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I.  
Introduction

    
A.  
This is based on the experience of the Baltimore Educational and Social Society (BESS)

        

1.  
... and Black Rose, NCSF, DCSMA...

        

2.  
Your mileage may vary

        

3.  
Background:  BESS began with organizing worksheets, “do and don’ts”, 

and the BR guide to Operating a Leather Group  (all courtesy of LLC)

    
B.  
Fundamentals:  openness, safety, support

        

1.  
Openness:  all get a voice and then the decision-makers vote 

            


a. 
Process: first gather input and then decide

            


b. 
Who is "all"?   (more than just the decision-makers)

            


c. 
Seems like work (but you pay now or you pay later)

        

2.  
Safe and comfortable space policies

        

3.  
Unconditional support for the local community

II.  
Openness for Effective Policy Makers and Effective Leaders

     
A.  
Recognize that decisions are made at all levels 

         

1.  
Directors (Board Member, Executive Committee, ... usually elected)

         
2.  
Team Leaders (Committee Chair, Department Head, ... usually appointed)



3.  
Coordinators (e.g., Bondage SIG Coordinator, Equipment Crew Coordinator ...)

         

4.  
Volunteers (Group Liaison, Education team member, ...)

     
B.  
E-mail list policies for productive communication

         

1.  
Staff list: no one is on the list without a reason

             


a. 
Team Leaders are the gatekeepers

             


b. 
Want to be on the list?  you are!

                


(no one is kept off the list without a good reason)

       

2. 
No voting via e-mail

             


a.  
E-mail communication is brutish and short

b.  
E-voting has big fat pitfalls in the form of back-channel deal making and other manipulation

             


c.  
“Three-day rule” allows work to get done

         

3.  
Don’t use the “directors list” without good reason

             


a.  
“Good reason” = personally sensitive issue

            


b.  
When you do, tell the staff what and why

             


c.  
... and report back when you are done

         

4.  
The result:  shorter board meetings 

             


a.  
Discussions focus on the key issues 

                 


(lots of input has already been discussed on the staff list)

             


b.  
Time is leftover for informal in-person brainstorming

     
C.  
Directors (top decision makers) vs. team leaders (top staff)

         

1.  
Three-day rule for Team leaders

             


If a team leader is concerned that the Directors might feel the need to vote on 

a proposed policy/procedure change, that team leader should post a description of the change three days before implementing it. If no director objects, then 

the team leader can proceed as s/he intended.



2.  
Directors avoid making decisions “on behalf of” team leaders

Unless there is a compelling reason to do so, the board shall not instruct  any Team Leader to modify or implement any specific procedure.  However, in response to a request or a complaint, the board may notify a Team Representative of that request or complaint and request a response from the team. 

Each Team Leader is requested to appoint someone to represent the interests of the Team at any Board meeting in which Team issues are to be discussed. If no Team Representative is present, agenda items affecting that Team will, if possible, be set aside until a later Board meeting. 

     
D.  
Decision-making process open to members

         

1. 
Any member can see the minutes 

         

2. 
Members can attend and speak at board meetings

            


a.  
This is how you get new staff

            


b.  
Board meetings are boring; no one will show up without good reason



3.
Allow informal discussion at board meetings (up to a point)

III.  
Safe and Comfortable Spaces

A.  
If someone makes a reasonable person so uncomfortable that he or she leaves the group, 

something must be done (this includes staff)

      
B.  
If people feel uncomfortable or unsafe, fix it

          

1. 
This is painful; follow your procedure to letter

2. 
Steps:  

             


a.  
good-faith personal approach 

             


b.  
formal complaint 

             


c.  
formal approach 

             


d.  
formal censure (temporary or “permanent” suspension of membership)

      
C.  
Staff and directors are not “above the law”

      
D.  
Evicted folks can always ask to return, but rarely do

      
E.  
Get this message out at every turn:  “If you are uncomfortable, 

please say something before you go so we can fix the problem.”

IV.  
Building Community Support

     
A. 
Mutually-supportive communities begin with a single organization's policy of 

never giving in to negativity

     
B. 
Unconditional support

        

1. 
Group representatives and event announcements are always welcome.

        

2. 
Reality check: we mean always welcome at “open to the public” meetings, 

such as education seminars.

     
C. 
Don’t sweat group conflicts, discuss them

        

1. 
There are always those who think that if there are two groups, 

then they must be in conflict

        

2. 
Find out who to speak to by asking other group to provide a contact person

3. 
Allow other group representatives on your staff list (formal groups).

        

4. 
Codify policies before the headaches begin

           


a. 
Reciprocity policy

           


b. 
“Mutual web links” policy

           


c. 
Advertising and "courtesy announcements"

V.   
Learn Leadership Skills

     
A. 
Facilitation skills 

        

1. 
Solicit input early and often

        

2. 
Consensus is not “all agree” but “no one objects too strongly”

     
B. 
Group dynamics

        

1. 
Daddy and mommy (you can’t be both)

        

2. 
Older children, younger children, problem children and brats

        

3. 
“Storming and norming” is healthy

VI.
Resources


A.
http://www.dcsma.org/pathways.html



(this outline and many additional materials)


B.
http://www.dcsma.org/handbooks.html



(the complete set of BESS handbooks)


C.
http://www.leatherleadership.org/paperindex.htm



(lots of educational materials)


D.
http://www.dcsma.org/organize.html



(checklists and other tools for new groups)


E. 
More?  What else is out there?  Please write and tell me! 

