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To: .Planners of the Staff Meeting -

Some Suggestions in.Answer-to-Questions Raised by the ""Memo':
1. The structure of SNCC should flow natura 11y and logically
out of what we -do,-because the people who are doino- shesld
have direct ‘representation in top pelicy-making, ;

So the 1mnortant question is: what shculc we be dnmmg? We
need to avoid travellna only in the crooves created by our
past travcls-'we need to start from scratch and thlnk abeut
what SNCC is pecullarly suited to no, what 1is most important.
¥ would attemnt an anser as follows' ? |

SNCC is best su1ted to be a relatlvely small mnblle, strlklnv
ferce, nuerrllla flchters in the fleld of social chanae,pwho
will oo into the heart nf where ﬂroblems are Oeenest awaken
people in the locallty and in the netlnn, arouse the klnd of
tensions anﬁ antawonlsms that are healthy, 1nd create pockets
of power all over the nqtlon which remain out51ﬂe the OfflClal
channels of power hut hombard these channels w1th demonstratlonr
of what is wrone in the natlon and wh t is the way neoonle
‘should reelly live in a Just soc1ety.

This'means; I‘think: ”rﬂaanan nennle (in whatever forms
of'efqanizatioh are most effective in the lecality, whether
voters' learues, or local "movements", etc.,) in the Black
cBeit; u51ng a handful of SNCC senple in each lncallty and only
hevihp an when there is a new handful nf SNCC staff people
recrulteJ in the area, to take the nlace of the old It means
alsc orwanlzlnrT in selected whlte communities, It means
organizing in urban as well as rural areas, because the prohiems
Vof heenle become concentrated in the cities. It means organ-
izing in scuthern colleves, Neoro and white, constantly
recruitinq new yﬂung peOple to po out nf the academic world
into the communities; |

2, In organizing peenle, around 1ssmes and actions which
dramatize Lhelr problems, SNCC needs to b901n using the tactic
it madefamous: nonviolent dlrect a ctlnn to tackle ﬁrobieﬁs
outside of lunch counters and outside of VOtlnP, in relation
to issues like food shelter, clothlnc, medical care, 30bs,
‘justice in the courts in ”ordlnary criminal™ cases, right of
free expre551nn in nress, radlo telev151on, etc, A whole
range of 1mao1nat1ve new ways of demonstratlnn the wrongs in

these areas needs to be ﬂeveloped The 51t-1n, the freedom
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vote, the freedom school, need to te expanded. The basic

idea is ‘that we .'"a ct:'out" -before the nation how thinps
: should he.
B If we really mean to chanwe the natlﬁn, and not Just make
Phlladelnhla, Miss, 11ke ”hlladelphla Pennsylvania and
Jﬂcksnn 11ke New York we need to start educatlno ourselves,
and the ennle we nrpanlze to thlnk eeyond the vote and the
lunch counter to more fendamental chanwes. This means steff
wekimgwtime out to readh to study, to think, te dlscuss—-
not in the way its 1one in the nEficial schanls Qnd colleaes--
but ih a heﬁ way And it means teachlnv whlle we 1earn, goine
back 1nto the communltles of the South, to teach in freedom
schnols, tn shnw movies, to ¢ive classes in communlty centers,
to use mass meetlncs as educatlnnél dev1ces._ In other worlls
SNCC shculd be a corps of organizer- teachers Our "Institutes"
should nour out teachers inte the communltles.
4, This leads to structure. I think what has been wrong in
the nast is that' there has been no clear way nf getting the
oplnlnns Pf the staff on vital matters the Exec. Comm, has
beeh a 1oese ﬂnd 1neffect1ve Froup, nnt really representing
what SNCC has heen ﬂ01no and not able to nlan 1nte1119ent1y,
or to carry nut nlans eff1c1ent1y. The result has_been, throup}
thrnuah nc one persen's fault, to 1eave dec151ons to a few
peOple at the ton, or to 1nd1V1nuals in the field actlnw on
thelr nwn, in other words, both toc much localism and too
much dlctatlcn at the same tlme. Suggestlon: e? Coordlneting
Cnmmlttee he ahnllshed as cutdated. bj The La51c democratlc
bndy he the staff meetlnw which takes place perhaps fnur
times a year and once a year elects the Exec, Comm.
c) The Exec. Comm. should represent what SNCC is doing: it
should havc key peorle from ea ch erea of act1v1ty maklnu-un
the bulk of the Exec. Comm., both prOJect.d1rectors and rank
and file staff memhers. It should have_semeohe representing
the collese program, and semeone“renresnntinn the white
community preject. It should hate the Ch 1rman Exec, Secy,
and perhbns two other key peonle from natlnnal steff head-
querters. Anq the two adv1sors. It should not ch51st of
more than flfteen pe“ﬂle-~1t must avoid those w11d meetings of

th1rty or forty that crowd in on Exec. Comm. meetings and set
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nothins Jene, 7} The Exec. Comm. nust 'e n nlannin- bely,
semethin~ it hos n2t ! een so far,

5. The Ixec. fecretrry is the nerssn wh~a must take res=-
cnsitility f-r carryin: cut Txec. Crmm, Jfecisicns. T'e nust
stayy~ut in the ~ffice, with sufficient secretnarial an
telerh ne an! every :ther kind of ecuirment t~ keen the
or-enization movine an? torether. He cannct le a »ublic
fiure, travellin~ an? sreakin~ and at the same time run
the ~re~onizaticn. Perhans that should e laft to the
Chairman, In cther werl's, «f the tw~ nmeo~le in the arean-
izati~n, cne shrull le free tr n~ve arrund, the ~ther should
stay n»ut and keen SMCC tc~ether.

(At ~ur staff meetin~», in -lannine ~ur a~enla, what we
sh-uld concentrate ~“n Join~ should e liscusse! Lefcre

we et hunes un cn ~reanizatirnal structure.
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