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	Goals
	Organizational Considerations
	Constituency People Power
	Decision Maker (DM)
	Tactics and Tasks

	Goals are always concrete objectives to improve lives. They should be SMARTIE (Specific, Measurable, Achievable, Realistic, Time Bound, Inclusive, and Equitable).
	Be specific and quantitative! How much, how many? Use Numbers.
	Be specific. These are individuals and not institutions. List the name of the specific person in each organization.
	Decision Makers can vary depending on your Tribal governance structure. Decision Makers are ultimately the individuals or governing body that has the ability to pass the policy. 
	Tactics are activities that directly engage a DM. 
Tasks are activities that support achieving a tactic. These are how you will show support to the DM so they will say yes to the goals.

	Long-Term Goal (Vision for your community) 
What you ultimately want to accomplish.


Intermediate (Policy Objective)
What you are trying to win now.


Short-Term (Intervention Activities)
A step toward the intermediate goal.
	Current Organizational/Community Resources
What resources can you put in now?
· Staff available 
· Social media lists
· Time available
· Office resources (space, technology, equipment, etc.)
· Budget

How will you Build Your Community?
· Number of new members needed
· Consideration of the level of engagement and diversity of members. (Tribal Elders, Tribal Youth, Tribal Administration, Tribal Allies)

Internal Problems
How to resolve or reduce. 
	Who cares about the issue: Constituents and Allies
· Who would benefit most from the passage of this policy?
· What do they gain if they win?
· Who else will be an ally on this issue?
· What relationship do they have with the decision maker (DM)?
· How are they organized, where can you find them?
· What direct impacts may come from their support?

Opponents
· Are there opportunities to inform and educate your opponents?
	Decision Makers 
· Map out your own Tribal governance structure as it applies to your policy. 
· Elected or appointed?
· Do you have electoral power?
· Identify the relationships you have with the decision makers and their trusted network to inform and educate them. 

	Show Support Directly to the DM
· Letter/email writing
· Petitions
· 1 on 1 meetings with DM
· Community Events
· Leaflet Distribution

Public Education and Community Building
· Community Forums
· In Person Training Events
· Community Events
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[bookmark: _Toc52817656]Separate Elements of the MASC
[bookmark: _Goals][bookmark: _Toc52817657]Goals
Goals are always concrete objectives to improve lives.
	
	Long-Term Goals
	Intermediate Goals
	Short Term Goals

	Definition
	What you really want for your community in the long run.
	What policy, systems, or environmental change you are trying to win.
	An essential step to achieve your intermediate goals.

	Outside Tribal Governance  
Example
	“Protect all residents living in multi-unit housing within the City from secondhand smoke exposure by December 2025.”
	“Pass a comprehensive smoke-free multi-unit housing ordinance (that includes 100 percent of homes, and spaces within 25 feet of all windows and doors) in the City by December 2022.”
	“Recruit a tenant association as an ally and help obtain a commitment from them to positively influence the Mayor Pro-Tem on a comprehensive smoke-free multi-unit housing ordinance.”

	Tribal Governance Example
	“Protect all residents living in Tribal Housing from secondhand smoke exposure by January 2027”
	(Policy Objective)
“Enact a comprehensive Smoke Free Housing policy for tribally held properties by June 2026.”  
	1. “Educate and recruit tenants.
2. Encourage a voluntary smoke free policy.
3. Engage the housing board.
4. Meet with Tribal Council”
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Organizational Considerations
	
	Current Organizational/ Community Resources
	How Will You Build Your Community?
	Internal Problems

	Definition
	What resources do you have to contribute now?
	What do you need/lack to build your campaign?
	What internal issues/problems do you need to overcome?

	Outside Tribal  Governance Example
	· 100 contact coalition email list
· Three 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.
· Need to recruit three non-traditional coalition members.
· Public recognition: Earned media every 6 months in local newspaper. 
· Supplies needed: Premium Zoom Account 

Tip: Having a robust number of constituents and allies is important, but more helpful is determining the quality of skills and support from your core supporters.
	· Communication issues
· High staff turnover
· Uneven work distribution 
· Lack of community-based leadership where the campaign takes place

	Tribal Governance Example
	· 2 Tribal Staff
· Supplies: 5 laptops, Zoom, Printers
· Other Tribal Program Staff (List their position)
· Tribal Mailing List
· Tribal Housing List
	· Staff development training. (Tobacco Prevention University, Campaign Organizing and Leadership Institute, etc.)
· Need to recruit coalition members, elders and youth. 
· Host a community forum. 

	· High staff turnover
· Internal Tribal policies
· Lack of community buy-in.
· Lack of involvement from Tribal leadership.
· Financial hesitancy because of tobacco sales revenue.

	
	




	
	

	
	




	
	


	
	
	



[bookmark: _Constituency:_People_Power]
[bookmark: _Toc52817659]Constituency: People Power
Constituents are 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. 
The difference between constituent and an ally is that constituents are potential members of your coalition whereas allies are not. Allies will remain outside your coalition but share your viewpoint and will be supportive of your campaign efforts.
*In Tribal communities, this column helps understand and map the community landscape.
Identify the specific person in each organization/institution when completing the table. 
	
	Constituents
	Allies
	Opponents

	Definition
	Individuals and Tribal community in your targeted jurisdiction that are impacted and have the capacity to engage with your campaign and support your issue.
	Individuals and Tribal community 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.

	Outside Tribal  Governance Example
	· Who: College Student at a local university.
· 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]

	Tribal Governance Example
	· Who: Tribal Elder/Spiritual Leader
· Role: Respected member of the community
· Interest: Health and well-being of the Tribe.
· Impact: Education, advisement, spokesperson, influence key decision makers
· Contact Information: List the ways to get in contact.

	· Who: Environmental Protection Agency (EPA)
· Role: EPA Department Director
· Impact: Provide data, testify to the effect of products, testify to decision makers
· Contact Information: [email, phone]
	*In Tribal communities there are minimal outside influences when making decisions on internal Tribal policy. This column will often not be needed if there is no outside influence at play. 
Look for opportunities to inform and educate your opponents?
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Decision Maker (DM)
A Decision Maker (DM) is an individual, not an institution. It is important to be specific and quantitative in this section. 
Remember: Each sovereign nation is unique, so this section will vary for each Tribal governance structure and dependent on the policy objective.  
	
	DM Example #1
	DM Example #2
	DM Example #3

	Outside Tribal Governance DM
	Council Member A
· Position: Undecided
· Elected by X% of voters
· Utilize information obtained from your DMM & COI for this table.
	Council Member B
· Position: Leaning Yes
· Appointed by Mayor to vacant seat
	Mayor Pro-Tem
· Position: Solid No


	[bookmark: _Tactics_and_Tasks]
	Approaches

	
	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. 
	Coalition must solidify the DM’s support and get a direct commitment from them. 

Even if you think a DM is leaning toward supporting the policy, it is critical that you use your power to move them into the fully supportive position. And once the DM commits to supporting the policy, you need to confirm it.  Keep in mind that opponents may also be working on flipping the DM from yes, back to a less defined position.
	Rarely should you use time and effort on a DM that is a known opponent of the policy.

	[bookmark: _Toc52817661]Tribal Governance Example
	Tribal Council: Chair
· Position: Undecided
· Elected: By X Percent/Number of People
· Term: 4 year terms – July 1, 2024 – July 1, 2028
	Tribal Council: Vice Chair
· Position: Support
· Elected: By X Percent/Number of People
· Term: 4 year terms – July 1, 2022 – July 1, 2026
	Tribal Council: Secretary
· Position: Oppose
· Elected: By X Percent/Number of People
· Term: 4 year terms – July 1, 2022 – July 1, 2026

	
	Approach
Often, approaches can be less formal because of the communal aspect of tribal politics. Think of the strategies that would help engage the decision makers such as; building your community coalition, provide educational materials, host community forums, etc. 

	
	Tribal Chairs traditionally serve as meeting conveners and only make decisions when there is a tie. They are the ultimate signatory of passed policies, so having them on board is critical. 
	The Vice Chair is serving as the champion of the policy. Ensure to keep them up to date with data, resources, and rebuttal material. Keep them motivated by having community members send letters of appreciation and provide positive comments. 
	Provide all of the data and information to the Secretary as well as all of the other members on Tribal Council. Identify individuals that can help influence their decisions. 



	
	
	




	Decision Maker
	Position
	Research/Details
	Approach
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Tactics and Tasks
Identify the tactics and tasks for each DM. They may be different from one DM to another. Ensure that the tactics and tasks are associated with the specific DM. 
	
	Decision Maker
	Tactics
	Tasks

	Definition
	
	Tactics are activities that directly engage a DM. Tactics are not mutually exclusive to one DM, you may also develop multiple tactics for a single DM.
	Tasks are activities that helps you achieve a tactic. It is critical to identify and itemize the individual tasks needed to achieve each tactic.

	Outside Tribal Governance Example
	Council Member A
Elected by Voters

Position: Undecided
	Coalition members will send emails and make phone calls to Council Member A and recruit other contacts to join in this activity.











Coalition members will host a town hall on their issue and invite the DM to attend and participate.
	· Recruit #__ volunteers from Council Member A’s District.
· Train volunteers on best practices on how to effectively communicate with DMs. 
· Coordinate time and space for phone banking.
· Draft emails to send to DMs.
· Draft phone scripts for volunteers to utilize.
· Send emails to DM’s.
· Deploy volunteers.
· Coordinate a time and place to host the townhall.
· Secure relevant allies and key stakeholders to attend and participate in the town hall.
· Invite supporters from your community to attend the townhall. 
· Secure the attendance of the DM.

	Tribal Governance Example
	All Tribal Council Members


	Set an educational visit or presentation at tribal council meeting
	· Provide recent data
· Prepare 1 elder and 1 youth to speak in support.
· Provide draft of the recommended policy.
· Have a fiscal analysis plan.
· Have Tribal staff on hand to answer technical questions about the policy.

	
	All Tribal Council Members

	Community Letters of Support
	· Create the letter.
· Organize a door knocking campaign to get sign-ons.
· Collect at the community centers.


	Decision Maker
	Tactics
	Tasks
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Midwest Academy Strategy Chart for [Add Community]
	Goals
	Organizational Considerations
	Constituency People Power
	Decision Maker (DM)
	Tactics and Tasks

	Goals are always concrete objectives to improve lives. They should be SMARTIE (Specific, Measurable, Achievable, Realistic, Time Bound, Inclusive, and Equitable).
	Be specific and quantitative! How much, how many? Use Numbers.
	Be specific. These are individuals and not institutions. List the name of the specific person in each organization.
	Decision Makers can vary depending on your Tribal governance structure. Decision Makers are ultimately the individuals or governing body that has the ability to pass the policy.
	Tactics are activities that directly engage a DM. 
Tasks are activities that support achieving a tactic. These are how you will show support to the DM so they will say yes to the goals.

	Long-Term
· Add


Intermediate
· Add


Short-Term
· Add


	Current Organizational/Community Resources
· Add
· Add


How will you Build Your Community?
· Add
· Add


Internal Problems
· Add
· Add

	Who cares about the issue: Constituents and Allies
· Add
· Add


Opponents
· Add
· Add
	Add Decision Maker
	· Add
· Add

	
	
	
	Add Decision Maker
	· Add
· Add

	
	
	
	Add Decision Maker
	· Add
· Add




Specific


Measurable


Achievable


Realistic


Time Bound


Inclusive


Equitable
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