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 Jane McAlevey Framework​
Organizing 4 Power (O4P) 

Marshall Ganz Framework​
People, Power, Change (PPC) 

Core focus Build worker and community 
power through 
structure-based, mass 
organizing (place with defined 
membership, not self-selecting), 
to win the immediate, specific 
campaign. 

Build people power through 
leadership development, in 
which people practice public 
narrative, relationship building, 
team structure, strategy, and 
action, to develop long-term 
capacity and win. 

Leadership 
philosophy 

Leaders* move people by 
teaching people to expect more 
from their employers, 
governments, and themselves, 
and to see power as something 
they can wield collectively. 
 
*Leaders are distinguished from (cadre) 
lead organizers who plan the campaign 
and build organizations. 

Leadership is accepting 
responsibility for enabling 
others to achieve shared 
purpose under conditions of 
uncertainty. Leaders build 
capacity through coaching and 
facilitation. 

Leader 
identification 

Identify organic leaders who 
may not yet support the 
campaign but have gained 
trust and influence in the 
community through their 
credibility and natural ability to 
take initiative, instead of leaders 
who are merely pro-issue. 
Effective leader identification 
is critical in scaling the 
campaign. 

Identify leaders who 
demonstrate the courage or an 
ability to motivate others (heart), 
think strategically (head), and 
take effective action (hands), 
and can commit to taking 
responsibility for collective 
outcomes when facing 
uncertainty. 

Leader 
recruitment 
 

Center the agency of organic 
leaders to move them to join 
through 6-step structured 
conversations including 
agitation and inoculation, as well 
as specific semantics. 

Connect with leaders through 
shared values. Public narrative 
enables others to access their 
emotional resources (e.g. hope) 
and act, creating the foundation 
of value-based relationships, 
which is key to building people 
power. 
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Structure Build and measure power 
through structure tests, which 
are escalating collective actions 
that assess the readiness of the 
base and the effectiveness of 
the structure, while growing 
confidence and unity toward a 
supermajority action (e.g. 
strikes). 

Enable decentralized, 
relational and participatory 
leadership through snowflake 
structures of tiered teams with 
visionary, strategic, and 
functional leadership roles, 
accountability, and localized 
expressions of the shared 
strategy. 

Strategy Win by getting a 
supermajority. Charting 
visualizes power by mapping the 
relationships between workers 
and  their commitments in 
whole worker organizing where 
workers are not only seen as 
employees but also as members 
of communities capable of 
transforming both workplaces 
and society. 

Develop a nested and 
motivating strategic goal and a 
theory of change by mapping 
stakeholders, analyzing power 
(Power is not relational and can 
shift based on the interests and 
resources), and figuring out how 
to combine people’s resources 
to shift the power (power with or 
power over). 
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O4P’s Core Fundamentals Program 

Organizing for Power’s Core Fundamentals is a 6-week program that equips 
participants with the skills they need to build collective power and win in campaigns. 
It was originally developed in 2019 by the late Jane McAlevey as a project of the Rosa 
Luxemburg Stiftung. Since 2024, O4P has begun to grow into an independent 
project led by a global team of educators and organizers. 

Each week from February 13th to March 20th, 2025, thousands of participants from 
around the world joined an hour-long plenary session plus an hour-long group work 
session, in either of the two timezone-accommodating tracks, to learn and practice 
skills, such as leader identification and structured organizing conversations. The 
majority of the participants were members of unions and workplace struggles, as 
this approach focuses on structure-based organizing. 
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Program schedule: 
●​ Week 1: Core Concepts and Leader Identification 
●​ Week 2: Semantics and the Words We Choose 
●​ Week 3: 6-Step Structured Organizing Conversations 
●​ Week 4: Credible Plan to Win and Building Strong Structure 
●​ Week 5: Charting and Structure Tests 
●​ Week 6: Taking it Home: From Training to Implementation 

 

Core Concepts of O4P 
 

●​ Structure-based vs. Self-selecting 
○​ In structure-based organizing, people are brought together at 

workplaces, schools, apartments, mosques, churches, etc. They do not 
necessarily agree on issues from the beginning. 

○​ In self-selecting organizing, people are already interested in an issue 
and choose to be together in women’s groups, environmental 
organizations, etc. 

○​ Structure-based organizing can build power faster because we need 
to talk to people who do not already agree with us in order to get a 
supermajority.​
 

●​ Leaders vs. Activists 
○​ Leaders have influence and ability to move others around them. They 

are well-connected or have followers; they may not originally support 
the campaign, making them harder to recruit than activists. 

○​ Activists are already committed and are connected to people who share 
their views. 

○​ To build a supermajority, we need leaders who can organize the 
undecided and skeptical majority to participate in the campaign.​
 

●​  Majorities vs. Minorities 
○​ A majority is when more than 50% of the people belonging to a 

structure site support a stance. A supermajority is when that number 
increases to 70% or more. 

○​ Majorities and supermajorities enable wins in campaigns.​
 

●​ Organizing vs. Mobilizing 
○​ In organizing, we strategically expand our base and bring more people 

into the campaign, by having a credible plan to talk with people who 
are not necessarily talking with us. 
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○​ In mobilizing, we talk to people who we already know agree with 
you—which might be something we do after organizing more people 
into the base (e.g. strike). 

○​ We need to organize first to build our power. 

To sum up, this approach enables campaign wins by organizing and building 
power toward a supermajority within a specific structure site. And to get a 
supermajority within a specific structure site, we need to be intentional in 
identifying and recruiting leaders through semantics and successful 
one-on-one’s, and to assess how much power we have built through big wall 
charting and structure tests so we know when we are ready to mobilize. We have to 
spend most of our time talking with (not to or at) the people who are not talking to 
us, and we have to have a credible plan to do so.​
 

Leader Identification 

To build power and ensure high participation in organizing campaigns, it's crucial to 
identify and engage leaders who are deeply connected and trusted by their peers 
within the workplace or community. These organic leaders gain influence not 
through self-selection or ideology but through their credibility and natural ability to 
take initiative. While it might be tempting to recruit individuals who are already 
pro-issue or well-known to us, they may lack the authentic trust and influence that 
organic leaders hold.  

After identifying these leaders, the second step is to convert undecided or skeptical 
workers, not those who are persistently anti-union, into supporters. Even if it feels 
intimidating or challenging, engaging directly with these leaders is 
essential—especially because the opposition, like employers, will likely be doing the 
same, seeking to identify and recruit these influential figures.  

Organic leaders not only have a base of followers but also play a critical role in 
mobilizing and sustaining collective action, making them central to the success of 
any organizing effort.​
 

This understanding of workers and people with relative power should not in any 
way be construed as saying all people aren’t equally important and deserving as 
human beings, of course they are. 
 
But in community organizing there is an obsession with leadership 
development, not leader identification. One without the other is like a bicycle 
without wheels. It severely limits success and scale. 
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Because the organic leaders are often the very ones most capable of being 
developed as volunteer organizers themselves, magnifying the scale of people with 
the skill of mass mobilization, the community organizing sector's failure on this 
front, and now New Labor’s, produces a movement over reliant on paid staff. Even 
New Labor can’t afford to staff a movement absent developing organic leaders as 
the key skilled flank.​
 
— Jane McAlevy in "No Shortcuts: The Case for Organizing" (2015). CUNY Academic 
Works. 

 

How does this practice strengthen the People, Power, Change framework? 

Organic leaders are already respected and influential within their communities or 
workplaces, meaning they can be prioritized in being activated to support collective 
action. This fits well with PPC’s focus on building a broad base of leadership to 
sustain movements. By identifying and engaging organic leaders, organizers can tap 
into established trust and influence, allowing the movement to gain momentum 
more quickly. This approach also aligns with PPC’s principle of distributed leadership, 
as organic leaders are often positioned to engage and mentor others, increasing 
potential to expand leadership across the movement.​
 

How can the People, Power, Change framework complement this practice? 

Identifying organic leaders is a strategic choice in building power to win, because 
they already have trust and influence within their groups. However, focusing solely 
on these leaders can overlook the importance of developing new leaders.  

Leadership is a practice that develops over time, and investing in people who may 
not yet have the capacity to lead can help build a stronger foundation for the 
long-term sustainability of the movement. PPC develops leaders within a team 
structure, through training, mentorship, and shared responsibility in campaigns. 

Something worth exploring outside of the PPC and O4P frameworks is how within 
larger groups, informal leaders often emerge in subgroups, so understanding group 
dynamics—such as gender, identity, or other shifting alliances—is crucial. These 
dynamics can disrupt traditional power structures, making it important to recognize 
emerging leaders and how they might influence the broader group. A successful 
organizing strategy should account for these informal networks and use them to 
create new dynamics while continuing to build leadership for the long term.​
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How can you incorporate this into your campaign? 

Identify organic leaders who have gained trust and influence in the community 
through their credibility and natural ability to take initiative, instead of leaders who 
are merely pro-issue or well-known. 

​ Conduct one-on-one conversations to identify leaders. Avoid direct questions 
about leadership or respect and instead ask about trust networks and who 
people turn to for everyday problem-solving.  

​ Confirm the role of these individuals by conducting structure tests—these 
are low-risk activities designed to gauge their ability to get others involved or 
take action.​ It may include leaders asking everyone in their department or 
other sub-structure to sign a petition, attend a meeting or wear a sticker. 

​ Reach 100% of your community members through list work and charting. 
Only then can you accurately identify organic leaders, understand 
workplace/community dynamics, and build majority power through sustained 
relational organizing.​​
 

Semantics 

When we talk to the leaders or people we do not usually talk to, what exact words 
should we use? Specific semantics can help us center the active participation of 
the person we are talking to and move them to participate. For instance, do not use 
the word “we” and always say “you” or “you and your co-workers,” and praise their 
commitment to win instead of thanking them for doing a favor. In this way, we can 
get high participation by making the campaign seem impossible without that 
person’s participation.​
 

How does this practice strengthen the People, Power, Change framework? 

Effective semantics can transform people’s understanding of power by enabling 
them to see that their self-interest depends on collective action—through a union, 
not alone—and challenges them to make commitments. 

The language we use shapes how we engage with others and impacts the outcomes 
of those conversations. Choosing words to center the other person’s agency is a 
powerful tool. For example, instead of saying “thank you,” saying “Great! That is how 
you + all of us win” or “Nothing changes without you,” reframes the conversation to 
emphasize collective victory and shared effort. It encourages active participation and 
highlights the individual’s role in the broader collective effort, rather than focusing 
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on gratitude. It frames the conversation in a way that empowers them, encouraging 
them to take ownership of the change process. 

This could be a valuable contribution to the practice of Action and the 4C's, to ensure 
that the way we mobilize aligns with our goals centering the agency of the person 
we are meeting with. ​
 

How can the People, Power, Change framework complement this practice? 

Semantics focuses on the second personal pronoun “you” in a story of now and skips 
over the story of us. By looking only at the immediate interests of the story now, 
there is a risk of the worker feeling isolated, disconnected, or unaware of the existing 
power and hope within their workplace or community. Incorporating the story of us 
can emphasize the shared experiences and values that create community, hope, and 
a sense of power that already resides amongst the workplace or other community.​
 

How can you incorporate this into your campaign? 

​ Affirm the role of the leader/member as central to building power for 
change. 

​ Avoid "othering" leaders/members by suggesting that the campaign or 
union will “solve your problems” rather: "we build power together."​
 

Structured Organizing Conversations 

6-step structured organizing conversations map the steps through which we can 
move the person we are talking to by centering their agency. They fall between a 
one-on-one and a 4C’s conversation. They are longer than a 4C’s conversation 
because they require a deeper exchange about the courage needed to face 
opposition, but they are less relational than a PPC one-on-one, offering less 
exchange of stories, issues, ideas, and resources. 

1.​ Introductions: Set the context for conversation (purpose, what, why, who) in a 
clear and confident manner 

2.​ Issues and Agitation: Find out three things that they want changed (e.g. at 
work) and raise their expectations about the issues 

a.​ If they are visibly agitated, are talking about unfairness, or are 
wondering how things can change, we have the opportunities to move 
them 
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3.​ Education and Vision: Connect their issue to the solution (e.g. a strong union), 
give a vision of how it can be different, and educate on the “how” by giving 
examples of wins 

4.​ Call the Question: Frame the choice and make the hard ask (e.g. to sign a 
card, vote yes to strike, have their photo taken) 

5.​ Inoculation: Ask what might happen when we take action and prepare them 
for the fight so that they do not doubt the campaign 

6.​ Next steps: Ask them to do something specific and manageable (e.g. talk with 
another person), and ask them anything they know regarding the big wall 
chart 

If the person we are talking to objects, affirm their feeling, answer the question, and 
redirect them to their issues with a question. If they say no or maybe to the ask, ask 
“What’s holding you back?” and come back to their issues.​
 

How does this practice strengthen the People, Power, Change framework? 

The 6-step structured organizing conversations align with key concepts like public 
narrative, relationship building, and the 4C’s in mobilizing for action. Education and 
vision within these conversations reflect the story of now outlining the current 
situation, and the dream scenario representing the potential outcomes if collective 
action is taken. Listening closely to the needs and concerns of others is central to 
relationship building, helping organizers better understand the interests and 
motivations of those they engage with. 

Making a hard ask is crucial in both the story of now and the 4C’s. Organizers often 
face significant opposition, and it is essential to ask constituents to take collective 
action, even in challenging circumstances. Agitation plays a vital role here by urging 
people to confront their current reality. It challenges false hope and reminds them 
that change starts with individual effort. Agitation holds people accountable for their 
desires of the world or workplace as it should be, pushing them to take action rather 
than avoid tough conversations. 

Inoculation, on the other hand, prepares people for the inevitable struggles ahead. It 
helps them resist tactics that aim to divide or dissuade them from their efforts, such 
as individual concessions or the idea that organizing is futile. Inoculation strengthens 
resilience by reinforcing the power of solidarity and collective action, ensuring 
individuals understand that they must work together to overcome opposition and 
build lasting power.​
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How can the People, Power, Change framework complement this practice? 

Both frameworks emphasize the importance of issues or interests that are specific, 
material needs or desires, like better wages or improved conditions, that motivate 
people to act. However, PPC recognizes that while interests can shift over time as 
circumstances change, values are deeper and more enduring principles (e.g. justice, 
freedom) that can guide a community's sense of purpose. 

Structured organizing conversations are more procedural than PPC’s one-on-one 
conversations. They can be transformative—helping someone learn about collective 
power (education), imagine what it can achieve (vision), and ultimately commit to a 
campaign (education). PPC relationship building practices can strengthen 
structured organizing conversations through deeper exploration of values and the 
exchange of resources that make a conversation creative, potentially generating 
next steps that were not pre-planned. 

O4P frames conversations around the values that are violated by unequal power 
between employers and workers, but it misses an important opportunity. By 
intentionally exchanging personal stories and shared experiences, organizers can 
build community around other values that unite and inspire action. Bringing more 
heart into structured organizing conversations, by focusing on building genuine 
relationships, can make them more transformational. 

When done properly, agitation highlights the contradiction between a person’s 
values and their actions, challenging them to align their behavior with their beliefs. It 
can be a powerful coaching tactic for leadership development, but it requires care, 
trust, and skills to avoid alienation. Agitation works best with someone ready to 
reflect and grow—someone with potential who needs a push to take the next step 
into their leadership.​
 

How can you incorporate this into your campaign? 

Organizers can incorporate key elements of the structured organizing conversations 
into the Context and Commitment steps of the 4C’s:  

Context:  

​ Issues and Agitation: Identify the key issues the person wants to see changed 
and raise their expectations through agitation—contrasting the workplace (or 
community) as it is versus how it should be.  

●​ Learn and recall their values, self-interest, and the reasons they are 
engaged in their work. 
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●​ Name the specific unfairness imposed by those in power (e.g. the boss, 
company, or target) who have the ability to give people what they 
deserve.  

●​ Use nightmare vs. dream scenarios to make this vivid.  
●​ Ask them to take a realistic next step that challenges them to think 

critically and act with courage, helping them move from where they are 
now toward where they could be.. Provide a clear plan and 
accountability steps. Importantly, you are not responsible for their 
emotional reaction; the tension you create is meant to spark 
self-reflection, even if the person reacts negatively initially.​
 

​ Education and Vision: After agitation, connect the person’s concerns to a 
broader solution or collective vision (such as a strong union or a campaign 
win), or the dream in the story of now. Provide hope and credibility by offering 
concrete examples of other places where organizing like this has succeeded.  

Commitment reinforcement: 

​ Inoculation: Prepare the person for likely challenges or pushback they may 
face, after securing their commitment. Helping them build resilience and 
clarity about the struggle ahead. For example: “When those in power see our 
community coming together, they might try to scare or confuse people—that 
just means our organizing is working, so it’s important we stay connected and 
have each other’s backs. Will you be ready for that?” ​
 

Charting 

Charting is understanding and improving human social relationships, which is 
distinguished from just mapping where people and places are located. To create a 
big wall chart, first list every worker’s name, then color code their 
commitments—who took an action, who took a high risk action, etc.  

The process begins by charting the workplace or community itself—identifying who 
the workers or community members are, who the informal and formal leaders are, 
and how influence flows within the organization. 

By charting, we can track people’s movements through the steps of the campaign, 
and the leaders can see who they are responsible for. It is recommended that there is 
one leader for every 25 people that are being organized. Leaders are identified who 
can mobilize their coworkers, ensuring the campaign is truly worker-led rather than 
staff-driven. 
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Charting is key as it visualizes that power in a simple list and helps us understand the 
number through real names. Charting, however, only works if we have clear structure 
sites, which we do not always have. If we can get as specific as organizing 4 mosques, 
we may be able to get the list of all names from all 4 mosques, but this can get more 
difficult as larger numbers of sites are involved. There are examples of self-selecting 
groups that used structure tests by defining their own structure sites. 

O4P also touches on the concept of whole worker charting, which is about 
systematically charting each worker’s connections outside the workplace. This may 
include connections to faith organizations, parent-teacher associations, local 
nonprofits, volunteer groups, sports teams, and other community institutions The 
goal is to uncover the full range of social and civic networks that workers are part of, 
which can be leveraged for additional support and pressure during campaigns.​
 

How does this practice strengthen the People, Power, Change framework? 

The quantifiable work towards a supermajority: Once organizers define and target 
their constituency more specifically, they can both locate and mobilize them 
effectively. By setting clear, measurable goals for the number of constituents to 
organize, particularly with the aim of achieving a majority or supermajority in key 
areas, they can strengthen their theory of change. This approach allows for a more 
strategic method of tracking progress and measuring power, providing clarity on 
how to build power needed for change. 

Tracking individual supporters and leaders for a supermajority: PPC could further 
systematize how it builds constituency power through one-on-one conversations, 
uncovering and making resources visible to participating leaders. Building on PPC’s 
Map of Actors exercise, this process could focus on mapping and charting individual 
members and potential leaders, offering a clearer understanding of how to grow the 
constituency over time.​
 

How does this practice complement the People, Power, Change framework? 

Charting questions whether PPC sufficiently captures how power is built through 
repeated, disciplined mass participation. It suggests that PPC may overlook the 
mapping of detailed social relationships to create lasting collective power.​
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How can you incorporate this into your campaign? 

​ Create a chart of every structure site, a definable and reachable social or 
work unit such as a department or neighborhood, and aim to reach 100% of 
members there through your listening campaign. 

​ Set a strategic goal around getting supermajority support that can be 
tracked over time through charting as more community members or workers 
join your campaign. 

​ Use wall charts at strategy meetings and debriefs to make progress of the 
“power with” of your campaign visible. 

​ Update charts with results of structure tests and one-on-one conversations.​
 

Structure Tests 

A structure site is a defined space with established membership, not self-selecting, 
where organizers assess the level of participation and test the readiness of their base 
to mobilize. Structure tests are mini-campaigns—such as petitions, photos, or 
rallies—that serve to measure this readiness and evaluate the effectiveness of the 
organizing structure. These tests help ensure that all potential supporters in the base 
are reached, enabling high participation levels. They assess leadership, test the 
strength of commitments, and gauge the overall effectiveness of the structure. 
Additionally, structure tests foster solidarity and relationship-building among 
participants, creating a situation that can disrupt the opposition. 

In labor organizing, structure tests are strategic, data-driven methods designed to 
measure and strengthen union democracy while increasing participation among 
rank-and-file workers. The process involves escalating collective actions, ranging 
from individual petitions to more demanding actions like rallies, wearing union 
emblems, or organizing marches. These escalating actions help organizers assess 
their ability to mobilize workers and identify strengths and weaknesses within the 
organization. The goal is to build up to a supermajority—ideally 90% or more—of 
workers ready to take action, ensuring that the union is fully prepared when it comes 
time to call for a strike. 

Structure tests are intentionally progressive, with each action being more 
demanding than the last, allowing organizers to identify areas of weak participation 
and address them before escalating to the next level. This gradual approach helps to 
ensure that by the time a strike is called, the organization is unified, strong, and 
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capable of succeeding.​
 

How does this practice strengthen the People, Power, Change framework? 

Structure sites can be seen as the specific locations where our constituencies are 
located. Often, organizers seek to "organize everybody" (e.g., all mothers, all abuse 
survivors, all LGBTQI+ people) without identifying where those groups are situated. 
Focusing on structure sites helps sharpen the focus on the actual spaces or 
communities where constituents exist. For instance, instead of aiming to organize 
Muslims in a whole county, we might target organizing four mosques in that county.  

These structure tests align with peak actions or key tactics in a campaign 
timeline, where leadership and capacity are developed. Each peak represents a point 
in the campaign that signals readiness for a larger action, confirming that the 
necessary leadership and momentum are in place for the next step.​
 

How does this practice challenge the People, Power, Change framework? 

O4P structure test focuses on assessing participation within a clear, quantitative 
majority, because the theory of change is that we can achieve the goal by getting a 
majority (or better, supermajority), while PPC does not require (although it helps to 
have) an understanding of the initial quantitative parameters of the size of our 
constituency.​
 

How can you incorporate this into your campaign? 

When building the snowflake: 

​ Prioritize organizing specific structure sites (communities or locations) 
rather than broad groups to focus resources efficiently. 

​ Run local structure tests that build on the unique resources and interests of 
the local leaders, teams and communities that will build solidarity. 

To assess the capacity of different teams within their snowflake: 

​ Analyze results from structure tests to identify weak points in 
participation and leadership capacity; then address those with coaching, 
training, or other resources. 

To connect structure tests or peak actions with the supermajority goal: 
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​Debrief with leaders how their actions connect to the campaign goals. 

​Use visual tools, such as the campaign timeline, to show progress and 
momentum. 

​ Invite members to share stories of collective action and change. 

​Adjust future tactics based on what is learned. 

​Celebrate wins as proof of collective power. 
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