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Introduction 
 
Purpose of PIH Engage  
PIH Engage aims to build the right to health movement by growing and amplifying PIH’s work to 
advance the right to health globally. Partners In Health builds health care delivery systems and serves 
the poor; PIH Engage brings resources and builds power to stabilize the financing of these systems 
globally. We recruit and train teams of volunteer organizers to raise funds and engage with policy 
makers, focusing all of our actions on the three pillars of PIH Engage: advocacy, fundraising, and 
education. 
 
Shared Structure 
In order to be more effective in achieving our goals for each pillar, we will be introducing a new, 
formalized shared leadership structure for PIH Engage teams. A leadership team offers a structured 
way to work together interdependently, recognizing and leveraging the unique talents of the 
individuals who make up the team. Team structures also help create strategic capacity—the ability to 
work creatively together in ways that produce more vibrant, engaging strategy than any individual 
could create alone.  Leadership teams have clear missions and goals that all team members work 
towards through collaboration, creativity, and commitment. Leadership teams are also essential in 
providing a foundation from which an organization can expand its reach, as no one person can 
singlehandedly create an organization of massive scale. 
 
Most importantly, your team structure must be interdependent. An interdependent leadership 
structure not only capitalizes on an individual’s unique skill set and resources, but creates an 
environment of both support and accountability. Effective interdependent leadership takes the form 
of a “snowflake” as shown below: 
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Each team will have an Advocacy Lead, Community-Building Lead, and Fundraising Lead, in addition 
to a Team Coordinator, who will oversee the other leads and the rest of the team members. Having 
four designated leaders will allow tasks to be divided easily and equally. Additionally, because each 
leader has a distinct role, our team in Boston will be able to provide specialized training to each of the 
different lead types through webinars and coaching calls. 
 
What is Your Role? 
As the Team Coordinator, you are at the center of your team’s structure—leading and enabling others 
to become leaders themselves. While it is imperative to build strong teams with autonomous and 
capable leaders, the responsibility for a successful campaign ultimately falls on you.  You will be 
responsible for painting the vision of your local campaign, recruiting the leadership team necessary to 
execute that campaign, building a shared story and strategy around the campaign, and coaching and 
supporting the team all along the way. You will liaise with your leadership team, members, and the 
national team as shown below: 
 
Leadership Team 

• Hold leadership team accountable for their commitments 
• Establish a communication and feedback process within the leadership team  
• Enable team to create and accomplish shared goals 

o Collaborate with each team lead to create specific and targeted goals 
o Check in on progress towards reaching goals; provide assistance as needed 

• Assist team leads in developing their team and strategizing on division of workload 
• Partner with leads on learning sessions as needed 
• Utilize the ladders of engagement to effectively build up strong teams 

 
Team Members 

• Plan and execute routine meetings 
o Collaborate with leadership team to set agenda 
o Organize any relevant follow up steps; disseminate information to team 

• Ensure team members are working towards campaign outcomes 
 
National Team 

• Work with national team to plan and execute team vision and strategy 
• Attend trainings, webinars, and coaching calls 
• Promptly report on campaign progress via coaching calls, data collection and input, etc.  
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Overview of Team Lead Roles 
 
Advocacy Lead 
The Advocacy Lead will spearhead the team’s efforts to contribute to policy change. They will become 
experts in understanding what PIH Engage means by advocacy, and will learn a breadth of advocacy 
tactics. Throughout the course of the year, the Advocacy Lead may oversee call-ins, meetings with 
members of Congress, birddogging efforts, and/or rallies. Accordingly, they will recruit a 3-5 member 
advocacy team to assist in these actions. The Advocacy Lead will also attend online training webinars 
led by the PIH Engage staff in Boston.  
  
Fundraising Lead 
The Fundraising Lead will focus on securing new financial resources to fund Partners In Health’s work. 
They will oversee all of their team’s fundraising efforts, taking charge when necessary, but also 
delegating tasks as they see fit. Over the course of the year, the Fundraising Lead will spearhead their 
team’s personal fundraising campaign, and also take charge of fundraising events, like Strides In 
Solidarity. The Fundraising Lead should recruit 3-5 fundraising team members to help plan and 
execute fundraising events and campaigns. The Fundraising Lead will also attend online training 
webinars led by the PIH Engage staff in Boston.  
 
Community Building Lead 
The Community-Building Lead will focus on building people power for their team. They will lead 
member recruitment, build relationships across the team, and develop a culture of honesty, activism, 
and deep commitment. To help with this, they will be responsible for leading their team through the 
PIH Engage global health curriculum using the provided readings and facilitation guide. They will 
interface with the community outside PIH Engage, inviting them to join the movement by attending 
events and leading discussions. The Community-Building Lead should also recruit a 3-5 member 
community-building team. They will learn the skills necessary to succeed in this role by attending 
training webinars hosted by the PIH Engage staff in Boston. 
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What is leadership?  
 
Later in this manual we are going to tell you the concrete actions you need to take as a Team 
Coordinator, but first we need to establish the framework of what it means to be a leader and 
organizer within PIH Engage. Let’s define what leadership means for PIH Engage.   
  
Leadership is taking responsibility for enabling others to achieve shared purpose in the 
face of uncertainty. 
 

 
What do you notice about this particular definition? Let’s break it down: 
 
“Taking responsibility:” Leadership is a choice – we make a decision to serve as a leader in this 
movement.  
 
“Enabling others:” Leadership isn’t about ourselves, an egotistical venture, a line for our resume, a 
place to give orders. For PIH Engage to be successful, we need to practice enabling others to join us in 
leadership.  
 
“Shared purpose:” Leading your team in creating and naming your shared purpose will be a critical 
step early in your campaign. Movements and teams fall apart if members come with different 
purposes in mind.  
 
“In the face of uncertainty:” The future of the movement for the right to health is by no means 
certain. Now, we have an opportunity to impact global health policy, reframe global health 
conversations with a rights-based perspective, and bring new resources to innovative delivery work. If 
we don’t cultivate good leaders – if our teams fall apart, if we fall far short of our goals, if our strategies 
are ineffective – then we fail. 
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What is organizing? 
 
Organizing is a form of leadership that enables a group of people to turn its resources 
into the power to make change.  
 
This transformative power is based on the recruitment, training, and development of leadership. In 
short, organizing is about equipping people (constituency) with the power (story and strategy) to 
make change (real outcomes). 
 
Again, let’s break this down a little further.  
 
“Organizing is a form of leadership:” We’ve discussed our particular definition of leadership above. 
Remember, leadership is taking responsibility for enabling others to achieve shared purpose in the 
face of uncertainty. 
 
“That enables a group of people:” The first question an organizer asks is not “what is my issue?” but 
“who are my people?”  Who is my constituency? A constituency is a group of people who are 
“standing together” to assert their own goals. In the case of PIH Engage, our people can come from 
many places – our church group, our university, our book club, our sports team, or just someone we’ve 
known for a long time. Anyone from our networks, or who we believe might share our values, is our 
constituency.  
 
“To turn its resources:” Whoever we may be, everyone in PIH Engage has access to some resources. 
These resources may be financial or close acquaintances with financial resources, or they may be the 
knowledge, funds, space, and environment a university has to offer. These resources may be extra free 
time, or access to a local newspaper happy to publish your article. It may be all of these. The ability to 
influence Congressmen is certainly a resource – all citizens of the United States have the ability to 
share their voice with members of Congress.  
 
“Into the power:” Dr. Martin Luther King Jr. described power as the “ability to achieve purpose.” Our 
power comes from people—in PIH Engage, we desire change, and we can organize our resources into 
the power needed to create change. Organizing is not only a commitment to identify more leaders. It 
is also a commitment to engage those leaders in a particular type of fight, building the power to 
create the change we need in the world. Organizing power begins with the commitment of the first 
person who wants to make it happen—YOU. Without this commitment, there are no resources with 
which to begin. Commitment is as observable as action. The work of organizers, of you all, begins with 
your acceptance of the responsibility to challenge others to do the same. 
 
“To make change:” Change is specific, concrete, and significant. It is not about “creating awareness,” 
having a meaningful conversation, or giving a great speech. It is about specifying a clearly measurable 
goal and explaining why achieving that goal can move you forward in meeting the challenge that 
your constituency has to face. It is about identifying how each of our campaign “peaks” contributes to 
our ultimate goal of advancing the right to health.  
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Why is Your Role Important? 
 
From the definition above, we know the ultimate goal of organizing is to make a change. This cannot 
happen without you. The foundational building blocks of a social movement are people. A social 
movement requires leaders who will recruit committed individuals, enabling and supporting those 
individuals to become leaders in their own capacity. This is where you come in.  
 
Social movements must also be strategic and coordinated. You will work at various levels, spanning 
from the National Team to your individual Team Leads to create strategic vision, facilitate, and 
implement the yearlong campaign. Your guidance and leadership is essential to the overall outcomes 
and success of your team. By coordinating our efforts across our network, we can leverage individual 
outcomes to create massive power leading to change.  
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How to Lead Your Team 
 
Shared Commitment  

 
What are relationships? 
 
Relationships are the foundation of an organized movement for change.  
 

Relationships are rooted in shared values. 
The strongest and most authentic relationships occur when people find shared values among 
themselves. We can identify values that we share by learning each other’s stories and finding 
common threads between each of our stories. 
 
Relationships grow out of exchanges of interests and resources. 
We each have interests and resources that are diverse and largely dependent on our life 
experiences. In an ideal world, each of our interests would be directly matched with our 
resources; however, this is not the case. Thus, our relationships must function off of sharing 
our own resources in order to fulfill others’ interests and being willing to have our own 
interests fulfilled by others’ resources. 
 
Relationships are created through commitment.  
An exchange becomes a relationship only when each party involved commits its time, energy, 
and resources. By committing to the team, a future is established as each party must decide 
how to best use their collective resources. 
 
Relationships involve constant attention and work.  
Relationships must be nurtured over time and will inevitably change as people change, 
situations arise, and interests develop. Through attention and work, relationships not only 
evolve for the better, but they also promote continual learning and development for the team. 
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Why are relationships important? 
 
Relationships allow team members to commit not only to the purpose of the team but also to the 
team itself. Whether team members are feeling overwhelmed in the face of obstacles or celebrating 
after accomplishing a goal, their commitment to each other will hold the team together throughout 
its work. Relationships are the glue that will hold PIH Engage together, and it is critical to build 
meaningful relationships early on in order to reach optimal success. 
 

Building leaders through relationships 
We must identify, recruit, and develop other leaders. We build relationships with potential 
collaborators to explore values, learn about resources, discern common purpose, and find 
others with whom leadership responsibility can be shared. 

 
Building communities through relationships 
Leaders, in turn, continually reach out to others and form relationships with them. They 
expand the circle of support, grow more resources, and recruit people who, in turn, can 
become leaders themselves. 
 
Building power through relationships 
Relationships, interests, ideas, and resources -- all of which are shared -- can combine to create 
new ideas and real change. True power is built when each team member contributes fully, 
with the team and its purpose in mind. 
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Overview of Recruitment  
 
Successful recruitment relies on the power of relationships. You will utilize a series of tactics to identify 
and engage interested members of your networks. These tactics include one-on-one meetings, house 
meetings, info sessions, and social events. It is essential that with each of these tactics you focus on 
relationship building. Your recruitment strategy will depend on the context of your environment, but 
below is a general recruitment timeline you should follow. 
 
If you are an existing team, you should first meet with your leadership team and work closely with 
your Community Building Lead to develop and implement a specific recruitment strategy. 
 

1. Think about your networks—friends, classmates, teammates, members of other clubs, fellow 
churchgoers, coworkers, etc.—and brainstorm potential people who you think would be 
interested in PIH Engage. For each individual,l also think about the skills and resources they 
would bring to the table. 

2. Hold one-on-one meetings with the people from the list you made. (See the one-on-one 
meetings guide below.) 

3. From your one-on-one meetings, identify individuals that would be a good fit for different 
leadership or member roles. Make the ask. A solid and committed team will lay the foundation 
for a successful year—be thoughtful and intentional about who you ask to join your team, 
especially in lead roles. 

4. With the help of your leadership team, continue to conduct one-on-ones to build up a solid 
team. 

5. Host a house meeting, info session, and/or social event to cast a wide net and draw a bigger 
group of people at once.  (See house meeting guide below.) 

6. Make sure you and your leadership team are following up and engaging with the people with 
whom you have had one-on-ones or who have attended a house meeting/info session. Build 
the relationship by connecting an “ask” to each interaction—attend a team meeting, event, or 
campaign action.  

7. Encourage all members to continue to do personal recruitment throughout the year. 
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Guide to One-on-one Meetings 
One-on-one interactions are the best way to establish relational commitments. 

One-on-ones are an individual conversation you have with a potential team member—think of them 
like a date! The goal is to connect with someone and lay the foundation for your relationship. For 
some of us, this kind of recruitment and interaction isn’t part of our everyday routine, or the way we 
would initially think to recruit team members, especially if you’re a student. However, we’ve seen this 
be successful time and again. Take some time to invite potential team members for a quick half hour 
chat after class, during your lunch break, for coffee, or a drink this Saturday. See the one-on-one 
meeting workshop guide from the Training Institute to train your team on how to conduct one-on-
one meetings. 

A one-on-one meeting consists of five “acts”: 

1. Attention – We have to get another person’s 
attention to conduct a one-on-one meeting. Don’t be 
“coy.” Be as up front as you can be about what your 
interest is in the meeting, but that first, you’d like to take a 
a few moments to get acquainted. 

2. Interest – There must be a purpose or a goal in setting 
up a one-on-one meeting. It could range from “I’m 
starting a new network and thought you might be 
interested” to “I’m struggling with a problem and I think 
you could help” or “I know you have an interest in X so 
I’d like to discuss that with you.” 

3. Exploration – Most of the one-on-one is devoted to 
exploration by asking probing questions to learn the 
other person’s values, interests, and resources and by 
sharing enough of your own values, interests, and 
resources that it can be a two-way street. 

4. Exchange – We exchange resources in the meeting such as information, support, and insight. This 
creates the foundation for future exchanges. 

5. Commitment – A successful one-on-one meeting ends with a commitment, most likely to meet 
again. By scheduling a specific time for this meeting, you make it a real commitment. The goal of the 
one-on-one is not to get someone to make a pledge, to give money, or to commit her/his vote, but to 
commit to continuing the relationship. 

Best Practices: 
• Keep your meeting at 30-45 minutes, no longer than an hour 
• Share your personal story; connect with the individual on shared values and experience 
• Listen twice as much as you talk 
• Always end with a hard ask and clear next steps 
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Guide to House Meetings 
 
House meetings build community and commitment around a leadership team. 
 
House meetings are informal gatherings that can be held at the beginning of the year during your 
recruitment push. These meetings are unique from general team meetings in that they help us 
identify and test leaders while simultaneously recruiting new team members to build our snowflake 
team structure. They can be held anywhere including your house or apartment, restaurants, or other 
public meeting space. If you have a leadership team, work with them to recruit and engage within 
your own social networks to build a broader community of others willing to commit to creating 
change together. 
 
Planning your house meeting: 

1. Set goals – Think about how many people you want to attend, and then multiply this number by 
four. Invite that number of people, expecting only a fourth will show up.  

2. Put your event on NationBuilder – Registering your event on NationBuilder will not only give 
potential attendees all the information they need, but will give you all their contact info when 
they register. This will make it much easier for you to follow up.  Here’s the link to post event on 
NationBuilder: http://pihengage.nationbuilder.com/users/event_pages/new?parent_id=6  

3. Recruit attendees – This is where the hard works comes in. No one will show up to your meeting 
unless you put in the effort to recruit them. While social media and email are important tools to 
use, it is imperative that you and your leadership team also utilize individualized recruitment in 
the form of in-person conversations, phone calls, text messages, etc. You can also post or hand out 
flyers in “high traffic” areas, but in our experience, this will recruit one attendee at most. And 
remember, invite as many people as possible—only a fraction of them will actually come! 

4.  Reminder calls – Make sure to follow up with invitees—which includes registered attendees, 
those who have expressed interest, and those who have not yet responded. Getting firm 
commitments will dramatically increase the likelihood that someone will come to your meeting. 
As often as possible do this in-person or a very personal text/email. 

5. Prepare your materials – Print out any materials that you will need for the meetings. Useful 
documents include sign-in sheets and informational flyers on how to get more involved. If you 
plan on using them, make sure to have any slides, videos, etc. prepared.  

Sample Agenda: 

1. Welcome and Thanks (5 min) – Bring everyone together to welcome and thank them for coming. 
2. Story of Self (5 min) – Why did you take on leadership with PIH Engage? What experiences led 

you to decide to take on this responsibility? Why do you need others’ support? 
3. Group Introductions (5-10 min) – Depending on the size of the group, have everyone introduce 

themselves, and if time allows, share why they want to get involved and what inspired them to 
come to the meeting. 

4. Presentation of Info (15-20 min) – Give a brief presentation on the work of PIH Engage—feel free 
to use any slides, videos clips, etc. that may help you. Share what your specific team wants to 
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accomplish (even a set of initial ideas if you haven’t had a Kickoff Retreat yet) and convey a sense 
of urgency – we need their help NOW! 

5. Group Discussion (10-15 min) – Discuss as a group why this work matters. What are people 
excited about? How can they contribute? 

6. Close (5 min) – Make a hard ask. Be prepared with an upcoming team meeting, event, or other 
way to continue your relationship and ask for firm commitments. Thank everyone for coming, and 
if you haven’t done so, make sure to capture all attendees’ contact info.  
 

Follow up: 
 
Remember to follow up, via phone or email, with all attendees the NEXT day. Thank them for 
attending and remind them about the commitment (e.g. attending next meeting) they made. This 
step is absolutely crucial to building the relationship. Be sure to log sign-in information and keep track 
of how attendees continue to take action (or don’t – and that’s ok as long as you’ve given them 
opportunity to!) throughout the campaign year.  
 
Info Sessions: 
 
Info sessions are similar, but slightly different from house meetings. Info sessions work well on 
college/high school campuses in a classroom setting. You should follow the same planning steps, but 
the agenda will look a bit different. You should expect that attendees of an info session will have less 
context to PIH and PIH Engage. Therefore, lengthen your presentation section of the agenda and 
modify others as necessary.  
 
Social Events: 
 
Social events (many PIH Engage teams term these “Social for Justice”) are a good follow-up option to a 
house meeting or info session to continue to engage with potential team members and build those 
relationships. Make sure you interact with all attendees. Talk with people individually, filling in any 
knowledge gaps as necessary and making targeted asks.   
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Shared Story 
Organizing is rooted in shared values expressed as public narrative. Public narrative is how we 
communicate our values through stories, bringing alive the motivation that is a necessary pre- 
condition for changing the world.  

What is Public Narrative? 

Through public narrative, we tell three different stories: 

A “Story of Self” communicates the values that called you to lead in this way, in this place, at this 
time.  

Each of us has compelling stories to tell. In some cases, our values have been shaped by choices others 
– parents, friends, teachers – have made. We have chosen how to deal with loss, even as we have 
found access to hope. Our choices have shaped our own life path: we dealt with challenges as 
children, found our way to a calling, responded to needs, demands, and gifts of others; confronted 
leadership challenges in places of worship, schools, communities and work.  

A “Story of Us” communicates shared values that anchor your community, values that may be at 
risk, and may also be sources of hope.  

You tell a story of self to enable others to “get you” – to experience the values that call you to public 
life. You tell a “story of us” to enable them to “get each other”- to experience the values they share that 
can inspire them to act together, find courage in each other, and find hope in their solidarity. In other 
words, the “us” that the storyteller brings to life is based less on what “category” describes them (race, 
gender, language, etc.) than on values they share rooted in common experience. By learning to tell a 
story of us you can bring those values alive as a source of solidarity, hope, and the motivation to act.  

A “Story of Now” communicates an urgent challenge you are calling on your community to join you 
in acting on now.  

The Story of Now focuses on a challenge to your community demanding action now, a source of hope, 
and the choice of a pathway to action you call on others to join you in taking. 
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Why Use Public Narrative?  
 
Basically, because it will make you a much stronger team.  
Public narrative translates VALUES into ACTION. 
 
Public leadership requires the use of both the “head” and the 
“heart” to mobilize others to act effectively on behalf of shared 
values.  Leadership engages people to interpret WHY they 
should change the world and HOW they can act to change it. 
Why leaders work to change their world is their motivation, their 
driving force, and how they work to change their world is their 
strategy, how they approach their particular dilemma. Public 
narrative is the “why” – the art of translating values into action 
through stories and that is where we will spend our time and 
energy.  
 
The key to motivation is understanding that values inspire action through emotion.  
 
Emotions inform us of what we value in ourselves, in others, and in the world. Emotions can also act as 
a conduit to allow us to express the motivational content of our values to others.  Stories draw on our 
emotions and show our values in action, helping us feel what matters, rather than just thinking about 
or telling others what matters.  Because stories allow us to express our values not as abstract 
principles, but as lived experiences, they have the power to move others to action. 
 
Some emotions inhibit mindful action, but other emotions facilitate action.  
 
The language of emotion is the language of movement, sharing the same root word.  Mindful action is 
inhibited by inertia, self-doubt, fear, isolation and apathy. On the other hand, action can be facilitated 
by YCMAD (you can make a difference), solidarity, anger, urgency, hope. By being mindful of our 
thoughts and emotions, we can learn to control them to become effective leaders. Stories can 
mobilize emotions, enabling mindful action to overcome emotions that inhibit it. 
 
Public narrative is an integral technique you will use throughout the campaign year. It will support 
your recruitment efforts, personal fundraising, and advocacy. You all practiced this at the Training 
Institute – now you must elicit a “Story of Self” from all your team members and construct together a 
“Story of Us and Now. “ See the Public Narrative Guide on NationBuilder on how to facilitate a public 
narrative workshop with your team. 
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Shared Strategy  
 
What is shared strategy? 
 
With a social movement or campaign, leaders strategically develop a framework: campaign events, 
actions, and measurable benchmarks that local leaders can tailor to their own communities. Local 
leadership can then build their communities, groups of people who have or find shared interest with 
each other. These groups of people vocalize their own community’s needs and interests and strategize 
with campaign leadership about how best to shape and reach campaign-wide goals in their 
communities. Local leaders and campaign leaders are then able to mold a shared and more powerful, 
actionable strategy. 
 
Why do we need a shared strategy? 

 
Strategy is how to turn what you have into what you need to get what you want – how to turn 
resources into power.   
 
If we think of power as the influence 
one actor can exercise over another 
because of an imbalance in interests 
and resources, one way to correct the 
imbalance is to aggregate more 
resources. However, strong organizers 
can translate a limited amount of 
resources into enormous results in 
order to meet their goals. Power is, 
put simply, a matter of resources and 
resourcefulness. Because organizers 
try to create change, they often have 
to rely on resourcefulness to 
compensate for a lack of access to 
resources.  Your strategy must be your 
plan for how you’ll turn resources into 
results, and thereby meet the goals 
you’ll set with your team during the 
Kick-Off Retreat. See the Kick-Off 
Retreat Guide on our Resources page 
online at engage.pih.org to plan and 
host a retreat with your team. 
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Setting Goals 
 
We can’t have shared strategy without setting goals. Without goals, your team will have no sense of 
what defines a successful campaign, and won’t be able to design a strategy to achieve success. Your 
goals should be SMART—specific, measurable, attainable, realistic, and timely. At the same time, don’t 
be afraid to set ambitious goals.  
 
Why Do We Set Goals? 
 
Goal setting lays down the foundation for the year, creating shared purpose and commitment that will 
drive your campaign forward. Without this vision, it’s very difficult to plan far enough ahead and to 
craft a truly cohesive campaign where each piece contributes to your broader purpose and goals. 
Setting a goal as a group will provide you and your team with a standard to which you can hold 
yourselves accountable and measure your progress. It gives your team something to strive for, and will 
help group members better understand the scope and scale of what you are trying to accomplish.   
 
A good goal will also push team members to remain motivated throughout your campaign. With a 
specific goal set, members of your team can hold each other accountable for continuing to work on 
the campaign until you reach (or surpass!) your goal. Additionally, setting a clear goal will push your 
team to define specific, small steps to reaching that goal, allowing you to be more organized and 
efficient. 
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Collective Goal-Setting Worksheet 
 
Below you will find an example Goal-Setting Worksheet. Use this document to guide your team in 
coming up with specific goals for the campaign year. This goal-setting exercise should take place 
during the Kick-Off Retreat and you can find a more comprehensive version of this document on the 
Kick-Off Retreat Guide on our Resources page online at engage.pih.org. 

 
 Detailed Goal Break-down 
 
Peak #1 
 
 
Date: 
 
 
Location: 
 
 
Primary Goal: 

 
 

 Detailed Goal Break-down 
 
Peak #2 
 
 
Date: 
 
 
Location: 
 
 
Primary Goal:  
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Setting Expectations and Responsibilities  
 
Early on in the year (at the Kick-Off Retreat!) it is important that you set team expectations as well as 
assign responsibilities.  As a team, think about what you expect of one another and how you will hold 
each other accountable. Some questions to think about are: What are the expectations for attending 
team meetings? How will you communicate with each other? How will everyone (in their individual 
“subteams”) work together to achieve campaign outcomes? 
 
If you have not formally assigned Team Lead roles, this should be done at the Kick-Off Retreat. As a 
team you should also start to think about what role each team member will play in the different 
campaign events throughout the year. See the Kick-Off Retreat Guide for an activity on setting 
expectations and responsibilities. 
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Maintaining Shared Commitment  
 
Grounding Team in Shared Purpose 
 
The first step to maintaining shared commitment among your team is to constantly ground them in 
the shared purpose around which you have rallied. This means making sure your team goals relate to 
the shared purpose and incorporating shared purpose into all meetings, events, and actions of your 
team. You can facilitate this by providing constant updates to the work of PIH and PIH Engage, 
conducting workshops on public narrative, and bringing in outside speakers that reflect this shared 
purpose. When talking through logistics and plans for your next event, remind your team why you’re 
doing this work and how it relates to the bigger picture. By keeping your team’s shared purpose at the 
forefront of your work, team members will feel involved throughout the process and understand the 
importance of their role. 
 
Managing Team Goals 
 
The compliment to shared commitment is shared success. When many people have an opportunity to 
contribute to the effort, they also share in its success. It is their victory, not someone else's victory. This, 
in turn, creates motivation and a sense of ownership that facilitates accountability to the collectively 
set goals and tasks.   
 
In order to remain accountable and achieve team goals, you must manage these goals throughout the 
year. Accountability starts with you; you should lead by example, following through on your 
commitments. If you say you’ll finish a certain task by a certain day – do it. It is also important to work 
with your leadership team to instill a culture of accountability—support them to be accountable 
themselves as well as strategize how they can then support their team members. Help them to come 
up with individual work plans, defining their workload as well as where they will get support from 
team members. It’s also important to create check-in processes and feedback loops. Find what works 
best for you, but a great tool is Google spreadsheets. You can create a shared document with 
everyone’s tasks and deadlines associated with them, and ask people to write in them when once they 
finish a task. That way, everyone knows the group progress and is accountable to their tasks.  
 
Regular team meetings are also integral to managing team goals. Below are some best practices: 
 

1. Set an agenda – have a purpose for the meeting and create a brief outline for the meeting 
structure. Assign roles for certain parts of the agenda – don’t do all the talking yourself! Share 
this agenda with team members prior to the meeting so they know why they should attend. 
This will help everyone (including you!) to stay focused, leading to a productive meeting. 

2. Keep the meeting on track – as we all have limited time, it is important to keep meetings 
focused and relevant to the purpose of the meeting; your agenda should help you with this. 
However, you should be a facilitator and not a dictator. Meetings should be an open dialogue, 
but guide the conversation as needed.  
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3. Action items – after the meeting, send out meeting minutes with clear action items and team 
member ownership. Follow up on these action items based on the agreed upon timeline and 
the check-in processes you have in place.  

 
Fostering Shared Commitment  
 
You are a leader, not a boss. This means you are very much an active team member. Remember back 
to our definition of leadership: taking responsibility for enabling others to achieve shared purpose in 
the face of uncertainty. It should be your goal to cultivate leaders in your team, inspiring them to stay 
committed. The idea is that an individual’s commitment to the team will evolve and be strengthened 
over time. Often times we cannot make a high commitment ask (for example to lead a campaign peak) 
of a new member. Instead, we need to make a series of escalating asks that capitalize on an 
individual’s initiative, interests, and skills. This concept is explained further in the next section: Guide 
to Ladders of Engagement. 
 
 
 
 
 
 
 
 
 
 
 
 
 



	  
	  
	  
	  
	  

  Building the Right to Health Movement  
Join us: engage@pih.org 

23 

Guide to Ladders of Engagement  
 
What is a Ladder of Engagement? 

Recruiting members and establishing relationships are just the first steps in building up a strong team.  
It is essential that these relationships continue to grow, enabling individuals to grow as leaders.  A 
ladder of engagement offers a visual representation for this approach, with each rung representing a 
more progressive action leading to a higher level of engagement. The ladder of engagement is not 
just a recruiting tool. You and your leadership team should be using this concept for each campaign 
that takes place throughout the year. It will allow you to see who is expressing interest and showing 
initiative with respect to the work of the three different team leads (Fundraising, Advocacy, and 
Community Building) and thus incorporate them into the work of those campaigns. And, it will allow 
you to provide a wide range of ways people can get involved with your PIH Engage team—by giving 
them actions which match their level of commitment at that moment in time.  
 
 

 
 
 
 
 
How to use the PIH Engage Ladder of Engagement 

The ladder of engagement offers you a powerful technique in building a strong team. It allows you to 
identify individuals who are taking initiative and who are willing to commit to a greater level of 
responsibility. By tracking members through the ladder of engagement, you can make tailored “asks,” 
helping both that individual to grow as a leader as well as build the overall team capacity.  Below is an 
example of the ladder of engagement in practice: 
 

• Level 0: individual signs up on NationBuilder 
• Level 1: individual attends a one-on-one with leadership team member 
• Level 2: individual attends team events/fundraisers/etc.  
• Level 3: individual is an active member of the team, contributing to planning, and executing 

team events/fundraisers/etc. 
• Level 4: individual is a leadership prospect 



	  
	  
	  
	  
	  

  Building the Right to Health Movement  
Join us: engage@pih.org 

24 

The Power of a Network 
 
You are part of a network of 1,000s of supporters making up nearly 100 teams! We all bring unique 
experiences, skills, and resources to the table—our collective power is massive. We have already seen 
the great impact that our network can have—raising 100,000s of dollars, educating our local 
communities, and lobbying our congressional representatives.  Our success starts with you. By 
coordinating individual efforts across the country we have the capacity to make a change.  
 
Communicating with the National Team 
 
Our power as a network is only as strong as our coordination. Therefore, it is essential you stay 
engaged with the National Team: 

• Coaching Calls – You will schedule a twice-monthly call with your coach. Make sure to answer 
the phone and be prepared for the calls. If you need to miss your call, provide your coach with 
ample notice to reschedule.  

• Read emails and take ACTION – You will receive individualized emails from your coach as 
well as network-wide emails. Provide prompt responses and take any actions identified in the 
email. Report back on those actions.  

• Attend webinars – Webinars are not only a valuable training experience, but also an 
opportunity to engage with teams all across the country.  

• Always check in – Your coaches are here to support you! Feel free to reach out to them with 
any questions or concerns as they arise.  

• NationBuilder – This year, we expect all teams to use NationBuilder to track their membership 
and report on progress.  We will provide additional information on the particular ways in 
which you should be using the platform. 

• Be honest! – In order to best support you, we need you to be honest with us. This work is 
hard—we are here to help no matter what barriers or roadblocks you face. There isn’t just one 
measure of success. The simple decision that you have made—the decision to stand up and 
fight injustice—is a success in itself.  
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Thank you!! 

 
 
When you made the choice to become a PIH Engage Team Coordinator, you may not have 
known exactly what lay ahead. To be honest – we don’t either. But by working together, by 
building this movement, by committing our time and energy to work in solidarity with those 
in need, we can achieve significant change in the world. To do this, we need leadership, and 
you’ve stepped up.  
 
Remember:  
 
Leadership is taking responsibility for enabling others to achieve shared purpose in the 
face of uncertainty. 
 
We’re not certain what the future of PIH Engage holds because the power we build together 
this year will determine that. We’re confident that you will create the shared commitment, 
story, structure, strategy, and action necessary to build an effective team. You are a social 
justice warrior – a leader and an organizer! 
 
We’re so lucky to work alongside you.  
 
In solidarity,  
 
The PIH Engage National Team 
 
	  


