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Who influences the decision-maker?

In order to frame your message so that it makes sense to each of
your target audiences, you should begin by identifying those audi-
ences and their concerns. The decision-maker can be influenced in
three ways:

Activity 2.3

1. People—colleagues and community members with a personal
relationship to the decision-maker. Examples: If the decision-
maker is your school principal, “people” influence would include your
principal’s family members, students who are friendly with the princi-
pal, teachers and administrators at your school, or religious leaders at
the principal’s house of worship

2. Power—people with authority or supervision over the decision-
maker. Examples: the district superintendent; a school board member;
a trustee of a private school; a religious leader at a parochial school; a
parent active in the PTA; or a local, state or federal elected official

3. Pocketbook—people with financial influence over the deci-
sion-maker. Examples: voters and taxpayers, families who pay tuition,
school board members or superintendents who control budgets

Step 2: Each group should brainstorm a list of all the individuals
and groups that fall into their category, leaving some space between
each item. (Group 1 will be the “People” group, Group 2 the “Power” group,
and Group 3 the “Pocketbook” group.) Include anyone you can think of, as
long as they have some connection to the decision-maker. Remember, each
entry on the brainstorm lists is a potential audience for your message!

To reach each audience in a way that gains support for your GSA, you
need to identify their self-interest or goals. What is most important to each
group? What would they be willing to support? For example: With fami-
lies, school safety might be an important goal, so you may want to frame
your message so that it emphasizes the fact that anti-LGBT bias produces
an unsafe school environment. With principals, retention might be the
most important issue, so you might want to frame your message by empha-
sizing that LGBT students are more likely to drop out when they feel unsafe.
With teachers, you might want to frame your message by emphasizing
that LGBT students’ grades are more likely to drop if they feel unsafe.
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Getting Started: Establishing key short-term goals

The first step in putting together an action plan is to think carefully about
your key short-term goals. In most groups, there is rarely a shortage of ideas
about good things to do. It is easy to make a list of them; it is much harder
to get even a few of them done with the time, money and people you have.
Agreeing first on your desired outcomes will help you choose the best actions to
take—and, just as importantly, focus your group’s thinking on what worthy ideas
must be left out and why.

For a new group’s first action plan, three to five key goals (or priorities)
are usually plenty. The important work of determining key goals should involve
as many of your members as possible. It is good to begin this discussion within
the first few meetings of your group, but it is usually best not to try to settle
on a final list of key short-term goals until your membership has stabilized and
people have settled into their schedules and commitments. Get the process
started early, keep it moving, and if at all possible, try to conclude it by your
seventh or eighth meeting.

Establishing action steps
The key goals lend themselves well to the formation of your first commit-
tees. Getting people involved at the committee level builds enthusiasm, puts
people in places that match their interests and expertise, and gets things done.
Some of the committees that form around your first short-term goals may
evolve into standing committees, such as fundraising, policy and outreach
committees; others will probably be short-term committees whose jobs
will be done within a few months, after which they can dissolve. The plan
that will be developed from the committees’ input should include some basic
information about each proposed action, including:
= What should be done
= Who should do it (who is principally responsible for doing it or seeing that
it's done)
= Who should help (the individuals or committees that should support the
above persons in getting it done) and
= When the action should be done (this can be expressed as a beginning
date, a deadline or an interval of time)
Some action plans also address how much the action will cost and methods
for evaluating its completion and/or success.
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The committees should make certain that timelines and individual
responsibilities are reasonable, keeping in mind that everyone has aca-
demic, personal and/or professional obligations. They should assign tasks
to people only with group members’ full understanding and consent. It
is important to make sure that the actions in your plan will not be all-
consuming tasks for any individual or group.

It is equally important for the committee to ask itself this question:
If all the proposed actions are completed on time, will the over-
all goal probably be achieved? If the committee’s proposed actions
cannot be said to do this, they should be re-evaluated and revised until
they can. If no set of actions the committee can come up with can rea-
sonably be expected to produce the desired outcome, the committee
should re-evaluate the goal itself. It should then recommend to the group
a revised goal, along with an appropriate set of actions to support it.

Creating a budget

Your group’s budget may be determined by your school’s adminis-
tration without your group’s input, or it may be based on your group’s
needs from the previous year. Perhaps your group receives no money
from your school at all and relies completely on fundraising. Whatever the
case, most action plans require at least some money for supplies, print-
ing, transportation, event logistics or other purposes. In order to give your
plan a chance to succeed, you should develop a simple budget to support
it. It is important to figure out how much money it will take to do the job
right, as well as to spare you any personal expense. A budget will give you
something concrete to show people when you approach them for contri-
butions and will serve as a reality check during the planning process.

Putting your plan into action

If you have formed a plan along the lines recommended above, one
of the most important secrets of success—assigning clear responsi-
bility for each and every task to a single person—should have been
addressed already. That person should be the one who takes personal
responsibility for the task, even if other people are providing support.
The next step is to determine who will be the coordinator of the
plan. Someone needs to review the progress toward implementation of
the plan as a whole on a regular basis.
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Each of your group’s meetings should include a brief update on
plan implementation. If the group is falling behind in an area, it is good
to mention that and discuss it. It is usually not a good idea, however, to
become more specific, as individuals who for one reason or another may
be behind on doing their part can become embarrassed or defensive.

People will sometimes fall behind. Count on it. When they do, it
should be the job of someone (probably the committee chair) to check
in and discuss the situation. Sometimes a simple reminder is all that is
needed. At other times, it is important to determine if the goals were too
ambitious; if the actions that were chosen have proven not to be the best
ones to take to pursue the goals; if unforeseen circumstances have arisen
that make certain actions difficult, impossible or no longer advisable; or
if the people who took on particular responsibilities turn out not to be the
best suited for the tasks. Adjustments can and should be made.

Remember: Your action plan is a road map, a set of guidelines
and most of all a tool. Be as faithful to it as possible while respecting
people’s obligations, limitations and feelings. Stay focused on the goals,
not just the actions, and remain flexible about how the goals can best be
achieved. Maintain enough freedom to recognize and take advantage of
new opportunities when they arise. If you follow these steps, your first
action plan will put your new group on the road to success!

Adapted from a resource by Don Elder of the River Network
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