vide opportunities for members to develop skills and
analysis. Certainly a lingering question remains: what

- does ‘membership’ mean in a national organization?
How does a national organization create effective
ways to involve local groups and members!?

" The idea of canvasses as part of an organizing strategy
should be examined. Canvasses should not drain
resources or negatively impact an organizations ability
to organize their constituency. They must support the
on-going strategy not become the tail that wags the
dog. - '

Selection of Field Office Srtes Needs

Clear Criteria

In the last two years of NTCF's existénce, t_he
Environmental Justice Project (EJP) developed a series
of criteria for the selection of placements for the EJP
organizers (see “Attachments”). Criteria such as this
would be useful in making decisions about field place-
ments. The very ability of a national organization to
work well locally depen_ds. in part, on questions of
respect for Iccal and regional groups already organiz-
ing and carrying out local efforts, Criteria should
relate to the needs of the base and the organizau'on

The Model Needs to be Independent of

ve, to be mcreasmg the
. capacity of the base,
~Attempting to recruit the
. grassroots to pre-pack- :
: aged pre-strateguzed |ssue

~.campaigns.is not the best
y ‘formula for bulldmg

) .engaged, effective mass:.

: _partacupatcon, never mmd

Much of what passes for organizing
in the US movement is attached to
the creation of a few dynamic lead-
ers. This practice is often perpetu-
ated by funders and the media and
contradicts our experience and
understanding that it takes many
people engaged at the grassroots to
win. We need to create models
that equally value the contributions
that everyone has to give — not
simply those who are charismatic
_7 . and shine on the podlum

%(» Personalities

,?ﬁ Orgamzer Trammg and On-going Staff

Develapmeént is Essential ,

Often times, even when a group has elected commu-
nity leadership on a representative governing board, it
is the organization's field staff who are the people '
engaged in the day-to-day building of a movement. it
is particularly important for these staff to have
resources allocated to them for updatlng and expand-
ing key skills.

We Need Models that Embody the
Vision of the Society We Seek to

Create .

Democracy and diversity and respect are much
bandied about principles, yet the fact is organizations
often ignore them in practice, or make them sec-
ondary to ‘more immediate’ goals. Qur challenge is to
find or create models that will build strong organiza-
tional representation and support us in the long hasl




’ tuélly all of the history of the organization, yet the
national office was a critical place where people of
"color staff were needed.

By the time that the organization had committed to
creating a multiracial staff, the internal conflicts were
one more reason that NTCF was not an inviting
space for people of color. To the extent that hires

. were made of people of color, with the exception of
the three organizers brought on by the EJP and its
Director, they were into entry-level positions, often
exacerbating race questions within the organization.

Unethical management practices afso prevented the
organization from continuing its diversifying efforts at
the staff level. At the Summer |990 board meeting, a
decision was made that the next four hires would be
people of color. However, the Executive Director
.ignored that mandate and hired two whlte staff peo-

. plein the national office.

Not only did th|s anger members
.of the board, as these two h1res
were perhaps the last opportuni-
ty for some time to begin inte-
grating the national office, butit -
seriously eroded the credibility of"
the Executive Director who was ~ §
otherwise perceived at that time - &
to be an ally to the reform efforts
that the people of color were
spearheadmg This act, and the
subsequent denial of wrongdoing
by the Executive Director, under-
mined the next two years of
reform work as it became only the first in a series of
mistakes carried oUt by the Executive Director. The
fack of trust in him was damaging as his role wasa
desperately needed one in the efforts to transform
the organization.

In addition to ignoring affirmative action hiring man-
dates, the organization did not treat employees of
color well once the few who made it to staff joined
the organization. There were many complaints and

“grievances against the white management by staff of
color.

lllustrative of the racist behavior on the part of the
staff managers was an attempt by the founder o

« If we note' that throughout
any protracted effort to .

'_do_ racism, every day that

_ passes m ‘the struggle is one
i.more day ‘of racism and
N etrayal and disrespect for
0| eople‘of color, aren’t white'.

undermine the authority of the Environmental Justice
Project Diréctor and the People of Color Caucus,
The founder called a well known person of color in
the movement, someone working with a national
training institute, in September of 1991 and attempt-
ed o offer him a 'significant training position with the
Environmental Justice Training Project’ This violated
the carefully laid out and well articulated process pro-
posed by the People of Color Caucus and accepted
by the boards that alf decisions that relate to hiring
and firing of EJP project staff were made by the
Environmental Justice Project board, an all person of
color multiracial board. Worse still, in our opinion,
the offer was part of an effort by the founder to get
rid of the EJP Project Director.

A Racist Organization

Racism is about power and privilege and white peo-

ple’s lnabllzty to yle]d or share the former or acknowl-
edge the latter. NTCF’s board was
not just all-white or overwhelm-

" ingly white for much of its history. -
|t contained members who were
known to unabashedly display
raci$m. In the case of one member
in particular, years of public racist
comments hadn't led the other
whites on the board to challenge

" her or seek her removal. At one
point this board member made a

¥ comment that ‘black people could

B not be as literate as whites and
} . that they spent all of their money

i on booze! It was, as is typical, left

to be the work of the people of color who were

beginning to increase in number and power. It took

‘until September of 1991 and the energy of people of

color on the board to successfufly demand her
removal,

Another example of the kind of behavior that existed
occurred at the time of the start-up of the EJP pro-
ject. Two members of the then alf white organizing
staff were asked by the founder to claim that due to
some small amount of ancestrally Native American
blood, they should claim that they were actually peo-
ple of color.



" Divide and Congquer as Tools of Self-

Proclaimed White “Progressives”

When real confrontations around a growing number
of crises emerged the time-tested tactic of divide and
conquer surfaced. The founder was successful in
exploiting situations to damage the force that 4 uni-
fied people of color group presented to his power
and authority and lack of accountability.

Divide and conquer was not limited as a tool internal-
ly around questions of policy, but was also used
externally on people of color within their own com-

. munities. In one case, an accusation was launched
that the board members from organizations which
the EJP project was collaborating with in the place-
“ment of organizers were being :
‘bought off’ The accusation fol-
lowed that the people of color

- board members from the partici-
pating organizations were being -
silenced or quelied. when it came

- to criticizing actions of the-then
.sole Executive Director (a chief
target of the founder's attacks in ~
the later years). The irony is that it
.. was these very people of color-
who were regularly leveraging a.
heavy critique against the Executive
Director.

Ultimately, despite the pressures brought to bear, the
Caucus maintained its unity, as witnessed by the fact
that every person of color, on the NTCF board voted
.to shut down the organization.

- Funding White Organizations for

- Environmental Justice Work

* The fact that NTCF received hundreds of thousands
of dollars to diversify racially and impfement pro-
grams with communities of color angered people of
color whose organizations had been doing work for
- years in those communities.

A further source of conflict was that fundraising and
planning for the EJP moved forward very quickly after
the board made their initial commitment to make
environmental justice a priority and without the con-
suitation of the people of color on the board, or
other important organizations of color.

The EJP planning pace slowed and iﬁco'rporated peo-
ple of color initially left out, but resentment and mis-
trust grew from this experience towards the’ organi-
zation and its white staff management for seizing

upon this funding opportunity. This is a classic exam- -
ple of funders giving money for diversification and
environmental justice work to white groups when

“there were already people of color groups catrying

out exemplary work in the same issue and geographic
areas. B

Institutional Racisn*i. Not Efforfs_ fo_
Undo it, was a Major Factor in the
Closing of NTCF

In NTCEF it was racism and the lack of organ:zatlonal
structure and accountability that
destroyed the organization, not
the struggle to achieve equity.

B-) Lessons Learned

People of Color as Major
Force for Overall Change

“When the struggles around race
j began to be wéged in NTCF many
i otheri issues emerged, including:

* questions about the organizing
model; reSIsr_ance to the deceit and financial misman-
agement; gender inequities; resistance to the pater-
nalism; the push for democracy within the-organiza-
tion; the demand for more effective management
structures; and questions about fundraising and the
politics of funding. Virtually every major problem at
NTCF was illuminated either as a direct or indirect
result of the struggle around race. Further, it was the
tight organization and leadership of the Caucus that
enabled the people of color to open the space for
questioning the myridd limitatiofis of the organization
and lead the battle towards resolution. -

Undoing Racism in an Organization
Must Reach all Levels: Board, Staff, and

Constituency -

At NTCF efforts to undo racism did not commence
untif the first few people of color were on the board.
The board went through two sessions on race and
oppression. However, more work needed to be done.
At the board level, opportunities for on-going edisca-




" tion and ‘unlearning’ occurred due the meeting-to-
“meeting battles over the EJP project and other orga-
nizational questions. Many white board members and
~ key staff who related to the board underwent 4 dra-
_matic transformation around-issues of race as a result
of the on-going debates around these issues.

At the staff level, one session that addressed race
occurred, and it was race in the context of other
oppressions. This was a mistake as the very people

- who most needed to understand how to undo the
pattern of whiteness in the organization from the
base up were never given the opportunity for training
and development in this area. A result was that the
board often far-outpaced the staff when it came to
race-related questions.: ' '

NTCF did not carry out any programs aro{ind race
among its constituency. The question of undoing
racism at a much more fund:imen;z_;i level — i.e. com-
munities — wasn't advanced in any manner.

White People, not People of Color, Bear

the Responsibility to Force Change

. At NTCF it was people of color who put forward an
agerida of undoing racism. People of color not only.
began the effort, but also carried the banner through-
out the struggle. Whites never emerged to systemati-
cally challenge the organizational culture they had
helped create. While some whites, at different stages
and points In the conflict, supported the effort, the
often typlcal pattern held true — the burden of the

- battle was placed on those who were being marginal-
ized by its impact.

Relationships between the people of color dnd the
white board members were strained. Trust was not
sufficiently developed between sympathetic whites
and the people of color which may have been able to
resolve other endemic and ultimately organization
crushing fights. Instead, board members took liberal
positions on tough issues and never resolved the
underlying causes of the conflicts.

A good example of how this affected the decision
making process came up when the boards consolidat-
ed in the Spring of ‘92. At that point the decision was
made to continue adding people of color to reach a
50% goal of people of color. on the new board, mak-

ing the size of the organization's board unmanageable
(see “Organizational Integrity” section). The option of
reducing the number of whites on the board was
never serjously considered by the board, People were

.too preoccupied with how painful it might have been

to remove a white member. Politeness should not
have pitted board diversity against efficiency. This
might have led to a very different outcome today
since it would have meant the removal of key allies of
the founder, those who were consistently blocking
broad organizational change. '

White people, wérking in collaboration with and
accountable to people of color, must be willing to

“step out and take risks in challenging racism in organi-

zations, and in society. The risks for whites still pall in
comparison with the day-to-day dangers of being a

‘person of color in a racist society.

The Transformation of an All-White
Group, if it is Possible, Must be Swift

and Stubborn _

One pa.ttem:_emerg'éd'in the battle to undo racism in
the organization: that white politeness, altruism and
liberalness was a factor in the ultimate demise of
NTCF. The fact that board members were too con-

_cerned about ‘offending’ or ‘hurting the feelings' of

other white (and sometimes people of color) mem-
bers, and staff, often led to only half-solutions or half-
resolutions of important confrontations. In a humber
of cases, had swift and decisive acdons occurred, the
result might have been entirely different — including
the possibilicy that the organization might not have
closed.

fn a number of cases, had swift and decisive actions
occurred, the organization may have been able to
move forward with a cohesive vision and trust.

And while this raises big questions about consensus
building and educational efforts and how long it takes
individuals to change internally, 4 central question is:
Is there a difference in how we conceptualize undoing
racism within a movement organization versus undo-
ing racism in society broadly speaking!

~ If we acknowledge (as educators, organizers and

activists), that people at all levels need time to make a
fundamental change in thinking and actions, whatever



the change may be, how long is too long!? If we note
that throughout any protracted effort to undo racism,
-every day that passes in the struggle is one more day
of racism and betrayal and.disrespect for people of
color, aren’t white people always putting the people
of color in the position of ‘being patient with whites!’

In the case of transforming movement institutions —
- (unlike the US government, or the public education
system, for example), we expect that people fighting
for social change are committed to changing them-
selves, and changing more rapidly. Moreover, no
movement organization in the
US today with a regional or
national scope has any busi-
ness being ail white. Isn't it
then reasonable to argue that
the change must be SWI& and.
stubborn?

Starting Right, not
White .
Whether or not it is possible
to transform a'white organiza- -
tion is a major question left hanglng by thlS experi-
‘ence. In any case it is clear that organizations must
take on race questions in a principléd manner from
the outset. The time and energy that it will take to

attempt to undo patterns of whiteness and racism will

be considerably larger the longer an organization
doesn’t address the question. And, a white national
group suffers irreparably from a lack of legitimacy.

Other Major Crises Stymied the Effort
to Transform the Whiteness of NTCF
The many overlapping crises and internal conflicts
that existed within NTCF played a definite role in hin-
dering the ability of the organization to make
progress on race issues. The near-constant chaos that
.embatded NTCF's final year made almost any forward
motion impossible.

Alliances and Understandings
Important alliances emerged over the two year

" course of the internal campaign to transform the
organization.-In some cases these happened quickly, in
others they took longer, often a reflection of the
socio-economic status and historical experience of
the individuals. For many, this struggle has provided

each person with new insights and lasting relation--
ships. Struggle over complex and painful issues is a
necessary and critical element to an activist agenda -
and, when done in a principled manner, can be a
healthy part of social change work.

V. Gender

'A) Sexnsm in NTCF

Ma;or Pomts

Denial ,
What was perhaps most
astounding about the sexism
in NTCF was the denial that it
existed; Some of the ‘White
Male Club’ that ran the orga-
nization were involved in a
process of passively denying
gender ds an issue, obvious by
the tota! fack of attention to gender until the forming
of the board Women's Caucus. And yet some of the
male leadership, when confronted by the question of
sexism, actively denied that gender bias was -an issue.

While racism was tacitly acknowledged after people
of color forcéd the question, gender issues and sex-
ism were never accepted as core problems in NTCE
This inability to see gender bias and sexism reflected
a deeper leadership crisis where sharing or yielding
power to others simply-was not possible.

Power and Decision Making

* The Board. The fact that women always made up
at least half of the C4-NTC board’s composition was
used as.‘proof’ by the ‘Club’ to deny that a gender
problem existed. Additionally, the last two board
Presidents were both women. And while they provid-
ed outstanding leadership which guided the organiza-
tion through difficult efforts to restructure and cor-
rect internal flaws, for most of that period they were
operating on the fringes of power. It wasn't until the
spring of 1992 that the members of the C4-NTC
board began to exercise any power over the direction
of the campaigns and work being carried out in collab-




1992, one year before dissolution, the first concerted
discussion about sexism in the organization took
place as part of a broader training on diversity and
other oppressions at a joint meeting «f the board and
staff. There were no training opportpities for women
on women's issues, or skills and leadarship develop-
ment.

Reflective of the general lack of attenjon 1o issues of
concern to women was the ATSDOR {(Agency for
Toxics Substances and Disease Registyy) campaign
that NTCF carried out. The issue way primarily of
concern to women in the organizatic,n, {board, staff,
-and constituency) and was a rare inStance of women
taking a lead on strategy, as well 2s wrmen working

- together at the staff and board level. the project, co-
SpOnSpOFed by the Environmental MHeu|ch Network,
culminated in a very successful repos  which has

‘become a powerful tool used by activists. dealing with .

the ATSDR agency. Yet as a national 1 3mpaign priority
within NTCF, it never reached equal |i|ling iwith other
issues in terms of attention.or resouces.

Male Organizational Culturp

NTCEF had an intensely male culwre, ;\nd while this
was more subtle than the obvious loi k.out of women

in leademhip, it COntribUtEd o ,keepihg womeh out of

the tight circle that directed the organjzation. -

Some examples of this culture were: (he pattern of
some male staff leaders standing apai | holding side
conversations, and skipping out of iny,ortant staff
meetings altogether because ‘they ha| more impor-
tant.things to doi’ the vacuum of woien in the
strategic planning area; the men in tlia organization
frequently taking credit for work thai women on staff
were actually doing; the men holding important meet-
ings, sometimes directly consequentia| to a particular
female staff members work, excluding the women
responsible for imp/ementing the plaj, jn that area;:
the tendency of men to re-state COﬂlributions
women were making in the meetings (hat they were
invited to; the prevailing ‘victim’ Ianglrage; the sexist
jokes at gatherings that none of the i1y¢n tried to
stop; and the ritual basketball games ut staff and
board retreats which were designed 1i,r men only (a
key decision making arena). Much of ()is was ar best
offensive and at worst completely alisnating to
women,

This sense of arrogance and backstage ‘wlieeling and
dealing’ influenced NTCF's organizing style in ways
which.often showed disrespect beyond women and
also to grassroots leaders, communities, and peopla
of color. -

Women Were Not Unified for Power
VWhile some brganiiationai progress was made
because of women'’s efforts, women as a group never
became a major force within the organization. There
aré at least several reasofis why this did not happen,
all of which are important for future women's efforts
in other organizations: ‘ ' '

« Women Divided by Class. The women who initi-.

ated and were active in the board Women's Caucus
~were almost exclusively those who were velunteer

community activists, many of whom were the initial

women on the board. Their time together in the ear-
lier years meant that they had a culwre of their own .
based on the commonality of their experience within
the organization. The Caucus’ goal was not perceived
to bé unifying wamen for power, but rather as a place

" _primarily. where community women could support.
.each other in-their often enormously challehging'ﬁocal
- struggles. And while that was 2 very important furc-
_tion of the Caucus, it made it difficult for other,
newer, often more diverse women who did not share

the same kinds of problems to join. -

Additonally, the debate about paid professional
activist versus community volunteers on the board
(see “Organizational Integrity” section) also hurt the
Caucus ~ it created the atmosphere that women who
were paid activists, and who brought different experi-
ences to the board, couid not engage the Women's
Caucus unless it was on the terms already laid out by
the defined culture of the community volunteer
women on the board. Partly this meant that the dif-
ferent skills, ideas, and sense of strategy of the paid
activist women were not contributed to the Caucus.

The class problem that divided the women in terms
of Caucus energy can be seen as partly due to the
community women wanting to keep and define their
space for their primary needs {(support from one
another). And, partly due to the paid activist women’s
lack of attention to the community women'’s issues,
or to engaging the Caucus as a potential source of
pawer. :
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Additionally, the resentmient towards paid staff kept
the women on the NTCF staff from relating to the
Women’s Caucus. It also made it difficult for the
women staff member assigned to work with the
Caucus to function in a facilitative manner. As staff
were the day-to-day women in the organization; a
unification between board and staff women could
have been very powerful, '

» Women Divided by Race. Some of the white

. women on the board were racist. Many did not (as

- was the case with whites overall) embrace or make.
the struggle to end the racism in the organization a
banner they were carrying. In fact, at one point this
came to a head as one white Y¥omen's Caucus mem-
ber who was running for an Executive Committee

_ position on the board appealed to other Caucus

. members to support her over a women of cdlor also
running for the position that had the support of the
People of Color Caucus. This did not make for a
strong sense of unity between white women and
women of color. :

Most; of the women of color who joined the board
came in the later years during the overall push for
more people of color on the board. Many of these -
women of color fit the ‘paid activist’ women category
on the board, throwing another barrier between
‘them and the white community volunteer women on

_the board

* Intense Personal Friendships and the Male
Created-Notion of NTCF as a ‘Family’
Complicated Women’s Actions in the Internal
Struggle .

A number of the women in the organization had deep.
personal friendships with some of the key men in the
organization. These relationships long pre-dated the
arrival of most of the women of color, and the
moment when serious examination of the internal
limitations of the organization began. Because of the
already mentioned sense of |oyaity built in the early
years by the “White Male Ciub/ the wonien who had’
been around for some time in the organization Had a
difficult time seeing the struggle for what it was or
acting clearly, decisively or with. unity.

And while women bear ultimate responsibility for
their actions, it was no accident that the loyalty ques

tion was complicating their vision. Men on different”
sides of the conflict irresponsibly and intentionally
used this notion of loyalty in a way which built resent-
ment between women.

This question of loyalty and friendship relates to

" length of time in the organization and might help

explain only one of many reasons why women were
not able to overcome their differences compared
with the people of color, who also faced class and
other potentiol divisions. When the people of color
came, they came nearly all at once to the organiza-
tion, were confronted by a long and very obvious his-
tory of racism, and were shut out not just by the

‘white culture, but also by the culture of the long-

term friendships which existed in the organization.
Thus for the most part the loyalty questions did not
emerge for people of color.

~ Nor could women as easily see the gender history of

the prganization, since there were in fact women pre-
sent in-the organization. The sex15m was more subtle,

- and although not any less damagmg to the functioning

of the organization, was more difficilt for people to

see.

« Divide and Congquer 1l, Tools of Self-
Proclaimed Male Progressives. Incredibly sexist
tactics were used to actually fuel the divisions among
the women. Women who were leaders on the board
and staff were regularly accused, often by men, of
being pawns of the different male leaders, dismissing
the possibitity that women had opinions of their own
about the direction or the future of the organization.
Accusations and rumors abounded throughout the -
internal fight about which women were sleeping with
which men in power. Again, this alleged-behavior was
then offered up as the rationale for women's alle-

"glances and policy choices. And while it was true that

loyalty complicated women's positions in the internal
reform efforts, it was equc}!fy if not more true that men
were also split in the internal battle due to loyalty.
Mot surprisingly, no similar rumor campéign or case
was ever made about how men arrived at their judge-
ment or their loyalty. -
These tactics were almost all used behind the scenes
to disempower women, were rarely addressed by the
organization, and have had long lasting impact on
many of the women involved.
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'B) Lessons Learned -
Identify Gender Equity as a Priority and
. Provide Resources to Back it Up
"In all organizations there must be an opportunity to
examine why gender issues‘are important to the
“overall organization, and its work, and to formally
commit resources (money, staffing, tralnmg, etc) to
address these issues. '

K Support Active
- Women's Caucuses
The Ieédership for work on
gender issues has to come
from women, and there is no
way that this leadership and
© trust between women can
"develop without women meet- -
ing face-to-face. Women's cau-
" cuses should meet regalarly to
:-address organizational con-
cerns. Resources should be
allocated for staff time to aSS|st'
~ the caucus; and there should -
be funds to support in-person
" meetings.

The mission of the caucus should be to examine and
present a political and strategic analysis of gender
issues and how they effect the work of the organiza-
~tion. As a result of the caucus, women can also
receive leadership development and support.

Central to the work of the caucus should be provid-
_ing the space for women to struggle through and take
on race, class, sexual orientation, and other potential-
_ly divisive issues to women.

Trainirig: a Key to Undoing Sexism
.Boards and staff of organizations need training that
explores sexism in society, sexism in the organization,
and how to undo it. Women in organizations need"
leadership development training to build skills, expand
their knowledge on issues, and understand their own
oppression.

Place Women in Position of Power
Women in organizations need to be placed in actual
positions of power in order to effectively combat and

change the CUIture of the organization, as well as to
strengthen the work of the group.

Men Bear the Responsibility to
Challenge and Take On Sexism Among

their Peers
Men must take responsibility for undomg the seeds of
sexism planted and fertilized by their peers, including

_undoing the male culture of organizations which so

many men benefit from. This
work needs to be carried out -

' W1th and accountable to,
women.

Some End
Notes

‘The NTCF Closure was
NOT Due to an '
Irreconcilable Fight

- Between its Two

Prlncrpa! Staff Leaders/Managers

A commonly asserted statement during the final two
years of NTCF and since the closing is that what ulti-
mately destroyed the organization was the fighting
that ensued between the organization’s two Executive
Directors. To reduce this story to a battle between
two white men is incorrect and a disservice for those
who are interested in looking hard at and challengmg
the often multi-faceted elements that lead to success

“or failure. It is a simplistic and convenient thesis not

grounded in the real and complicated history of the
organization, It is racist and sexist in that it ignores
powerful conflicts over race and gender questions.

A more accurate telling of the story is that people of
color to a great extent, and women to a lesser extent
(for reasons outlined in this evaluation), defined the
need to greatly after many aspects of the organization
from structure to organizing' methodologies to princi-
ples. The two principal staff leaders then chose
whether to be for or against those efforts.



- Empire Building and ‘a’ Visionary
Founder are Concepts that Ought to be

Retired

At the core of NTCF's I|m|tat|ons was the notlon that

- NTCF would become the all-powerful organization to

" champion peoples rights. Feeding this grandiosity was-

the door-to-door canvass company that promoted
‘empire building and a foundation funding community .
that often funds organizations without the strategic
analysis of how the organization helps support move-
. ment building rather than advancing a particular issue
agenda the foundation might have. } C

The question of building a national environmental

organization accountable to the grassroots movement:

is a complicated one. If the grassroots was not able to
call for, and create on its own terms, the formation of
~a national structure, should it be left to a few individ-
uals who have a good idea to start it? Or, should we
be devoting our energies and resources to the devel-
opment of local, state and regional structures that set
the stage for national structural formation?

From the NTCF experience, as well as the contem-
porary history of US progressive politics, individually

sparked national organizations have often hurt rather .

than helped local efforts and movement building.

Questions for Funders A
The rise and fall of NT.CF raises some important |
questions for funders that could help gmde future

'gr‘antmaklng

l. Organizations often need to articulate to funders

‘why they are different and better than other organiza-

tions. Thl's drives division and ‘one upmanship’ among
vgroups in the movement rather than promotes collab-
oration. Since no one group even.in'a given sector of
the movement could possibly reach the entire nation,
perhaps funders should ask groups what winning
strategies they share with others and who they can
‘collaborate with to reach the constituency. .

2. Why were/are people of color put in the position
of sorting through which of the inexcusably-white
national environmental groups had/has the potential to
become multiracial and serve their needs! Why aren’t
organizations made up of people of color being fund-
ed at all levels to the point where they-and their

organlzattons are the visionaries creatmg and leading
multiracial national experlments and defining their
own terms ‘for collaboration with whites?

3. Why are organization’s that have a rhetoric about
inclusiveness, but in reality are led excluswely by men,
still being Funded7

4. Foundations need to develop mechanisms that
evaluate to what extent organizations are accountable
to a base of people affected by their activities. If fun-.
ders continue to provide substantial funding to
national or regional groups who do not help and even
hurt local efforts, then the environmental and other -
movements will continue to suffer from division and
serious internal weaknesses. The vitality of the envi-

"ronmental movement is at the grassroots level. The

time is ripe to evaluate funding priorities and move
beyond the same set of unaccountable national envi-

" ronmental organizations that have been receiving sub-

stantlal fundmg for the Iast twenty years.

This document identifies a number of lessons and cri-
teria that are important in evaluating an organization’s
integrity, organizing methodology, and approaches to
race, class, and gender issues. We hope that funders
will find them useful in grantmaking; and that the -

" movement broadly will use them as a way to gage

where to devote our energles

'Knowing When to Call it Quits -

One lesson from this experience is knowing when to

“call it quits. It is debatable whether or not the several

years that were spent trying to transform NTCF
were worth the energy and commiitment. However,
organizations need.to be fearless in critically evaluat-
ing their work, process, and accountability and be

‘able to recognize when they have outlived their use-

fulness in building movements for change.



* ‘Inconclusive By Design: Waste Fraud and Abuse in the National Environmental Health' Agencies:’ writ.
ten in conjunction with the Environmental Health Network, this report used five case study communi- -
ties to show that the Agency for Toxics Substances and Disease’ Registry (ATSDR) was conducting
faulty health studies that underestlmated the health problems of and further marglnahzed affected com-
-munities living next to toxic waste sites. : :

* ‘Shadow on the Land:’ a. report that prowded an enwronmental analysis to federal farm policies. It docu-
menited how farm policies keep family farmers on the chemical treadmill-and are the biggest impedi-
“ment to implementing sustainable farming practlces The reports f'ndlngs were Iater substantlated by -
“the Nattonal Academy of Sciences. :

< * 'Fighting To>'<i<:s "a book that offered key technical advice on how to organize around chemical threats in
local communities. Chapters included mformatlon on environmental law, organizing, media; government
databases, mspectlng companies, pollutlon preventlon and corporate campaigns.

*NTCF pioneered an organizing s'trategy that bui'lt upon the Right to Know Law about toxic chemical emis-
sions and assisted community groups in mspecung local poIIutlng companies for changes in their chemical
use’ and management practices. o :

. NTCF offered a place for grassroots activists from around the country to network with each other. This
helped to Iead to a cross fertilization of ideas, strateg|es and collaboratwe pro;ects between groups.

. NTCF was mstrumental in shlftlng the natlonal debate about toxics from one of waste dlsposal to one of
toxic chemical production and addiction. '

. The struggle to transform the organlzatlon into a multlraC|a| -democratic organlzatlon was a powerful experi-
ence in which alliances were built that have outlasted the organlzatlon The people mvolved will carry the
Iessons learned into other movement struggles.



Accompllshments of the
Natl nal Toxics Campaign Fund

_»'NTCF went further than any national environmental organization in confronting its racism and seriously
addressing the need to train organizers of color to work in commiunities for environmental justice, NTCF's
Environmental Justice Project embodied a collaboration based on equality with key environmental justice

© groups in the movement and a groundbreaking methodology uuhzmg the knowledge and skills of some of

the movement’s best trainers.

« NTCF's Military Toxics Project was an important new initiative to target the Pentagon and its companies as
. the nation's worst polluters and highlight the public health and environmental threats that the US military
. poses to hundreds of communities nationwide. NTCF was successful in building a network of grassroots

- groups, pub|lC health activists and veterapis support groups confronting the PentagOn in communlues nation-

wide,

NTCF built a top rate public interest Iaboratory‘designed to serve communities at risk from toxic exposure.
. The lab received positive performance evaluations from the US EPA and during five years of operation pro-
vided reliablé, low-cost testing and technical assistance to over six hundred and fifty groups.

-« NTCF produced excellent research reports to provnde support to grassroot.s struggles and give people
national exposure and credibility to their issues. The following reports were produced by NTCF in its life-
time, many of them released with hundreds of participating grassroots groups nationwide:

*.‘Th.é US Military's Toxic Legacy:’ a comprehensive reporc that identified and calculated the full extent of
the Pentagon’s threat to the environment and public heaith and set out an agenda for holding the

Pentagon accountable to the US public.

'No Free Launch:’ a report that |dentn‘"ed the advanced SO|ld rocket system used by both the Pentagon
and NASA rockets, as a major source of ground pollution and stratOSphenc ozone destruction, '

_* ‘Chemical WeaponS' The Threat at 'Home" a report that critjqued the environmental and public health
threats of incinerating chemical ‘weapons | in eight US comimunities across the country, a plan of the US

Army

_*'From Poison to Prevention’ and ‘The Rush to Burn:’ two reports that critiqued the EPA's overall waste
management strategy-of building hazardous waste incinerators instead of forcing companies to reduce
their use of toxic chemicals. The reports called for a moratorium on the construction of new haz-

ardous waste incinerators. '

* 'Border Trouble:" a groundbreakjng report that used NTCFs Citizens Environmental Laboratory to
‘document the contamination caused by the maquiladora industries set up along the US-Mexico border.
The report made recommendations for ways to regulate: cross border environmental problems; the
companies escaping labor costs in the US; and environmental laws in the US.



NATIONAL TOXICS CAMPAIGN FUND
ORGANIZATIONAL BUILDING MODEL

1. What are we building?

NTCF is building an organjzation of affiliated local groups with a sustained membership base
- and strong leadership; secondarily, NTCF is building a network of allied groups (labor,
environmental, peace, farm, public health, youth) that can unite with us in campaigns; lastly,

NTCF is building a national membership list of supporters who share our beliefs and values,
~who support the organization financially and who can be moblhzed nto. pohucal action around

some of our prlomy campaigns
2. Who are NTCF leaders?

NTCEF leaders are people who have a strong base of support from which they derive their

. power. 'In cases where leaders do not have a base, NTCF will make strategic decisions to help
them build a focal base. NTCF will prlmanly focus on building Jeadership at the poiats of
peisonous production.

3 Which constituencies are we trying to reach? What is our base?

In order of pnonty, NTCF’s main' constituencies are: 1) strong grassroots anti- toxics
organizations with a sustained membership and strong and skilled leaders; 2) strategic allied
organizations (described above) that unite with us to achieve pl’OﬁTamma[lL goals; and 3)
thousands of individual members who support NTCF and are willing to take some poht:cal
action to further the organization’s political goals.

4. What is an NTCF affiliate?

An NTCF affiliate is a local grassroots group, most likely focused on-a point of poisanous -
-production, that shares a common vision and goals with N'FCF, The group receives some
organizing and technical support from NTCF staff and unites with NTCF to win their local fight,
but also participazes with NTCF in the larger struggle for building an environmental democracy
movement in the United States. The spemﬁcs of the relationship is defined in NTCF affiliation
materials.

S. Are we after building local affiliates and/or state and regional affiliates? Do we work more with
and affiliate coalitions, or do we work more with and affiliate /oca/ groups’

The 1ssue here is one of timing, NTCF needs to build depth ficst in local orgamzallons and

leadership. Once we have built and strengthened a number of strong locals in a state or region,

then we can talk about affiliating state or regional organizations. In the meantime, we should
continue to assist and participate in state and regional coalitions (e.g. Oklahoma Toxics
Campaign, Southwest Network for Environmental and Economic JUStICC) but our primary work
over the next two years should be in bm]dmg local grassroots orpanizations.

6. What is the relationship between affiliates and the NTCF Board?

Qver the next year or so, the NTCF Board should become a majority of representatives of
affiliated organizations; a smallér percentage of the Board should be representatives of allied
organizations and networks. NTCE should not have Board members that do not represent some
collective power and conslituent hase:

-



NTCF NATIONAL STRATEGY

BLLIEFS' We have certaini beliefs that provide the underpmnmg to the restructurmg of NTC'’s
natlonal strategy : ‘ .

* we wﬂl create an organization where grassroots leaders have power.

_* we will do more local base building.
* we will lighten our workload and focus our efforts.
* we will develop a structure in which to fit our local groups.
* we will establish relations with other groups based on equality, respect and trust.

* we will work toward financial self-sufficiency.
* we will build an organization reflective of the diverse_nature of the toxics problem

PRINCIPLES: Before we can lay out a strategy for NTCEF, we need to have a set of prmcrples _
that define who we are. Those principles are: ‘

1. Environinental Democracy - people exposed to toxics need to exercnse control over the

environmental and economlc heallh of their communnles
I

2 Environmental Justice - NTCF is about helping to win justice for those communities
most heavily impacted by toxics, especially communities of color that bear a
dlsproportlonate share of the toxics burden.’

3. Targeting the Worst Pozsoners - to solve the toxics C[‘lSlS we need to target the worst"’
polluters. : :

4. Pollution Preventzon - stopping the manufacture and use of toxic and non- sustamable
products and energy systems and promoting safe processes is the answer to the crisis.

S. National Campaigns that Strengthen Local Work - NTCF does national campai;,ns to
strengthen the powu of the grassroots in their communities and achieve pollution,

[)lLVtinll()l]

6. Organize People - NTCE is about organizing people to solve their environmental
problems.

7. Building an International Movement - NTCIF believes that an international grassroots
movement is necessary to counteract the global reach of major corporate polluters in
.search of cheap labor and lax environmental regulations.

8. Worker Health and Safety - NTCF believes that workers, who are on the front line of
toxics exposure, need strong health and safety protectrons while on the job and need
their own "Superfund for Workers" that will guarantee income, education and training
for displaced workers as we transform our economy to less toxic industries.

9. Sustainable Agriculture - NTCF understands that family farmers are the best stewards
of the land and need federal government support to make the transition from high
chemical agriculture to niore sustainable, low chemical production methods,

10. Economic Transformation - NTCF believes that a fundamental transformation of the
economy needs to occur in which industries that are destroying communities and the
global environment are reformed and technologies that support life on th(, planet are

promoted.



NTCF'S MISSION: Based on the above principles, NTCF's mission can be defined as such;

a. (the § second version): grassrools action to prevent pollution.

b. (1 minute version); empowering those most unpacted hy toncs to fight back against
the poisoning of their communines.. and joining local groups to make the economy more
sustainable. Through this organizing work, NTCF will buyld a multi-racial, demoerane
and self-sustaining grassroots ergamzation to prevent pollution, .

NATIONAL STRATEGY: To fulfill the missien of NTCF and guided by our pranmplcs NICF
wiil implement the following strategy:

a. Suppori local groups in their efforts to win many local pollution prevention victories.
b. Build the power and structure of NTCF, which is designed 10 unite local groups.

¢. Build stronper, and sometumes new, organizalions.

d Win natianal policies that emipowes local communities and transform the economy.

MEASURING THE SUCCESS OF NTCF: Based on the abave basic strajegies, we can measure
the success of NTCF by answering the following questions:

a. how many local victories did we help grassrools groups win?

h. where did we do strong regional leadership training?

c. how many strong leaders did we budd ima NTCF?

d. did the national bl we supporied give people, not hureaucrats, the power?

e. how have we built our relationships with other groups? what have been our mistakes?

NATIONAL PROGRAM: NTCT should do both Incal organizing and national campaigns that
focus on the places where toxic waste |5 g[ﬂdg;;g, used and dumped and where maost of 1he
poisoning is happening. NTCF should do organizing, leadership development, and technical
assistance to help build strong local organizations to both win a1 the local level and fight at the
regional and national levels. NTCF should also offer a service component (o grassroots groups
{even those not working on anr issues) lhruugh i1s laboratory and weitten materials
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