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Drafting Your Field Plan

Here is your choice: You can diligently plan yoanmpaign, updating as necessary, and maybe yoactieve
success. Or, you can decide the plan is not soriantoand definitely, definitely fail. It's not ddeal choice, but
it's what you've got.

The field plan is the campaign’s blueprint for aigt. The field plan is the series of strategies tauatics a
campaign uses to gather the necessary votes tanngtection. The media plan, the finance plan,anithe
campaign’s administrative capacity serves one dagbport an operation capable of gathering the rurobvotes
necessary to win the campaign. The field planas tiperation.

The field plan has four aspects:
1. Calculating Your Vote Goal: electoral victory (gal)
2. Targeting Your Voters (strategy)
3. Contacting Voters (tactic)
4. Timelines and Benchmarks

Your plan must detail the goals, strategies, anoticnecessary to execute a successful campaign.

Part 1: Calculate your vote goal.
Months before Election Day, a campaign should khow many votes the winner will need to receive tgcton
Day. This is a known number, specific to the campsai district, which can be calculated even betbeestart of
the race. This number is your win number — your aign’s overarching objective is to reach that nembA
good Field Director will memorize this number edrythe campaign.

Campaigns are fueled by resources. With few exaergtithese resources are limited. Most campaighsewer
have enough money, time and volunteers to talkéoyevoter. But we also don’'t need to talk to eveojer. Most
campaigns must achieve a simple majority (50%-+g dampaign must prioritize those voters who arstriikely
to vote (and votéor your candidate!) before it can spend resourcesvernyone else.

To estimate how many votes we need to win an electve use the following formulas:

1. Registered Voters x Projected Voter Turnout = Egected Vote
2. Expected Vote + 2 + 1 = Number of Votes We Ne&dWin

The number of registered voters in a district carobtained from your county elections official corh the state
Secretary of State’s office.

Projected voter turnout is a little bit trickierh@ best indicator of future performance is pastabih. However,
not all elections are equal. In 2008, a record rema voters went to the polls and cast their votas was likely
due to the prominence of the presidential race thedlarge investments of many organizations to auand
mobilize voters.

However, in years where there is not a presidest&dtion, like 2009 or 2010, many voters will matrticipate.
Other factors contribute to varying voter turnostveell: open seat elections and high-profile coiitigetraces
have higher voter turnout, whereas underwhelmingdickates and non-competitive races create loweervot
turnout. The key to projecting turnout using pdst&ons is to compargimilar past elections.

Again your county elections official or Secretarfy $tate are the best sources for information atourtout
percentages. Sometimes it can be difficult to finplast election similar to the current one. Irs¢éhmstances you
have to think creatively and compare multiple &bes to inform your turnout prediction.
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Use the worksheet below to calculate turnout fgiven race:

Turnout in Last Election for Same Seat
a) Year:
b) Total registration:
c) Total votes cast:
d) % Turnout:

Other Relevant Election 1
a) Year:
b) Total registration:
d) Total votes cast:
e) % Turnout:

Other Relevant Election 2
a) Year:
b) Total registration:
d) Total votes cast:
e) % Turnout:

Use as many relevant elections as you feel negessagach a reasonable average turnout

Total Registration
X projected turnout percentage
anticipated turnout

Calculate Anticipated Turnout

Anticipated turnout
X 0.50

Divide By Two = 50% of anticipated vote
50% of anticipated vote
Win Number: r 1

= VICTORY

Many field plans calculate 52% or more to use as thVote Goal to achieve a margin of safety.
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Part 2: Targeting Your Voters

Once the campaign figures out the vote goal fordik#ict, the next task is to figure out wheregtd these votes.
Because the campaign does not have enough timglep@ money to sit down and target every singlerin the

district, targeting is used to see where theseuress can be spent most efficiently. Targetingnisegercise in

resource management.

Campaigns seek to influence two kinds of voter Wigina- whether the registered voter shows up te vand who
the voter will end up supporting on Election Day. hderstanding which behavior the campaign sexkfidange,
targeting helps us shape the campaign’s message.

A campaign targets voters using three methods: €l using geographic trends, targeting using rvbistory,

and targeting using polling data.

Geographic Targeting

Not all elections are the same, and not all votgesform equally.
Similarly, not all placeperform equally. For example, most Democral
voters often come out of the cities. Do we wanivio the rural counties?
Of course we do. But when considering a campaigmited resources, it
makes sense to utilize the strongest precinctsspedd resources wher,
they can make a difference in the election. Inltimg term, this creates :
problem because campaigns do not make investmetiiese low-support
areas necessary to increase its support. But cgnmpaan not make long
term investments in anything. A campaign is nobraglterm entity. In its
short time, a campaign exists for only one goafjdmer as many votes 3

Why can’t the campaign be in
every precinct?

Campaigns are shomrm entities
with limited resources. To corre
longterm problems like the lack
investment in low Democrat
performance areas, a lotgm
entity is required. Campgns are
not an appropriate entity. Ple¢
see the section in this manual
long-term precinct organizing.

possible at the lowest possible cost.

Calculating vote goals at the precinct or distiestel will assist in identifying how much peopléeneé and money
should be allocated to each region. Certain gedigageas have specific voting rates and partiphits @igain and
again over many election cycles. The Field Planiirgrcise in Appendix A will help you determine thest use
of your campaign’s limited resources.

Precincts can generally be divided into three eateg: Democratic Base precincts, Swing Precinctd a
Republican Base precincts. Democratic Base precvmtie Democratic more than 65% of the time. Thaese
true of the Republican vote in Republican Baseipots. Swing Precincts are split Democratic andu®dépan. An
analysis of the district’'s precincts will show @imicampaign can win just by turning out its basecimcts, or if it
needs to target swing or even opposition districts.

Targeting with voter history

Most districts’ voter rolls will show with which P a voter is affiliated and if/when that votersheoted in the
past. This information is public. By utilizing ive can identify which voters are most likely to sislow profile
election and which voters wouldn’t dream of missamgelection.

Frequent votersare people who go to the polls for almost evergteda and almost every yesd
We do not need to do much to motivate them to \R&ther, we just want to make sure that when
they vote, we have given them the education th&gdre support our campaign. The term “4x4
voter,” for example, means a voter who has votedllifiour of the last four elections — including
primaries and off-year elections.

=
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Voter History Targeting Guide

Box A: These people always vote. Sometimes they vote Dextio, sometimes they vote Republican. Your
campaign must persuade them to vote Democratict Mfogour resources leading up to the Get Out TiogeV
(GOTV) phase are spent talking to these voters.

Box B: These people always vote Democratic, but theytdiways vote. You do not need to persuade thermwho
to vote for, but you do need to drag them to thksptn the GOTV phase of your campaign, these [geape the
top priority.

Box C: These people sometimes vote. Sometimes they oot Republican, sometimes they vote for a Democrat
This is the most resource-intensive group of votertsof A, B, and C, because many of those youateyade will
not vote. You will need to spend resources Idemtifyf{IDing), Persuading, and GOTVing these voters.

Box D: These are ideal Democratic voters. They always,vantd always vote Democratic. Contact these soter
early in the campaign to build your fundraising ammdunteer base. You don't need to spend moneyupdisg
them and need to spend relatively little on getthrgm out to vote.

Box E: These voters never vote. Spend resources on fleegde if and only if you have saturated the voters
Boxes A, B, C, and D. Most campaigns do not haeadisources to waste on these voters.

Box F: These are solid Republican voters. The campaigaldmot spend resources on these voters.

Partisanship
Strongly Strongly
SupporttJndecide(Opposes

1) 12,34 (5

Always D
\Vote Super- A F

(4x4) voters | Persuasion

Sometime. B

Vote Dem C F

(2x4) GOTV | Persuasion #
Never

\Vote
o4 | E E | F

Turnout
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Identifying the voter’s past performance answeesdghestion of which behavior to influence. Frequetérs will
likely show up for the election — the campaign reeedmake sure that those voters vote for the dghtlidate.
Infrequent voters might or might not show up. Thenpaign needs to identify which of these voterpstuphe
candidate, and make sure these supporters votd. &ihgou tell about the voters below?

2006 Primary 2006 General 2008 Primar 2008 Génerad
Smith, Al X X 2x4
Stevens, Sally X X X 3x4
Thomas, Bill 0x4
Thompson, Jan X 1x4
Thompson, Tim X 1x4
Orville, Wright X X X X 4x4

Who is the most likely to vote in the 2008 Primary?
Who is the most likely to vote in the 2008 General?
Who is least likely to vote?

Using a Voter File

In addition to the publicly available voter roligur local party may have access to a Voter File/oter File
combines the publicly available data with informatgathered through voter contact. By calling gevon the
telephone or speaking to them face to face, a campgan determine how likely they are to suppa@pecific
candidate, party or issue. As you contact morergaind update your voter file, it becomes possibtarget
specific voters based on how frequently they voiefar whom they usually vote.

In 2005, then DNC Chairman Howard Dean investeal single online voter file for the Democratic Parfiyhis
voter file (commonly known agoteBuilder) is made available to all state parties by the Daatic National
Committee. Rules for accessing VoteBuilder varyalidrom state to state and there are a few stelese local
or private voter files are still widely used. tyare unsure how to get access to a local vdegtyfiu should
contact your County Democratic Party.

Targeting with Constituencies

Certain demographic groups (African Americans, h@di Jewish Americans, single women, union memiggcs),
consistently support Democratic candidates overuBlggans. When planning your field program, beesto
consider how you will reach out to these constities to build support in their communities. Usyadliere are
already established organizations in your areart@esent these constituencies. The key to Imgldupport is to
reach out to these organizations both early ardathe campaign. If possible, it's good to cartdubaseline poll
to identify constituencies where your support isrsfj or where persuadable voters can be found.

Build Your List - Collect information on organizations you plartdeget. Names, addresses and phone numbers of
key leaders or officers are needed.

Meet with Key Leaders early -Gaining the support of key members of these orgdioizs is the best way to
convince members of these groups to support yaupagn. Be sure to stress where your campaigm ssipport
of the group’s goals, but be careful not to paraddlip-flop on any public positions you have taken

Candidate Scheduling -Get your candidate in front of the constituencieg’ye identified as important to your
field effort. Meetings, community dinners, fundwis, etc. are all ways to expose your candidate diverse
group of voters.

Endorsements- A public endorsement is a great way to gain supinrough constituencies. Make sure that the
organization is communicating the endorsementea thembers.

Niche Media - Many constituencies have specific media platithat are trusted conduits of information for the

community. Local newsletters and radio are padity useful. Make sure your Earned Media plagéss these
media outlets.

28



DEMOCRACY * FOR * AMERICA
CAMPAIGN ACADEMY

Part 3. Contacting Voters
Once the campaign figures out where to go and whsady, the campaign needs to figure out how loestach the
voters. The campaign will have a menu of technidaesontacting voters. All of these techniqueswdtidhave one
or more of the following goals:

Identifying supportive, undecided, and opposingwet
Spreading the campaign’s message to undecidedsvoter
Increasing the turnout among supportive voters
Collecting information for future voter outreacHagts

Data Collection

Remember, the goal in any election is to make thae50 percent plus 1 of the Election Day votenspsrt our
campaign. A well-organized field campaign wilhd¢k which voters they have communicated with and ho
particular person is likely to voteCollecting this data is crucial to your voter contat strategy. Many local
Democratic Parties will allow you access to a vditerthat combines the publicly available votegistration data
with party or candidate preference information frpravious campaigns. If no party voter file isitatale to your
campaign, then it is important to create your owstesm of tracking voters’ preferences.

Categories of Voters

There are essentially three groups of voters in al@ction: our supporters, undecided voters, and our
opposition. Unless your local party has a well-kept votés, fyou will probably not know which voters beloimg
which group at the beginning of the election. Amiycontact each voter you will begin to categotizem as
supporters, opponents or undecided. Each of tteegaries requires a different voter contact ssate

Undecided
e Cpponents

Supporters go into our Get
Out The Vote (GOTV)
universe. Our number one
priority is motivating these
people and making sure

Undecided Voters should
receive tailored, persuasive
campaign communication.
And then should be re-
identified.

Opponents should be
eliminated from all future
campaign communications
to ensure that we are not
wasting our resources!

they vote!

=

pt

o More
Contact

L

Think of voter contact as a process of refining emdefining a huge list. The more times you'réeab go through
your list contacting each voter, the more you &ile # tailor a specific message (GOTV or persuggio a
specific voter.
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Types of Voter Contact

The more personal and retail the contact, the grewapact the contact will have. At the same timeking retail
contact with each and every person is extremelyagheling on your resources.

Voter Contact can be divided into two different caggories: High impact and Low impact.

Tactic Impact | Targeted Two- Resource Costs
Way? Time People Money
Canvassing High Highly Yes High High Med
Phone High Highly Yes Med Med Low
Literature Drops Low Sometimes No High High Med
Posters Low No No Med Med Low
Lawn Signs Low No No Med Med Med
Billboards Low No No Low Low High
Human visibility Low No No Med High Low
Emails None Moderately Somewhat Low Low Low

In 2000, Yale political scientists Donald P. Greemd Alan S. Gerber produced Get Out the Vaethook which
guantified the effect of voter contact tactics 08T&/. As predicted, the more personal the tactie, tiore likely
that tactic would produce a vote. As a general, rGleeen and Gerber estimated how many contacts teatib
required to turn out each additional voter (GOTWin

Canvassing: One additional vote for every 14 pespiecessfully contacted.
Phone banks: One additional vote for every 35 pespkcessfully contacted.
Literature Drops: One additional vote for every €ople successfully contacted.
Direct Mail: One additional vote for every 133 pé®puccessfully contacted.
Robo-Calls: No discernable increase in voter turnou

The study indicated that these tactics had graatpect in local (or down-ballot) elections and indrgear
elections. Although these numbers generalize thaifgitant distinctions among different kinds of g, the
research powerfully illustrates the varying degrefesfficacy for each tactic.

What voter contact strategy a campaign employsheilbased on resource realities. The most effettipact will
come from a combination of techniques, designeletas personal as possible and related to oneeartmth in
message and timelinEffective communication is layered.

Example: Layered Communication to Persuade an Udddovoter

1. TV and Radio adsraise voter awareness across a large segment pbphaation.
2. Door-to-door canvassdentifies a voter who is undecided on an issue.
3. Direct mail provides persuasive issue material to voter.
4. Phone bankre-identifies - voter is now in support.
5. Election Day direct mailreminds supportive voter to vote.
Election Day phone bankeminds supportive voter to vote.
Election Day doorknockreminds supportive voter to vote.

We will discuss 3 of the most widely used votertaghtactics on the following pages: Canvassingnhanking
and direct mail.
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Direct Voter Contact: The most cost effective tact for reaching voters

Of all the tactics you can use to get your messagj¢o the voters, nothing has a higher impacs @si cost-
effective as direct voter contact though door krsoghkd phone calls. Canvassing and Phonebankirelbay
traditions in campaigns and should constitute treerstone of any grassroots campaign.

Why Canvassing & Phonebanking?

Is direct voter contact losing its effectivenedd6t according to the most recent studies. Yal&iPal

Science Professors Donald Green and Alan Gerbepa@d the cost effectiveness of various GOTV

tactics in their book “Get Out the Voté!Here are some of the advantages that Canvaasitg
Phonebanking provide over other campaign tactics.

1. Higher_impact than other campaign tactics
The more personal an appeal to a voter, the méeetige the contact has on their actions.

2. Least expensive campaign tactics
Canvassing isn’t cheap by any means and has sgmiéicsint start up costs. However, it is far less
expensive than other forms of voter contact suchisalsility, direct mail or paid media advertisenten

3. Ability to Target Voters
By using public information such as voter rolls gmdvious election data, direct voter contact afigwu

to focus your limited resources on people who agistered and likely to vote.

4. Ability to gather info from voters
Engaging in conversations with voters allows yaampaign to gather valuable information about thes

voters, such as who they intend to vote for andtwdsaies matter most to them.

14
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Canvassing: Rules of the Road

Canvassing is one of the oldest, most versatilenaost effective methods of contacting voters. gtoit is very
time and resource intensive, canvassing is byhfamtost effective voter contact tactic availablgdar campaign.

Canvassing is also sometimes known as ‘Door-knagkin‘block- Canvassin¢ To solicit political support or
walking'. Itis a high impact voter contact tadbiecause it allows to determine opinions or sentiments. T
for two-way communication between the campaigntaedvoter. seek votes. A personal solicitation of vc
Television advertisements and yard signs can hela gampaign’s or survey the public opinion.
message out, but they are easily lost in the dilyy of our - Webster’s Definition

commercial culture. A face-to-face conversatisoajets a
campaign’s message out to a voter, and additioa#ithyvs that voter to ask questions about the akatdiand
express his/her hopes, fears and frustrations dbeuwtistrict and issues that affect his/her défty This
conversation makes the contact more memorablehasdniore likely to influence the voter's behaviarklection
Day.

If you are a candidate in a local election, theresino higher impact you can make on a voter than
personally knocking on their door, listening to thé& concerns and asking for their vote.

Canvassing Preparation
Sample Canvass Packet
- List of voters (walk list) Canvassing is a very resource heavy tactic on peaspivell as time. Before you
- Map of the area can begin to canvass or send others out to dosoged to make sure you know
- Scripts N where they are going and what they are going tonden they get there.
- Candidate position paper
- Campaign literature This information should be assembled together‘aaavass packet’ before you
- Clipboard & pens can begin an effective canvass. A canvass paelseinformation on the voters
- Phone # for HQ who are being targeted, maps of the area beingasard (also known as ‘turf’),
- Bottle of water campaign literature and scripts.

Be sure that your canvassers are delivering thnt ngssage to the right voter.
Are you trying to identify and persuade voters @ you trying to remind your supporters to getand vote?

Your ‘canvass packets’ should be completed thebadgre any canvass is to take place in order tarengour
volunteers’ time is not wasted and they can moweediately into doing role-plays.
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10 Super Volunteer Canvassing Tips:

1. Safety First
Always canvass in teams. Never go inside anyor@sé and be careful of dogs! If you have to eatiemced in

area to reach the door, shake the fence first eadf any dogs are waiting for you. Bring doggeats as a last
resort and to earn brownie points with owners.

2. Dress the Part
Check the weather before you leave. Dress apg@tepyi& wear comfortable shoes! Bring snacks aatew
Look presentable but casual.

3. Know Your Message
Be a brief speaker and a good listener. Do as m@eyplays as possible before hand. Have the strdborized
so you don’t have to read from the sheet and cgagmthe voter in a conversation.

4. 1t's Not Only What You Say

90% of communication is non-verbal. Always be smglivhen a voter answers the door and look thelndreyes.
Take a step back from the door after you knockltmeathem to open the door and talk. Try to hame your
campaign literature if they don’t open the dodfirat.

5. Say ‘1 don't know”
Never guess the candidates position on anythingdufcan’'t answer a question, write it down alonthwheir
contact info and then follow up with the voter late

6. Never Debate

Avoid getting in an argument with a voter in frarfttheir own home. Even if you can win the argutmgau’ll
likely lose the vote. Spend most of your timedlishg, then pivot back to your message. Spendctis time with
people who are open to your campaign instead af tare opponents.

7. Let Them Know You Were There
If the voter isn’t home, write a short note on ybtarature saying “Sorry | missed you.” Leavetdture
somewhere noticeable (think eye level). NEVER éeliterature in the voter's mailbox (this is ILLEGA

8. Know Your Environment
Look for clues about the voter from their home (lpemstickers, kid's toys, type of car, etc). Finday to relate to
them! Show respect by using the sidewalk andcuatiing through yards.

9. Move Quickly

The more doors you are able to knock on each Imaueases the number of quality contacts you caremdky to
knock onat least12 doors per hour with 5 contacts per hour. Avalking to a single voter for longer than 5
minutes.

10. Take Good Notes

The information you collect through canvassingusepgold to the campaign. Write down anything ffuak will
be helpful (be sure to write legibly so othersaée to read and enter the data). After you fifistthe day, note
each voter with whom you’ve had a conversationt®\ip a quick postcard thanking them for talkinghwiou and
asking for their vote.
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Phonebanks

one of the most nexpensive. effective, and resseftciont tacicsto | 1€ speed and efficiency of
contact voters and deliver your message. Althomaglas persuasive as phonebanks makes them ideal
canvassing, phonebanks allow you to reach votetcdnvassers for any type of voter contact

sometimes cannot due to time or geographic congdrai o
- Voter Identification

- Crowd Building for events
- Volunteer Recruitment

- Voter Persuasion

- Get Out The Vote

Keep Good Records

Keeping accurate records is essential to any waetact tactic. With
the high number of contacts a campaign can makephibnebanks, it's
all the more important to record the outcome ohezadl. Be sure to
create clean and easy to understand call sheethaingbur volunteers are trained on how to fiérthout. Info
from the previous night’s calls (who is voting witk, who is not, who has a disconnected numbérsktuld be
entered into a voter file by the next morning.

Create a Positive Working Environment

Sample Phonebank Packet

Keep your phonebanking space clean and organitethould look busy

- List of voters (call list) and inviting to any current (and potential) voluere Have all necessary
- Scripts calling info ready in a Phonebank Packet for vatens when they arrive.
- Candidate position paper Be sure to have coffee,' water and_snacks avaitdla# times. A goo'd

- Campaign literature phonebank manager will push their volunteers toemakre calls while

- Clipboard & pens making sure they are having a great time doingT8onk of creative ways
_\Water & snack to keep the energy and excitement high during dongbank.
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10 Super Volunteer Phonebanking Tips

1. Smile
They can tell on the other end of the line. Keepimor handy to check that you're smiling while you
talk.

2. Connect
Find ways to relate to the person you are calli8gy your full name and where you are from. Beighs
and relaxed.

3. “Ear Glue”
The more calls you can make per hour, the betterfdr the campaign. Keep the phone glued to yaur
between calls. You'll save time and momentum. tbrynakeat least30 calls and 10 contacts per hour.

4. Dammit!

Don’t sound like you'’re asking them a question galgou are. (This often happens without you even
realizing it!) Think the word ‘Dammit’ at the end each sentence to emphasize your point and sound
more assertive and declarative.

5. Stand
Standing while you call keeps your energy and esigtam high. Move around while you do calls to keep
your blood flowing.

6. Be Prepared
Use whatever data is provided about the voter to gdvantage. Is the voter male or female? Yaung
old? Frequent or infrequent voter?

7. Ask questions
Never dominate the conversation. Asking the vopam-ended questions is a great way to get them
engaged in a dialogue with you.

8. Listen more than you talk
Along with asking questions, you should be listgnio their answers. This is especially importahew
it comes to persuasion calls.

9. Take clean notes

Every call is helpful to the campaign no matter ttha results. Wrong and disconnected numbers will
save the campaign time later on. Be sure to gl@aark down the result of every call so it can bsily
and quickly read and entered into the voter file.

10. Forget Your Last Call
Don’t worry if you get hung up on or yelled at. udh it off and quickly move onto the next call.
Dwelling on negative experiences will make you legndly to other voters.
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Direct Mail

Direct Mail mail is a highly targeted voter contsattic that can be used fon
persuasion or GOTV. Although Direct Mail is exp@ssit is much less
expensive than paid media (especially on TV). IBarbudget campaigns
that cannot afford television advertising, direcilnfbecomes the primary
visual medium to promote your campaign.

Advantages to Direct Mail

Mail can be extremely well targeted. With a goodev file, you can send
mail as a follow up to undecided voters contactati@door or on the phong
to tell them your candidate’s stance on their nnogbrtant issue. You can
also send reminders to vote to likely supporteithéndays leading up to the
election.

Direct Mail is also known as the ‘Silent Killer’ bause it is difficult for the

Will they read it?

The disadvantage of using Direct M
is that many voters will toss the
before reading. Usthe following tips
to make sure your mail gets read
the voters.

1) Easy on the text - Less is more
2) A picture is worth 1000 words
3) Don’t use envelopes

4) No white spaces

5) Make it relevant to them

opposing campaign to determine when and to whonrsgoitieach piece,
making it very difficult to respond.

Don't Go Dark

The key to persuading voters with mail is to repdigt hammer home the same message until it sinkStick
with a single interesting and repetitive messagkkansure that once you begin sending mail to temgeted
voters, you do not stop until Election Day. Segdasingle piece of mail in September won't do yoampaign

much good.
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Part 4. Setting Timelines and Benchmarks

So far, the campaign has determined the overadl gotl, targeted voters and evaluated voter cotdatits — all
the aspects necessary to construct a field plaarder to put together a plan, these aspects neuptdzed in the
timeline of the campaign and given benchmarks bicwko measure progress. Unless each aspect gdldhes
measured against the time remaining until the electhe campaign plan is meaningless. The campeaan
increase its finances, it can motivate more gragsractivists, but it can never, never reclaim toae. Campaign
product (voters contacted, funds raised, etc) mugys be measured against the time remaining.

Good plans start at the end of the timeline with diesired goal and work backwards to the presemteléctoral
campaign’s goal is the vote goal achieved by Ebecbay. Each week of the field plan has a goairtd & certain
number of supporters through its voter contact .plagou need 5000 votes on Election Day, your goalthe
week before might be 4800 identified supporterse Week before that your goal might be to have ifledt4600
supporters and so on. These benchmarks determimeéochallocate resources efficiently and allow tlaenpaign to
adjust the plan as necessary.

Once benchmarks are set for the campaign, tacticsaich these benchmarks must be determined. ér tyddo
this, a number of assumptions need to be madeoufneed to identify 200 supporters in one week, hoany
voters will you need to contact? How much time wtilake to contact these voters? What methodsl yred most

supporters per week?

Setting good benchmarks requires you to know hasemation about how quickly your supporters camtect
voters. Remember that the number of househol#tsdok or call is not the same as the number ofrsate the
district. Below are some good rates to determim some industry standards. Remember though, naoar is
specific and a number of factors can alter thesssignificantly. The best way to establish contates for your
campaign is to track them yourself.

Good Rates to determine: Standard Rate:

- Voters per household 1.667 voters / home
- Households knocked / hour 8 - 12 knocks / hour
- Households contacted / hour 4 - 6 contacts / hour
- Phone calls/hour 15 - 20 calls / hour
- Phone contacts / hour 7 - 10 contacts / hour

- % of contacts / attempt 50% contact rate

- % Support / Undecided / Oppose 30% - 40% - 30%

A generic timeline follows on the next page. A cagp plan can be broken down further by week anddyy all
having specific and quantified goals for each tacti
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A field plan can be written in any form — text pguaph, bullet points, or charts - but it MUST betten down. This field plan is a basic summary thar
a campaign starting in June, with a little oveefmonths to plan. The accompanying benchmarkssaiit with the particulars of each district, bueivery
field plan, the majority of your time will be spemt direct voter contact activities. Your detaifddn will be organized by each week and will have

numerical benchmarks for each week and each tactic.

Realm June - July August Early Sept Late September | Early October Late October Election Election Day

weekend

Voter Contact | - Field director - Voter Reg in High - Voter Reg in High - Voter Reg - Voter ID - Finish Voter GOTV all GOTV!
writes plan Dem areas Dem areas Rallies - Begin Election Day | ID high Dem (door to door,
- Determine voter | - Begin Voter ID - Voter ID canvass and| - Voter ID planning pcts., phone banks)
targets, canvass phone canvass and - Early Voting identified +
messaging. - Begin phone bank phone GOTV turnout voters
- Intro Direct for voter ID
Mail piece drops

Voter ID 500 supporter ID 1000 supporter ID 2000 supporter 3500 supporter ID 5000 supporter

Benchmarks (10%) (20%) ID (70%) ID

(40%) (100%)

Volunteers - Build lists of - Recruit and train - Begin scheduling in | - Weekly - Continue Saturday | - Focus on - Recruit for | Volunteers
potential canvassers volunteers for regular | Saturday mobilizations Election Day Election Day | GOTV
volunteers - Begin Saturday shifts. mobilizations, - Daily phone

canvass, focus on vol | - Precinct captains in | focus on voter banking, canvassing
rec't. place contact

- Pct. captains

recruitment

Staff - Hire senior field | - Hire regional - Organizers hired for | - Remaining - Prepare election - Organize - Prepare for | GOTV/

Management staff, regional coordinators, recruit all targeted regions staffing needs day GOTV plan. statewide staff | Election day | Prepare for
coordinators field organizers - District-wide all staff | filled training for Victory Party

- Hold staff trainings training. election day
Visibility - Yard signs in - Continue - Continue visibility | Focus on high | -Signs and Use sound
targeted precincts visibility - Rallies featuring democratic appearances | trucks,
- Major events (i.e. - Rallies featuring | candidate and areas. from all media... keep
kickoff, labor day candidate’s candidate’s Candidate and | targeted visibility high
rally, etc) surrogate surrogate surrogate areas
rallies.

Administrative | - Scout out - Set up regional field | - Offices set up in all - Twice a week - Twice a week - Twice a week | -Daily - Stay in

Systems regional field offices, if needed. targeted areas. reporting from all | reporting from all reporting from reporting contact with
offices, if needed. | - Weekly reports from | - Twice a week coordinators coordinators all coordinators | from coordinators
- Weekly reports | coordinators reporting from all coordinators
from coordinators
coordinators

Material - ID phone bank - ID phone bank - Lit and materials for | - Continue with - Prepare election - Prepare Get -Prepare - Victory party

Resources locations, phones, | locations, phones, canvass lit and materials day plan and Out the Vote signs and preparations
office space, etc | office space, etc for voter contact materials lists, distribute | publicity

election day materials
materials
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Get Out the Vote (GOTV)

The GOTV phase of an election consolidates alkcdrapaign work that has comg It is often said that GOT'
before it. In a closely contested election, a wah-GOTV plan can secure victory ¢an impact a race by arou
for the campaign. The campaign shifts gears irfitts weeks to its GOTV phase] 2-5% of the campaign’
GOTYV is much more than Election Day. turnout.

More and more states are turning to early voting eote by mail which meang Of the Democrats’ 3
that GOTV can begin as early as September. A wail Get Out the Vote| Congressional pickps in
Campaign builds on all previous voter contact éffand is planned months ifi 2006, 13 races were with
advance. GOTV plans vary widely from campaign @ampaign, but the overal| 5% of the vote.

goal is the samévlake sure all of your identified and likely supparnts vote.

Before GOTV Can Begin
The months of work on the campaign’s field planedid up to the final weeks of the campaign in@G@TV phase
of the campaign. Because of this, a number of bmacks must have been hit before GOTV even starts.

Many campaigns see GOTV planning as a procesdétihs near to the election. But well-run campaigresite
their entire field plan with GOTV in mind from theeginning. The GOTV plan needs to be made withrmédion
gathered from months of work in the field prograrhe field plan needs to be built with GOTV consatams in
mind. The GOTV plan incorporates information sushtlze locations and characteristics of supportedsli&ely
supporters. The GOTV plan will also need to pripeitgroups of supporters and the precincts theyiliv Because
of this, the field plan has to start with a goaldentify and/or persuade a certain number of stppand it must
track these supporters on a precinct level.

In other words, the GOTV program relies on a lissopportive voters. Building this list is the jalb the field
program until GOTV begins. Once GOTV begins, themgaign is focused on turning the people on thablig to
vote.

If this list is incomplete by the time GOTV contatarts, the GOTV plan will be less effective.

Goal Setting and Targeting Your ‘GOTV Universe’

You've already calculated your ‘win number’ (50%eflest. turnout) and your ‘vote goal’ (52% of dsirnout).
These numbers formed the basis of your field ptathé previous sections. These numbers and the ymrke
done in the field plan will now form the basis @iy GOTV plan. There are two targets for your GOaftorts: 1)
Identified Supporters and 2) Democratic Base Potgin

1) Most of your voter contact efforts should be téedeat ‘Swing’ precincts (35%-65% Democratic Pearfance).
Every supporter you identify in a swing districtosid be placed in your GOTV universe so that yon easure
they turn out to vote.

2) Look at your Democratic Base precincts (Democrpgdormance = over 65%). You spent time earlyh@ t
campaign building a name for yourself among yowehaut paid far more attention to the swing presifor most
of the rest of the campaign. Now it's time to gal#o your base. Judging by democratic performaratlikely
turnout, how many votes can you expect from theseipcts?

Purchase a precinct map from the local county ielestofficial to help with your targeting. Colooyr base
precincts blue and look for clusters where youtcanout large numbers of voters with fewer resosirce
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Add these two numbers — ID’d supporters and Baserse- together. This is your ‘GOTV universe.’ dwlive in
a Democratic area, or if you've run an aggressede program, you might find that your base votamg your ID’d
supporters meet or exceed your vote goal. You walht to build a GOTV contact plan for your voteospken
down by likelihood of voting. Somewhat likely voseget more contact than very likely voters.

What if your GOTV universe isn’t large enough?
We'd like campaigning to involve very little guessk. That's why it is so important to run an aggies field
plan: The more supporters we ID and persuade,etd® duessing we have to do as the campaign etstdisal
weeks. Unfortunately, not all campaigns are nog¢ &blreach their vote goal through ID’s and exgtiase voters.
For these campaigns, we will need to figure out hovincrease the size of our GOTV universe in a \Weat
produces more votes for the campaign.

1) Turning out potentially supportive, but infrequent voters

Take another look at the high Democratic perforreapieecincts. We determine our turnout projectianshiese
precincts based on previous performance. If theowtr in Democratic base precincts was increasedealis
expectation, the campaign would receive more vdiesusing on increasing turnout in high performaroes
turnout precincts is a resource-intensive strat&@gse precincts usually have low turnout for a lpenof reasons
— reasons which previous campaigns did not overcohfe precinct could have high residency turnover,
inaccessible households, individuals working numsrgobs, etc. If the campaign decides to targesehe
voter/areas, the campaign should take a look affatemrs which lead to low turnout in the targetas. The
campaign must develop a plan for contacting theders. That plan must begin with a goal of how mamyre
voters the campaign can turnout (usually on a poedby precinct basis) with increased contact &gtivi his
number is often calculated as the ‘GOTV index.’

If thought out in advance, this strategy will produan increased number of supportive voters. Ttre@se comes
at the expense of more time, money and peopletossmhtact these voters.

2) Turning out likely demographics

Sometimes you just have to guess. At least make @ducated guess. If you have objective informagtating that
a certain kind of voter is very likely to suppodw candidate, you might decide to add all of #uatl of voter into
your GOTYV universe, including unidentified votef$is most likely occurs if the campaign has actegsolling

information indicating the inclinations of specifiemographic groups. The pollster might find theo-thirds of
women under the age of 50 support your candidatthi$ case, your GOTV plan would be wise to addeahale
voters under the age of 50 to the GOTV universe.nbt add in groups of voters to your GOTV univessiout

reliable, objective information. “Hunches” are tio¢ foundation of a GOTV strategy.

If done with reliable information, this strategynclae a huge help in building a GOTV universe. lieszon having
a detailed voter file (including age, race, sexoime, etc) and an objective source of quantifial@mographic
inclinations.

3) Turning out supporters in hostile territory.

There are reasons we do not spend much time inlfRean base areas. Untargeted turnout work is \ikel
produce more opposing votes than supportive, aigétied turnout work is more expensive on a pernimsis. If,
by GOTV time, your campaign is unable to build @eguately large GOTV universe by targeting baseipces,
ID'd supporters and supportive demographics, tmepaagn might decide that targeted GOTV work in R#jgan
precincts will be necessary.

This strategy is risky because Republican basesateanot need any reminders that there’s even ecti@h in

progress, much less that there’s a Democrat run@@TV in these areas is risky, expensive, and rpiatéy
frustrating.
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Research and Reach Out

Election laws differ from state to state and halwanged recently in many parts of the country. Adstiation of
these laws may even vary from county to county. ilfortance of researching election law and regaiatan not
be understated. The campaign should understand vetgstration timelines, absentee and mail-in ngti
regulations, early voting, poll checking rules, Ipgbening and closing times, peculiarities of difiet voting
machines throughout the district, etc. Electiorninfation is usually kept by the state SecretarySt#te and
administered by the individual counties or countyamizations (Clerk, Board of Elections, etc). Aadion Day,
the individuals overseeing the polling station night be well-versed on election law, especiallg ¢lu the recent
and numerous changes in the law in the last fewsyeghe campaign should have a legal team available
troubleshoot and anticipate potential problemsk®e# local attorneys who have experience in tresia

Chances are, in GOTYV, it's all been done beforet da during the start of the campaign, the GOTasplof the
campaign will benefit from having reached out tdest campaigns, previous campaigns, and the existing
Democratic Party infrastructure. Local groups aciivests who have worked in the district in pastleg might be
able to share their experiences with the campaign.

Additionally, many campaigns will work in the cortef the state’s Democratic Coordinated Campaldre state
Party usually pools resources and data from Dertioarampaigns running in the state in that cyclesMof this
coordination is done between the largest campdgjatewide and Congressional campaigns), but carsdfell for
down ballot campaigns as well. Be sure to ask tidie’'s Democratic Coordinated campaign what it sfaare with
your campaign. The coordinated campaign can beya help for GOTV.

Staffing

As the campaign transitions into its GOTV phaseyrystaffing structure will begin to change. The pagn will
require increasing amounts of staff time and resmsispent on GOTV. Most of the staff will switcheovo GOTV
work. In the final days of GOTV nearly all the $thhs switched over with the possible exceptionsmdy the
scheduler, the communication director, and thenfisedirector in their original roles.

Many campaigns will bring on a dedicated GOTV dioedo plan and execute the GOTV phase, others will
transition the existing field director. Having &gh staffer on the ground who is not distracteciything other
than the needs of the upcoming GOTV phase carhibg& help when the campaign needs to transitionG@QTV.
Researching, planning, and preparing for this fptese of the campaign is a major undertaking aedsto begin
well in advance of the election. The new GOTV dioemeeds to learn about the district and the cagnjsawork

up to that point in a short amount of time. Additily, the new GOTYV director will need to jump iran existing
staff and establish new accountability and repgrtirocedures.

Whether the campaign has the ability to bring @@Qirv director or decides to use the existing Fl@iector, the
campaign must have a clear system of who is acablento whom for the final GOTV phase. As more fstaf
members are added and existing staff is shuffleeryene should be clear on what is expected of thechfrom
whom. As the campaign nears the final stretch, GRE'V director’s responsibilities become increasingteater,
as does the number of staff that report to himeor h
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Prioritize, Evaluate, and Revise

As with any project where your resources are lichitemart prioritizing is the key to successfullaehing your
goal. In GOTV, you prioritize voters and the pretsmthey live in. Much of the GOTV work the campaigill do
utilizes three main tacticstoor-knocking, calling, andmailing. The key to distributing these tactics efficiengy
to figure out which voters and which precincts ggtvassed, called, and mailed for GOTV.

As stated earlier, your GOTV universe consists edpe reliably identified or presumed to be supgrsrof the
campaign. Among these supporters, some voters reguire more contact than others. Among those same
supporters some may need to be contacted by differethods and will require varying levels of reses.

Prioritizing by Voter Behavior
Frequent voters require relatively little contathis group of voters should still receive some aottbefore the
election and should certainly be included on Etecday GOTV voter contact lists.

Infrequent voters will require much more contadie3e voters should be contacted in a number @rdift ways —
phone, canvass, mail, lit, etc — before the elactithey have a record of missing some electionst'savorth
making sure they know this one is important.

Prioritizing by Precinct
Every vote counts equally once it has been cadtgBiting that voter to cast the ballot is not dguaerms of the
resources required. Some precincts may be morieudiffor a person to access on Election Day. Taegaign
will emphasize phone and mail outreach for thegergo

Some precincts have more GOTYV targets than otBesause you Example: Prioritizing Precincts for GOTV
have limited resources, it will be important togetr the precincts| precinct | Perf. Voters| GOTV | Rank
with the highest number of GOTV targets, especitdlyElection 5557 Base 315 501 1

Day when the campaign must distribute canvasserdiddr spent

by a canvasser in a GOTV dense precinct will preduore than an P¢t°>2 | Base | 283 | 183
hour spent in a precinct where there are feweretargLarge | Pct 5-3 | Base 194 177
Democratic Base precincts will almost certainly énakie greatest Pct 5-4 | Swing | 406 166

number of targets, followed by swing precincts imich the [pct 5.5 | Base 135 109
campaign has done its most aggressive voter ID marduasion Pct 56 | Swing | 281 106
work.

OO0l WwWIN

On Election Day, the campaign will distribute vaieers to precincts in the order in which they aerjized.
Priority precincts will be covered throughout thaydpulling out all the voters in the precinct teadist. If a
volunteer lives in a priority precinct he or sh@wld work in his or her home precinct, but this wddbe worked
out beforehand for priority precincts. Avoid serglirolunteers to non-target precincts until all &rgrecincts have
been filled. It's tempting to send volunteers wiverethey want to work, but unless they refuse tokwamywhere
else, priority precincts must be covered before-maority precincts are considered.
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GOTV Tactics

GOTYV contact carries a specific message - “Votedihd repeats this message many times over a strdodpof

time. Generally, the more contact a voter receitles,more likely it is that voter will turn out anite. At times
this may seem to temporarily frustrate the voter, the relationship between number of contacts tambut is

solidly in favor of repeated contacts. This is €&y true of infrequent voters. Ultimately, thedt way for a voter
to end contact from the campaign will be to getand vote.

There are two types of GOTV tacti¢sigh Intensity andLow Intensity

High Intensity GOTV Tactics
The more personal the GOTV contact, the betterédeponse. More personal forms of contact, suctaagassing
are necessary but also resource intensive.

Door Knocking - the canvass
Contact for contact, door conversations yield gneatrnout than any other contact. It's easy towhaway a piece
of literature or even cut short a phone call, buheery and persistent volunteer is difficult toage or dismiss.
That said, canvassing is by far the most labortand intensive form of contact. An efficient cansagperation
requires advance material preparation, adequatmtesr training, and a system of volunteer supienvis

Training for GOTV canvassing needs to be made ntanga Be Prepared for Bad Weather
even for veteran canvassers. The campaign showddgg for a| Rain: Clear plastic cover sheets, found i
number of meetings around the district to serveaasanvass| school supplies section of any store,
briefing and training. reduce smudges on walk sheets when cli|
on the top of the walk sheets.

The canvass coordinator might choose to clustecinots
together if the campaign has many precincts torcovaot very | Rain: Inexpersive plastic ponchos, or ev

many volunteers. If so, be sure to separate basenpts (blind- | garbage bags, will keep canvassers dr

pull) from swing precincts (targeted GOTV). It wil jsp't high fashion, but volunteers w
unnecessarily complicate matters if a volunteemteasigned to| appreciate your thoughtfulness.

more than one precinct needs to execute differe@T\G

strategies. Cold: The campaign cannot provide wa

. clothing for every volunteer, but glove &
A key procedure for GOTV on election is a voterntut | poot warmers can be affable if purchase

reporting system. Work out a plan so that the cagmpenows | in pulk.
throughout the day when its targeted voters haw tzeir
ballots. Many counties allow the campaign to copyisa of
voters who have shown up. The campaign will wantheck
that list against its own list of targets. Thosernitified voters
who have cast their ballots should no longer recegBOTV
contact. Focus your resources on those who havgetototed.
At appointed times in the day, your precinct teaith atheck on
that list and transmit that information back toith¢Q or staging
area.

Cold: Cheap pens can freeze in c
November weather. Use pencils in ¢
weather.

Wind: Clipboards are a huge help, but tl
lose effectiveness if there are too many it
stacked in one. Having a bag, even a gro
bag, wil allow canvassers a better place

A quality canvass program requires supervision.tBy time SUEL sl Glesey C2mPENT MEEWITE

GOTV commences, the campaign will have recruitediaber
of volunteer leaders. These leaders will be resptngor recruiting, training, and launching GOTVlunteers.
Many campaigns use off-site (away from HQ) stagimgas where volunteers gather to receive matesiadis
training. These sites are run by volunteers thepadgm knows and trusts. The staging area(s) istafedy HQ for
any volunteer during Election Day and the actuahgaign HQ is deserted except for core staff andtile Day
attorneys. Precinct materials should be signedwptihe leader and he or she should collect theacomformation
of any volunteer who takes out a precinct.
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Phonebanking
Phone outreach is essential to any GOTV operatiothe days before the election, phone calls ardenta every
supporter in the GOTV universe, with an emphasisnfrequent voters. Use these calls to remind wotdrtheir
polling location, confirm their support of the cadhate, set up volunteers if they have special nemul$ to recruit
volunteers for Election Day. Phones provide thetmoserage of any personal tactic.

Volunteer phone calls have a greater affect omdividual voter, but if the campaign cannot mustprenough
volunteers to cover the list, it would be prudemthire a professional campaign services firm. Viden GOTV
calling should be supervised and done at phoneshartkis ensures that volunteers are making the ealdl that
data from the calls comes back to the campaigrtimely manner.

One of the major responsibilities of the GOTV dioeds securing enough phone lines to make caitisutjh the
GOTV universe. Union halls and businesses (lawdjrtravel agencies, etc) will provide multiple kni¢ asked.
Planning for phone banks requires some calculatiodd some educated guess about rates (these gweses
replaced by real numbers once you have specifitacomates of your own).

Calculating Your Phone Rates —Example
Figuring out key rates in your phone program cdp lieu assess your needs for Election Day.

1) Completion Rate Your GOTV universe mostly consists of people ¢hepaign has already called through the
voter ID and persuasion phase, so you know the etsrdre good. Assume a 75% contact rate after threels of
calls. To figure out how many completed calls tpext, multiply the GOTV unique households by .7&. €alls to
un-contacted base supporters, assume a lower nu@d¥). In this example, we assume that all of G@TV
universe has been contacted at least once befgathidea, anyway).

EXAMPLE
Households in GOTV universe = 4604
Assumed contact rate = 75%
Projected contacts = 34

2) Call rate. The rate at which a campaign’s volunteers canambmoters is largely a volunteer management issue.
Short scripts and on-task volunteers are able vercthe GOTV universe, ensuring that every votezastacted.
The scripts have one simple message: “Get out ated”vA short script with a good phone bank captaight be
able to reach as many as 20 contacts an hourwilhiselp you figure out how many hours of callittge campaign

will need to do to cover its GOTV universe.

EXAMPLE
Projected contacts = 3453
Assumed call rate = 20/hour
Volunteer hours needed = 172

3) Hours available.Election Day, as any other day, provides a fitétagth of time in which calls can be placed.
Election Day calls can begin at 9am and last witrtly before polls close. Now that you know howrny
volunteer hours you need to fill on the phones, willineed to calculate how many phones you needibigling
the available calling hours

EXAMPLE*
Volunteer hours needed = 172.65
Available hours (9am — 7pm) = 10
Phones to fill = 17.265

*A number of factors should alter the above assionpt First, your GOTV operation should ideally apsthe
phone lists and remove supporters who have alreathd from your contact lists. Second, contacts mét be
made evenly throughout the day. The campaign wakerfew contacts in the morning and afternoon,vaitichave
many contacts to make in the evenings. In this @&nyou might decide to keep eight phones filled the
morning and afternoon and 25 or more for the exgnin
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Low Intensity GOTV Tactics

If you campaign doesn’t have the resources to caralhigh intensity GOTV program you can considgngl low
intensity tactics instead. These tactics can peténreach a large number of voters, but the iotjmd each contact
is extremely limited.

Direct Mail
Although lower impact than phones or canvassesctdimail is an indispensable part of GOTV. Unlike tanvass
or phone outreach, anyone for whom you have aneadds guaranteed to receive contact. Just asthétother
forms of contact, you have one simple message: d@oand vote!” Because of this your mail piece $tiche
simple. Include information about where to votecfeaddress would have its precinct printed or stocke mail
piece), why it is important to vote, and contaddbrmation for the campaign office for questions.

Even more than with other direct mail, your GOTVilnmeeds to be timed well. Ideally, you want thiege to
arrive on the Saturday or Monday before the elacWghen in doubt, aim to be a day early.

Literature Drops (Lit Drops)
Lit drops are more personal than direct mail, aodsequently, more effective. It also takes les® tiomcover a
neighborhood with lit drops than it does with a@ss. But just as with mail and canvassing, Lipdrare a poor
tactic to use if they are not targeted. Typicditydrops are done in Democratic Base areas wlegeting is less
important. A tried and true method of GOTYV lit geois door hanging literature with the polling ganformation
for that neighborhood printed on. Though it canelfifective, extra care must be taken with thisitaobt to
accidentally confuse voters with wrong information.

Canvassing takes more people and time, Direct takéls more money. If you have the resources, hawéise
always worth concentrating your volunteers on rgdkr contact (canvassing and calling) and your egoon
direct mail.

High Visibility (Viz events)
Numerous visibility events are traditional in theeyd before a campaign. These events should serwgpase other
than just GOTV. Often these events are set up tangelia or rally volunteers. Visibility events slawnly be
done in places where the candidate is already pojdibn’t want to remind the opposition).

As a solely GOTV oriented event, visibility is aguaise of resources. It is not proven to increagaout by itself.
Your volunteers can engage in tactics more effecthan standing on a street corner. The few secarafbver
might see a volunteer on the road have signifigaetls impact than the time that same driver ceplehd with a
volunteer at the door. This is the same for sthfftaff members are spending time organizing &venlawn sign
distribution, they are not spending time doing mioigh impact work. The key to GOTV is repeated achtand
the most potent contact is personal.

The same is true of standing at the polls. Althotrglditional in many areas, this tactic has evess kalue than
standing on the roadside. People who show up gidhe have obviously already decided to vote. Thaye also,
almost certainly, made up their minds. A good GOgrdgram is focused only on supportive votes. Yooush
already have enough votes to win. GOTYV is the timget those votes out. A volunteer’s time is lsg&nt away
from the polling station, and into the neighborheod

If all the campaign’s target precincts are coveeed all the phone lines are full, the campaignstart distributing
volunteers for visibility.
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Voting in Advance — Absentee, Early, and Vote by Mé

Every state has some form of alternative votingomptThese options usually allow the voter to @agbte in
advance of Election Day, either at a designatedtioe or from the voters’ home via postal mail. Manf these
advance voting options are restricted to segmdrtegopulation, often by age.

Absentee voting is present in some form in allestaT his voting option is often reserved for thosa certain age
or disability. Most absentee laws include allowants students or people who commute to work dupatling
hours. Early voting allows voters to cast theifldital at a designated location such as the couetk’sl office or
city hall. Many states have a vote by mail prograhere the county mails the ballot to the voters tedvoter
mails the ballot back within a certain time framAelvance voting requires an application before nengia ballot,
and has deadlines regarding application and bslibtmissions.

A good breakdown of state by state Early & Absertg#eng laws can be found through the Early Voting
Information Center atvww.earlyvoting.net

Benefits of Early/Absentee Voting

1) Convenient for the Voters €an vote at a time before the election, in thevgmy, comfort, an
convenience of their own hamOr they can take the ballot, in person, to thary office. The voter wil
not encounter your campaign’s GOTV operation.

2) Often incorporates an auditable paper trail (esging by mail). Campaigns can continually checlo
has voted and who hasn't to better target theouess.

3) For the campaign these votes are “in the bank”; wilunot have to spend resources on these peap
Election Day. This is a good investment in resosifoecause it will allow you to start tallying adtuates
and saes you time during the period you need it m

Choosing to incorporate an advance-voting programyour plan is like any other strategic decisi@Ghasing mail
ballots requires time, people, and money. An effegbrogram requires a basic commitment to releasember of
targeted Vote-By-Mail (VBM) direct mail pieces arfdllow-up phone banking to a targeted portion of a
campaign’s supporters. Consider your vote goaltargkting and figure out the best audience for V8Mreach
and calculate the cost per vote. The program shwuelfalyou reach your vote goal and be in line withr budget.

Incorporating Vote by Mail (VBM) and Absentee Voting into Your Field Plan
You can make the most of your state’s advance ggirograms by incorporating them into your fieldmplas
another voter contact tactic. States which have Vd states which have workable absentee balloirmsgents
can open the door to a voter contact program #raintake a big difference in close elections.
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Four steps to a good VVote by Mail program

1) Research- Find out the feasibility of doing any type of WBprogram in the state. Figure out who can
VBM and what process the voter must go through.dees will be important in formulating a plan.
Determine if the campaign can distribute and/omsitipplications (good thing) or if the voter madsit it for
him/herself (not as good). Figure out who votesyeamd why. What issues are important to them? This
be useful for targeted outreach down the road.

2) Integration — Once the campaign determines who the state sitoWwBM, the next step is to determine
who the campaign needs to VBM. Budget your VBM paog into your targeted direct mail voter outreach.
Integrate your VBM program with your voter ID woilkd'd strong supporters should be told about théwB
program, and VBM outreach follows soon afterward.

3) Outreach — The vast majority of voters still do not know yrean participate by advance voting. Those who
do might find the process confusing. Outreach shbeal done via mail, phone, and when possible, girou
the door canvass. Ideally, the campaign can siagliyer the VBM application to the voter.

4) Follow up - In the hassle of every day life, a voter mighgéd about his/her ballot, might have tossed it
out, or lost it. You have little control of thisp & is essential to follow up with every targetester. Usually
voters who have submitted their votes appear orahaty’s voter role after a period of time. Thigl welp
you target your follow up.

Recommended VBM program activities
A campaign can adjust this general plan to fit vaithiven budget and vote goal:

Tactic Message

Phone or
Canvass#1  Identified supporter commits to voting early.

Mailing # 1 VBM application with instructions. Inst ructions should be
clear (have a volunteer read it) and the deadlineof the
applications should be in large bold font. Pre-prin
information if possible.

Phone or Did you get the application? It's important that it is

Canvass # 2 promptly filled out. How can | help?

Mail # 2 Thank you for applying. Here’s what your ballot will look
like.

Phone or Follow up. Did you get the ballot? It's important that it is

Canvass # 3 promptly filled out. How can | help? This call comes no later
than four days after voters receive their ballots.

Mail # 3 Reminder mailing, motivational, urgent. Sibmit your ballot
NOW. Sent to those who have not yet voted.
Phone or Last minute ballot chase for unsubmitted votes befe

Canvass # 4 deadline.

Helpful tips:

- Secure postal permits early. Ideally, get a busimeply permit and/or have applications returnedhto
campaign headquarters (instead of the county 9fficeyou can keep track of your voters. Be sumhtk
with the county board of elections to see if yon tegally collect and submit applications on beludlthe
voter.

Leave a phone number in your mailings for questidhg voter can call the campaign office for aasise
with filling out the information. Be sure to trayour staff.

Messages targeted to your VBM voters need to be@dnearlier because they vote earlier. If youvkno
what issues tend to motivate your district's eadiers, you can tailor your mailings to speak tat fesue.
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Poll Checking (striking voters from contact lists)

Once an individual has voted, the campaign shoaltbnger contact this person. The key is to figpuewho has
voted. Some states and counties allow only cetitifieividuals access to the list, other post thefbr everyone to
see outside the polling area. Some states andiesuwntly allow access to this information at cerfaeriods of the
day, while others allow open access. In any cageGOTV director must understand how volunteersheile get
access to these names to integrate it into Ele&imnGOTV.

Volunteers canvassing a precinct would ideally haasy access to the list by just checking in wlgh polling
official as allowed. Getting these names to thenghbanks can be more difficult. Typically, the camp will
have three checks in the day: One in the morning,io the afternoon, and one before the evening rus

Laws vary greatly from location to location. Cangpes which can not get these names to the phones haitik
spend much of their time with people who do notdheeall at all.

Sample Election Day Schedule

Precinct teams meet at 5:00 a.m. on Election Dagns put up signs at key locations around thengpfilace.
Poll watchers arrive at 5:30 a.m. and supervisg@thparations to open the polls.

7 am Polls Open
Poll watchers/Vote checker begin crossing off ngraed passers begin handing out sample ballots.
Staging areas check in with HQ.
Coffee and doughnuts for volunteers and poll waker
Volunteers begin to arrive at appointed stagingssnd phone banks.

9 am Calls Begin
Vote checker reports names of supporters who'vethes ballots. These names are removed from voter
contact lists for phones and canvasses.
Phones calls to supporters who haven't yet votgihtend continue throughout the day.
Canvassers arrive in precincts and contact supposieo haven'’t yet voted throughout the day.

1 pm Lunch
Precinct captain provides lunch for volunteaiter the regular lunch hour rush.

2 pm Second Run
Vote checker reports names of supporters who'vethas ballots. These names are removed from voter
contact lists for phones and canvasses.
Field/GOTYV director might reallocate resources aditwy to need.
Door knockers make a second run through the precinc

5 pm Third Run
Vote checker reports names of supporters who'vethes ballots. These names are removed from voter
contact lists for phones and canvasses.
Field/GOTYV director might reallocate resources aditwy to need.
Door knockers make a second run through the preecinc

8 pm Polls Close
Poll watcher and precinct captain supervise thimbabunting.
Volunteers clean up signs and other campaign litezaaround the polls.

8:30 pm Victory Party
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People: The Grassroots’ Greatest Strength
Building Your Volunteer Base

People are as much of a resource as money and \ileealready know that you can get people to dotise
money; they can also give you their time. On ag@ds campaign or for any grassroots organizapeople are
the key to building capacity. Activists will do wothat the organization would otherwise need to @agndor for.

The problem faced by many campaigns and organimi® a lack of understanding of how to best w@ilikis
resource. Activists are not a resource to be usterated or taken for granted. Building a base aivists is
similar to building a fundraising base. Each atfiyiursues donors. Some donors give their monegyesgive their
time. Each group contains donors nonetheless, lemdd be treated with the same respect.

FIRST THINGS FIRST —

1) Get a Volunteer Coordinator

If a campaign plans on recruiting large numbenrgaoddinteers, then it is important to task a spedifiividual to
manage those volunteers and make sure they amg bidimed and developed into leaders on the cagmai

Large campaigns with many volunteers should consitting a full time staffer for this position. @gaigns with
fewer volunteers can combine this position intotheo(usually the Field Director or a Field Orgam)zor recruit a
‘Super-Volunteer’ to help with the position. Eitheay it is important that all campaigns have sspardedicated
to ensuring its volunteers are managed and develogfmperly.

2) Make A Needs Assessment

The first task of any Volunteer Coordinator is take a Needs Assessment for the campaign. Theglaéns by
meeting with each department on the campaign awdddfit what they could use volunteers’ help wiever be in
a position where you have volunteers with nothindd. This will suck the momentum right out of yaampaign.

Document where you need volunteers, how many yad,nend when you need them. This needs assessment
should be broken down by department and date @. tifou might need help with data entry on Wednesdaya
mailing on Thursday, and on a canvass on Satuftlagck around to see when people need volunteers.

It's often helpful to have a list of odd jobs armhstant tasks posted up on the wall somewhere tedwcan see.
If you have a surplus of volunteer time, or an yeted eager volunteer, this list is availabledoyone to plug
into.

Volunteer Recruitment
The first step in utilizing people as a resourgst as in fundraising - is to understand the denmiotivations and
the organization’s needs.
Motivation: Why Do People Volunteer?
- Passionate about an issue(s)
Recognition/ Feel Useful
Loyalty/Aversion to Party or Candidate
Opportunity for Advancement, Networking
. Social
No reason is better or worse than another. The ritapbthing is to figure out what motivates pedplelonate their
time. Remember that they are getting somethingadwtolunteering for you. Once you've figured whaiat
something is, you can get the most out of your maers. Getting the most of your volunteers is a campalgih s
The first time the volunteers come through the daas generally because of the candidate. Thersgtime, and
every time thereafter, it is because of YOU.
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Where do | start?
Not surprisingly, the principles for recruiting aists are similar to those for raising money:

1) Start close to home. Who do you know?

2) Then, cast a wide net. Here are some ideas for

3) Recruitment builds the campaign; always be iitogy recrumnq volunteers:
4) The best recruiters are existing volunteers. Former volunteers
. Friends and Family
SOCIQI Events- BBQs, Meet-and-Greets, etc — are great for Voter lists
recruitment. Sign-in lists from events
) L . Donors
Hey, how are you? Remember to sign-in here, jaste remember to Church. Svn
tell you when something is happening in your nesghbod. Drinks are uren, synagogue,
1 Mosque, etc
over here.
- Work colleagues
Volunteer Events— Bring-a-friend components to your existing . Women'’s groups
volunteer activities will boost your volunteer reitment by - Minority groups, ethnic
encouraging volunteers to engage their network®ntives and associations
friendly competitions work well. . Environmental groups

Service Organizations
Dem Youth groups
Dem Party Activists
Labor unions

Peace and Justice
groups

Senior organizations
Fraternal Organizations

“Our EMERGENCY meeting is TOMORROW. The electiaiais - Alumni groups
away and the opposing candidate is outrageous. ¥ieighborhood is - Student groups
important and | need your help. Oh my goodnessyocancome? Busy?,

How about Thursday?”

“Always happy to have some Little Rock for Obamlanteers at our
event. | heard the Little Rock for Clinton peopte also coming. | think
they said they’d bring 20 people. How many canalbbring?”

Recruitment Events— Kick-off meetings, ‘emergency’ meetings, et
— are explicitly all about recruitment. People attdecause they know
something is up and they want to see what'’s next.

*Remember, busy people are
more likely to say yes.

(Why do you think they're so
busy?)

What do | do? - Common Recruitment Tactics
- Volunteers referring other volunteers
Outreach to other organizations
Phone banks
Canvassing
Email announcements
Flyering, Tabling, and Posters

Some tactics are more effective than others. The personal the outreach, the more successfuetitaitment
tactic. Personal outreach often takes more timegekier, and the trick is to find the right balance.

Volunteers referring volunteers is by far the liastic because the campaign spends no additiosalirees (aside
from managing the original volunteer well). Outrledc other organizations has a similar benefit.rféhmanking is

the best “bang for the buck” in terms of time aondts. Adding a volunteer recruitment componenttoassing is
a must for ID canvasses.

Whether at a neighborhood BBQ or waiting in line ssnewhere, ALWAYS be recruiting.
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Mastering the ‘Ask’

You are a leader. Your job is to get your staff aotlnteers to follow you. You set the tone. An rgat¢ic and
enthusiastic leader will beget a focused and mtdd/asolunteer base. People are attracted to exerterand
positive energy. The more you exude this, the nyore existing volunteers will actually feel it. Yoill attract
more people, and you'll be able to keep them. Denghing with enthusiasn¥our attitude is reflected in your
volunteer recruitmenRemember, you set the tone.

THE MOST POWERFUL RECRUITMENT TOOL: ENERGY AND
ENTHUSIASM

No Script? No Problem. Here are the five basicqyies of any ask, “The Five C’s”

1. Connect— Establish a quick personal rapport. This isi@plke as looking them in the
eye, noticing a new haircut or cool button, or refieing a previous conversation.

2. Context— Let them in on a piece of the strategy and halnable a role they play in
the strategy. This is an important and an effeatise of their time.

3. Commitment— Get a solid commitment. Use a solid ask. If yewsk is a roundabout
guestion, you get a noncommittal answer. “Probabihgaybe,” and “I'll try” are not
“YeS_"

4. Catapult— Throw them into the commitment. Be excited alibair answer and let
your enthusiasm gush. Ask them who else they’negomg with them.

5. Confirm — Give them a reminder of their commitment. Don’t sban them until you
have made a successful confirmation.

IF YOU ABSORB ONLY ONE THING FROM THIS SESSION, LET IT BE THIS:
“You Don’t Get What You Don’t Ask For.”

You're too busy to do everything that needs todgete, but somewhere there is someone willing agdrea do it
for you. Youjust need toask Cast a wide neask everyoneAsk big, ask for anything ask for everything.
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Recruitment Math

The Rule of Halves an Ironclad Law in Organizing

It's simple:
1) Divide your confirmed “Yeses” by two.
2) Multiply your “Maybe’s” by zero.

Need 10 volunteers for a day of canvassing? Gehat 20 commitments. If more show up, that's gréhat
happens. Be prepared. But always remember: Thefllalves owns you. Respect it. Use it.

Make the math work for you: Confirm, Confirm, Confirm.
0 Just because a volunteer said “yes” a week agmtersan he or she is coming. Give him/her a
call and confirm the day before and the day ofethent.
o Emails arenot confirmations. Phone messagesapé confirmations. Hearing with your ears the
word “yes”is a confirmation.
o Don't consider anything a “yes” until you've confied it once.
o Then cut that number in half.

KNOW YOUR RATES - To make quick educated estimates, campaif :
will want to figure out a quick set of assumptidos the number of tasks § G0ood Rates to figure out:
volunteer can complete an hour.

- Voters per household

For example, we already know that of the people w&bree, only half will | - Doors knocked/ hour
show, but... - Doors contacted/ hour
Of the people you ask, how many are likely to sgs"? - Phone calls/hour

Of the people you call, how many people will pigkthe phone? - Contacts/ hour

- Volunteers yeses/ hour

As you get to know your list of potential voluntegyou can begin to use moi| - Voter data entered/ hour
precise numbers for “yes” rates and contact rdttefar example, your yes ratd - Travel time to parts of the
and your contact rate were both 50%, you'd neechtbat least 80 people td district

get 10 people to show up at all.

10 volunteers = 20 commitments = 40 asks = 80 calls
If your ‘yes’ rate is 25% and your contact rat@3%%:

10 volunteers = 20 commitments = 80 asks = 240 sall

As you activate your volunteer base, you'll deveopetter grasp on these rates and how they charagethe
course of the campaign.

RECRUITMENT MATH LESSONS:
1) Understand and learn to use rates and calculations

2) Build a large recruitment pool
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Plugging In Your Volunteers:
Making a List and Crunching the Numbers

A campaign, like any major undertaking, can be bro#flown into a series of tasks. Successfully mageand
coordinating your volunteers requires a thorougtienstanding of these tasks. Even something sinyole as
holding a quick visibility rally should be brokewn into a set of tasks so that you can assignmteérs where
you need them. A few simple steps can help yowcat®your volunteer resources efficiently.

1)
2)
3)
4)

THE BASICS OF VOLUNTEER ALLOCATION
Create a list of tasks needed to complete an dbgect
Calculate the time it takes for each task to bepieted.
Determine how many volunteers it will take to coatplthe required tasks in the time you have.
Assign Volunteers.

Example: Voter contact.
How many volunteers do we need to canvass 2500rvateDistrict #1 in one weekend?

1)

Figure out how many houses there are in the co@ftgn, multiple registered voters live in the same
household. The number is usually substantial endh@ht factors significantly in calculating howamy
voters per ‘door knock.’ This information is avéila directly from an enhanced voter file, or jugt b
looking at your lists and doing some quick math/4G6 a good default estimate if you don’t know your
number.

Number of Target Voters X 60% = Number of Targetusts
(2500) (1500)

2)

Identify how many houses a volunteer can reachoam. [This number will vary depending on population
density, residential zoning, houses vs. apartmettsT he best way to get an idea of this rate
beforehand is to scout the turf with staff or volurieers.Let’'s assume we're in an older single-
family housing area of town. Nine door contactairmie a good estimate

Target Houses Contact Rate (HH’s/hour) Volunteey Needed
(1500) /9= (167)

3)

4)

Calculate the number of reasonable hours that existmplete the task. Good canvassing hours may va
slightly from neighborhood to neighborhood, but gedly:

Saturday = 10am — 4pm = 6 hours

Sunday = 12pm — 6pm = 6 hours
Generally, you can schedule a canvass shift tdHasé hours (not including set up or training) uY total
for the weekend is 12 hours or 4 shifts, two eah d

Calculate how many volunteers you need to fill esiuift.
Vol. hrs. needed [ # of shifts / 3 hours = Vols graft
(167) (4) (3) =14

5) Conclusion: To reach 2500 targeted voters in onekesed through canvassing, we need to have 14
volunteers for four shifts, a total of 56 volunt®erhe rule of halves dictates that we would, oi,faeed 112
volunteers to commit to the weekend canvass.

Good Campaigns do the math.The above is an example of a small objective witly one major task.
More complex objectives require more planning (rédethe planning section of this manual). If yau d
the math, you'll be able to predict and troublegraty potential problems or shortfalls.
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Volunteer Management
Building Your Activist List — Data Collection

As with any resource, an organization must track hotivists and potential activists are being zitl. In order to
do this, the volunteer operation in a campaign rbasheticulous in collecting relevant data. An oigation needs
to know who is signing up, who is showing up, wtregy did, and how to contact them again. Trackhig tata
not only helps you get people back in the door,daut also indicate areas of improvement in theurgnent and
management of your activists.

If the volunteer has signed up online or via enthi, absolute minimum information the organizatiunst collect
is email and zip code. For in-person sign-ups,ni@mum information to collect is name, phone numlaenail,

and zip code. In addition, collect alternate phoambers, address, event volunteered, date ofdasact, and how
the volunteer came to know about the volunteer dppay. It is often a good idea to have a stadd®olunteer

Sign-up Form” which asks for this information. €3be following page for an example).

Events

Regardless of the primary purpose of any evenhéehmedia, engage donors, etc), a great byprodactyoevent
is a fresh list of potential volunteers. People whight not otherwise volunteer might go to an eyémcome
motivated, and sign up for more. Make sure you haweell-organized data collection plan for each amdry
event where you expect the public to attend, ndeanabw obscure.

Of course, they’ll only sign up if you ask them. @ake them.
Data Collection Tip:

Once They're in the Door . . People might not want to give
When a volunteer does show up, you're still colfegtiata. Just as inany | stranger their conta
event, volunteers sign-in. Your list is more thdistof people who might information, but seem to loy
show up; it's a list of people who can do the woflthe campaign. On top o] to “sign up to learn more.” It’
the contact info you already had, you need: a less intimidating way ¢

Who actually shows up saying “expect my call.”

When they show up

What they did, what they like to do
Best way to get in touch with them again (confiromiact info)

Before They Leave

It's important to debrief a volunteer after he bess done for the day. Do not underestimate th@itance of
asking a person how the activity went. In additiormaking the person feel valuable, it allows yownticipate
problems and opportunities. It is also a great waygonfirm your data and obtain another commitmé&wvery
debrief ends with another pitch for the next vohamt opportunity (so be ready), or better yet, &hpitor
establishing a regular volunteer commitment.
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Volunteer Sign up Form

Our campaign needs energetic volunteers!
Please let us know how you can help us take ountcpback!

Name: Home Phone:
Cell Phone:
Address: Email:

What is the best way to contact you?

| can help the campaign by:
(Please circle)

DOOR KNOCKING PHONE CALLS

Mailings Registering Voters Data Entry
Poll Watching Yard Sign Assembly Yard Sign Deliery
Office clean-up Phonebank & Canvass Prep  Event &ffing

My special talent:

Bi-lingual? Yes No

| am available to help:

Weekdays 9am-5pm Weeknights 5pm-9pm Weekends 6pm

Thanks! We will be in touch in the coming weekshaiolunteer
opportunities!

Comments
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Volunteer Management
Working With Volunteers: Key Principles

Volunteers are valuable — let them know.

Every volunteer should be greeted upon enteringttiee, and debriefed on the way out.

Never leave a volunteer standing or sitting doiathimg. This is true even if the office is espdgialusy.
A busy office with a bored volunteer indicates igethvolunteer program.

Thank volunteers profusely.

ALWAYS provide context for the tasks at hand.

Feed volunteers. Have food constantly availablgoif feed volunteers only candy, they will crash or
become irritable if they are there for more thamaple of hours. This is especially important oedibn
Day. On E-day, deliver the food yourself.

Pass out perks (free swag, picture with the caneliddc) to your best volunteers.

Be creative with recognition. It doesn’t need toapgthing fancy. Taking pictures of your regular
volunteers and putting them up on the wall is asitaand effective form of recognition.

Give specific tasks and set clear goals.

(0]

(0]

(0]

A specific, quantified goal gives volunteers a geoispurpose and direction beyond simply “we gotia
the election.” How does this activity win the eleaf

Goals should be product driven, not time drivene Thmpaign needs 1000 envelopes stuffed, not four
hours of envelope stuffing. Product-driven goatsufovolunteers on the task, not the clock.

Achieving a challenging goal gives volunteers assasf accomplishment.

Lead by example.

0]
0]

(0]

Volunteers are more efficient when you are neanmyking or supervising.

The second most inspiring sight for volunteer®isde staff roll up their sleeves and do the didyk
alongside volunteers.

The most inspiring sight for volunteers is seelmgcandidatejoin in.

Before they leave...

0]
0]
0]

Schedule a time for volunteers to come back again.
Better yet, work out a schedule for the month.
Make sure you do a quiaebrief
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Training Your Volunteers

To make the best and most dependable use of voluets, the campaign must train them. Frequently.

The best way to train adults is to actively invotliem in the training; have them learn the taskeanrydur supervision
in a way that gives them hands-on experience.

A typical training agenda is simple:

1. Contextualizing. Give the volunteers the big picture, and howrttesk fits into it.

2. Telling. Spend a small amount of time telling them howlaat.

3. Showing Spend a little more time doing it once in frohtleem.

4.Doing. Spend the most time doing a role-play with yothieir role (or have them do it in front of you).
5. Expecting. If you think they can do a better job do it willem for a bit, showing how you like it done.

Spend most of your training time on role-plays!

A Good Training:
o Invests the volunteer in the success of the campaifpy putting the activity in the context of the canpaign.
“We NEED to respond to our opponent’s attacks. €hesilings will raise enough money to do that, dnly
if we send them out quickly and send them out.fight

0 Serves as quality control for the campaign
Volunteers represent the campaign in the eyesegbtivlic. Activists should not start working foe tbampaign
until the campaign is confident with the voluntéskdlls.

Train, train, and retrain.

No matter how trained a volunteer, it will always dgood idea to continue training them. Campaajanteers
should begin to expect brief trainings at the beigig of each volunteer activity. Rather than becwbored of the
training, they will appreciate it. Volunteers wilhderstand the importance of the task itself apdithe spent
doing it. This will also give them the confidencemiove to other projects, knowing that the campaigis a
priority in preparing volunteers for tasks.

Involve your experienced volunteers in the trainisglf. Good volunteers who have taken your tragninultiple

times can eventually begin training your new voéens$ for you. This gives them ownership over agp@dhe
campaign and allows you to focus on other tasks.
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Retention and Attrition

No Fun: Working on a campaign is different than any vohamts day job. It's interesting and should stayt tha
way. Have busy, colorful walls and music in thewtker spaces. Frequent after-work or after-evecils are
easy ways to keep things lively.

No Love: No matter the motivation of the individual volueteeveryone wants to be recognized for hard work.
Thank them. Recognition is free, give it away. Yaven't thanked your volunteers enough unlesseisféke a
little too much. Encourage staff to socialize withlunteers. Veterans like to feel like insidems,haive them take
newbies under their wings, show them the ropes, etc

No Growth: The volunteer should be growing in his/her rolgisen more responsibilities, or at least new roles
Stagnation is boring. Boredom leads to attritiohe Ttampaign should also be growing and gaining mbume
Even the most common tasks and responsibilities ¢&ka greater significance to the volunteer whehyolunteer

is given a title.

Having A Life: As volunteers become more involved in the campaigey lose time with family and friends. If
your activists feel like they need to have a lifggt's great. Encourage activists to bring thearfds and family to
campaign activities. Listen to your volunteers; Ytldinow who among them feels overwhelmed. Don'tdiiaid to
ask for more out of your volunteers, but be mindfiutheir needs.

Internal Conflict : No one likes office politics. Whatever internaiugigles are waged behind closed doors should
stay there. Volunteers should be shielded fromiatgrnal drama or disagreement. They will eithewvkbecause
of tension, or worse, they'll have an opinion oa thole matter.

Forgone conclusions Sometimes you just know that you're going to winlose. But there’s still work to be
done. Let them know how important their work is.eUsxamples of upsets and underdogs, fatal blocsas
sudden surges.

Nothing to Do/Waste of Time One of the biggest mistakes a campaign can rwl@® waste a volunteer’s
time. People, like campaigns, have limited resesirchey could be doing other things. It is theéydoaf the
Volunteer coordinator to assign tasks to voluntesmd to gauge their progress accordingly.

Volunteers Are Not

*Volunteers are not “free” labor. They take time, energy, and food. It costs the @agmpresources to recruit,
train, and manage your volunteers. Volunteers kwbwen they’re merely warm bodies.

*Volunteers are not staff Staff can be held accountable relatively easilgffStill not randomly leave the job
or decide to stop showing as volunteers frequeshdlyYou can also expect staff to do a more prodessijob.
Volunteers will take more time and make more mistathan if you hired staff or a campaign servides. f{Going
with volunteers is a choice with an opportunitytcos
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Leadership Development

A grassroots campaign is never run on staff alane can any campaign be run entirely by an irragubdunteer
force. Campaigns and grassroots organizations depereaders. These leaders are more than occhkielpars;
they hold positions of responsibility.

Leaders Are Never Born. They Are Developed.
Although it's possible some previously unknown

superstar activist might walk onto a campaign, i q hi | .
unlikely. An organization should develop leadersoam Leaders 1P Deve Opment-

existing volunteers. Spending the time to deveszmlérs Help Your Activists “Step Up”
is an investment. Having a capable volunteer imghaf

a phonebank shifts frees up field staff to comptetesr Phone bank
tasks. The time spent developing these volunteetbd Shift Captain
beginning pays off when the campaign has less essl Phonebank
time. Trainer

_ ) Phonebank
Leadership development is not spontaneous. Leader; Asst. Trainer

those who are given real responsibilities, thrive
feedback, and keep coming back for more. For this Phone Calls
happen, the organization must give the actiy visibility  /
responsibilities, feedback, and opportunities. lesskip ——
development is in the hands of the organizatione T i Time
have any leaders. v 4" Time

organization chooses to develop leaders or chouse®

If You Want Something Done Right... v

Stop Trying to Do Everything!

Many groups have a ‘do-everything’ kind of leade i

These groups usually disintegrate when that lebders ’m 2°Time
|

F Time

v

out, leaves, or is no longer able to lead the degsion.

These leaders allow their own efficiency to sabettge

growth of their organization. Giving activists mof
responsibility develops them as leaders and witiefie

the campaign or organization in the long term. T
diagram on the right shows how an organization (
develop leaders by giving activists increasing lews

responsibility. Activists will choose a level comable

for them, but existing leaders must give actividie

opportunity to take ownership over a piece of t
organization.

Each time an activist comes in to volunteer,
organization has the potential to develop a let
Your best volunteers should be given a new titlé
increasing levels of responsibility eadimé you asl
something more of them. Your best volunteers
‘step up’ and manage more of your campaign, fre
you up to do other work.

Work With the Best.

Because resourced are limited, leadership developneguires prioritizing. Early in the campaign askurself
which activists have the most potential to becoeaglérs and target them for development. An hountdpaning
a stellar volunteer produces more than an hourtspera mediocre volunteer. Everyone should be ddhiand
given your attention, but some volunteers are simmbre effective than others and the time spert wiem will
pay dividends later.

Set Expectations and Hold Leaders Accountable.

Activist leaders thrive on high expectations. Whmoperly trained and invested in a goal, a leadiéircome
through for a campaign or organization. Volunteesnot staff, but if you lay out clear expectasiamd invest the
time and energy they can be just as valuable sngaign or organization.

59



