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Housekeeping Introduce yourself in 
chat box.

We will unmute attendees for Q&A and participation 
in exercises…please be mindful and mute yourself!

Materials can be found: 
organizingtoendtobacco.org/events/



Technical Assistance

One-on-one/group consultation

Coalition Development & 
Strategy

Media Advocacy

Resources

Organizing Toolkit

Campaign Playbook

Materials Translation

Training

Community Organizing 
& Engagement

Media Advocacy

Affinity Calls

Webinars

Tobacco Endgame Center for Organizing 
& Engagement

Serving the community organizing and engagement needs of California's tobacco control community.

Technical Assistance: organizingtoendtobacco.com/SupportGateway



Our Team & Contact Info

Laura King

Principal Investigator

Director of Public Health

Laura.King@Heart.org

Eric Batch

VP Advocacy, AHA

Eric.Batch@Heart.org

Paul Knepprath

Director

Paul.Knepprath@Heart.org

Amber Valenzuela

Field Media Advocacy 
Manager

Amber.Valenzuela@Heart.org

Christian Vierra

Organizing & Engagement 
Manager

Christian.Vierra@Heart.org

Kathy (Toki) Ko

Organizing & Engagement 
Manager

Kathy.Ko@Heart.org

Jamie Morgan

Govt. Relations Regional 
Lead 

Jamie.Morgan@Heart.org

Jacquelyn Marianno

Digital Strategy Director
Jacquelyn.Marianno@Heart.o

rg

Maja Winton

Operations Manager

Maja.Winton@Heart.org

Sarah Williams

Project Coordinator
Sarah.A.Williams@Heart.org

Amber Valenzuela

Field Media Advocacy 
Manager

Amber.Valenzuela@Heart.org

www.organizingtoendtobacco.com
Email: organizintoendtobacco@heart.org
Technical Assistance: 
organizingtoendtobacco.com/SupportGateway

mailto:organizintoendtobacco@heart.org


Agenda

Learning Objectives

Overview of Midwest Academy Strategy Chart

Goals, Organizational Considerations, Constituency People 
Power, Decision Maker, and Tactics and Tasks 

MASC Group Activity: “Tropical Town”

Conclusion

Q&A



Learning Objectives

Understanding the role 
the MASC plays in 

campaign planning.

Learn the 5 Major 
Strategy Elements of the 

MASC.

General understanding 
of completing a MASC.



Midwest Academy Strategy Chart



Individual 
Sections of the 

MASC

Let’s Dive Deeper Into the 

MASC Sections



Goals

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks



SMART Goals

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks

Clear, concise, 
tangible. What, 

who, when, 
why, where?

Specific

Time, money, 
volume, how 
much of how 

many?

Measurable
Goals should be 

challenging but 
not impossible.

Achievable

Goals should be 
consistent with 

other long-
term goals.

Relevant
Create a time 

frame. When 
to achieve the 

result?

Time Bound



Types of Goals
Short, Intermediate, and Long-Term

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks

Smaller victories you must 
achieve along the road to win 
your intermediate goals. 

Short term 
Efforts focusing on current 
policy/policies or campaign goals 
that you hope to win with your 
decision makers. 

Intermediate 
These are goals you and your 
coalition eventually hope to win 
much further down the line. This 
is the big picture goal that your 
campaign is helping to 
accomplish. 

Long term

Goals are the results of your coalition’s aim or desire to be 
tobacco-free in your city/cities.



Examples of Goals

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks

Specific Measurable Achievable Relevant Time Bound

Long-Term Goals Intermediate Goals Short-Term Goals

Definition

Example

What you really want for your community 

in the long run.

“Protect all residents living in multi-unit 

housing within the City from secondhand 

smoke exposure by December 2025.”

“Pass a comprehensive smokefree multi-

unit housing ordinance (that includes all 

homes of two or more units per building) 

in the City by December 2022.”

What policy, systems, or environmental 

change you are trying to win.

An essential step to achieve your 

intermediate goals.

“Recruit a tenant association as an ally 

and help obtain a commitment from 

them to positively influence the Mayor 

Pro-Tem on a comprehensive smokefree

multi-unit housing ordinance.”



Organizational 
Considerations

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks



Current/Needed Resources and 
Internal Problems

Current Organizational/Coalition 

Resources

How Will You Build your 

Organization?
Internal Problems

Definition

Example

What resources do you have to 
contribute now?

What do you need/lack to build 
your organization/campaign?

What internal issues/problems do 
you need to overcome?

100 contact coalition email list

3 non-English language speaking 
volunteers

Community Engagement Coordinator 
trained to conduct surveys 

Supplies: 5 laptops, Zoom License, 3 
printers

 Expand 100 contact email list to 200 
contacts

 3 non-traditional coalition members

 Public recognition: Earned media 
every 6 months in local newspaper

 Supplies needed: Premium Zoom 
Account

 Communication issues

 High staff turnover

 Uneven work distribution 

 Lack of community-based leadership 
where the campaign takes place

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks



Questions So Far? 



Constituency People Power

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks



This tool and process helps you 
to determine your allies and 
constituents and how much 
influence and power each has.

Circles of 
Influence

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks



Constituents and Allies

What to Think About?
• Whose problem is it most directly?

• What do they gain if they win?

• Who else will be an ally on this issue?

• What power do they have over the decision 
maker (DM)?

• How are they organized, where can you find 
them?

• What risks are they taking?

Constituents
Those impacted by the policy 

that have the capacity to engage 
and support your campaign. 

They are not opponents, but 
they may be people or 

organizations who could be 
persuaded to become 
supporters or allies.

Allies
Individuals and organizations with 
a vested self-interest in the issue 
and who can/will support your 
campaign, but not a coalition 

member.

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks



What to Think About?
• What will your victory cost 

them? 

• What will they do/spend to 
oppose you? 

• What power do they have 
over the decision maker? 

Can you neutralize and/or 

divide opponents?

Those who will, or may, actively 
stand against your campaign and 
policy. 

Opponents are not decision 
makers.

Opponents

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks



Examples of Constituents, Opponents, 
& Allies

Constituents Allies Opponents

Definition

Example

Those within the jurisdiction impacted 
and have the capacity to engage with 
your campaign and support your issue.

Individuals/organizations with a vested 
interest in the issue and who can/will 
support your campaign.

Those who will, or may, actively stand 
against your campaign and policy. 
Opponents are not DMs.

• Who: Local University Student
• Role: President of a student union 

leadership group. 
• Interest: Personally affected, common 

interest, expand their network, 
leadership development use and value 
their existing skills.

• Impact: Will write letters of support, 
testify at City Council meetings, engage 
their membership.

• Contact Information: [email, phone]

• Who: Employee for non-profit public 

health organization.

• Role: Field Advocacy Manager

• Impact: Able to write letters of support, 

testify at City Council meetings, and 

provide technical assistance; can lobby 

DMs.

• Contact Information: [email, phone]

• Who: Director of a pro-vaping 
organization. 

• Role: Director, leadership
• Impact: Able to lobby DMs using 

cultural/religious traditional argument 
and well-funded opposition tactics.

• Contact Information: [email, phone]

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks



Decision Maker

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks



This tool and process helps to 
map the personal and 
professional background and 
relevant interactions of the 
decision maker. 

Decision 
Maker Matrix

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks



Building a Decision Maker Profile

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks

Policy 
Position

Electoral 
History

Relevant 
Past Voting 

Record
Relationships 

Allies



Example of 
Decision 
Maker Analysis

DM Example #1 DM Example #2 DM Example #3

DM

Approach

Council Member A

• Position: Undecided
• Elected by X% of voters
• Research: Utilize information obtained 

from your DMM & COI for this table.

How much and what kind of power is 

needed to influence and gain the support 

of the undecided decision maker? 

Example: Councilmember A is affiliated 

with the Boys & Girls Club. Coalition 

could work to gain Boys & Girls as an ally 

to influence Councilmember A and gain 

their support. 

Council Member B

• Position: Leaning Yes

• Appointed by Mayor to vacant seat

Coalition must solidify the DM’s support 

and get a direct commitment from them.

• Critical that you use your power to 
move them into the fully supportive 
position.

• Once the DM commits to supporting 
the policy, you need to confirm it.  

• Watch for opponents working to flip 
the DM back to a less defined position.

Mayor Pro-Tem

• Position: Solid No

Rarely should you use time and effort on 

a DM that is a known opponent of the 

policy.

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks



Tactics and Tasks

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks



Tasks and Tactics

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks

Tasks 

Assist and support your tactics

The to-dos/errands 

Tactics 

Aimed at a specific DM 

A demonstration of your coalition’s 
strength, power, and breadth 

Realistic and related to your 
organizational considerations 



Tactics 
Examples

Media events Earned media 
(op-eds, LTEs)

Petitions 

Letter writing 
campaigns

Rallies Testimony at a 
hearing 

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks



Tactics and Tasks Example

Tactic: Conduct one-
on-one educational 
meeting with City 
Councilmember. 

Task List

Goals Organizational Considerations Constituency People Power Decision Maker Tactics & Tasks

Arrange a meeting with the Councilmember

Develop and/or find a Fact Sheet for DM

Hold a preparation meeting with coalition members

Collect letters of support to present to Councilmember

Develop Thank You letter



Tropical Town MASC Exercise
Please go to organizingtoendtobacco.org/events/ for 

Tropical Town Scenario and example completed MASC.



Questions & Answers



Conclusion

Utilize the MASC as a strategy development 
and strategic planning tool. 

The MASC allows your coalition to 
systematically realize your coalition’s 
power and helps achieve your goals.

In order to effectively complete your, MASC 
you must first complete your DMM and COI.



Upcoming 
Events

Subsequent webinars in this 
series require additional 
registration. Please see schedule 
below. Registration links can be 
found in Partners and OTIS.* 

Topic: Key Tools: Decision Maker 
Matrix and Circles of Influence
When: 12/03/2020 @ 1:00 PM
If you do not have access please email 
organizingtoendtobacco@heart.org

Please take the Webinar Feedback Survey 
for today’s presentation! Link is in chat box. 

surveymonkey.com/r/EndgameCenterTraining

https://nam11.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.surveymonkey.com%2Fr%2FEndgameCenterTraining&data=02%7C01%7CSarah.A.Williams%40heart.org%7C9364e053bfda45ec7a6208d866ee00d7%7Cceab0fb5f7ff48b4a0d09f76ef96ecf9%7C0%7C1%7C637372519692218071&sdata=%2Fp%2BUZBdDZqMD6JJX4WYCiGVZMF4tfgRk78N4bNj8UlI%3D&reserved=0

