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So here | am in the mddle way, having had twenty years--

Twenty years largely wasted, the years of |'entre deux guerres

Trying to learn to use words, and every attenpt

Is a wholly new start, and a different kind of failure

Because one has only learnt to get the better of words

For the thing one no | onger has to say, or the way in which

One is no longer disposed to say it. And so each venture

Is a new beginning, a raid on the inarticulate

Wth shabby equi pnrent al ways deteriorating

In the general mass of inprecision of feeling,

Undi sci pl i ned squads of enption. And what there is to conquer

By strength and submi ssion, has al ready been di scovered

Once or twice, or several tines, by nen whom one cannot hope

To emul ate--but there is no conpetition--

There is only the fight to recover what has been | ost

And found and | ost again and agai n: and now, under conditions

That seem unpropitious. But perhaps neither gain nor |oss

For us, there is only the trying. The rest is not our business.
T.S. Eliot, "East Coker"
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CHAPTER |
SAUL DAVI D ALI NSKY: AN AMERI CAN RADI CAL

Wth customary British understatenent, The Econom st referred

to Saul Alinsky as "that rare specinen, the successful radical ."1 This
is one of the blander descriptions applied to Alinsky during a thirty-
year career in which epithets have been collected nore regularly than
paychecks. The epithets are not surprising as nost people who deal with
Alinsky need to categorize in order to handle him It is far easier to
cope with a man if, depending on ideol ogi cal perspective, he is classi-
fied as a "crackpot" than to grapple with the substantive issues he pre-
sents. For Saul Alinsky is nore than a man who has created a particul ar
approach to comunity organizing, he is the articul ate proponent of what
many consider to be a dangerous socio/political philosophy. An under-
standing of the "Alinsky-type nethod" (i.e. his organizing method) as
wel | as the philosophy on which it is based rmust start with an under-
standi ng of the man hinsel f.

Alinsky was born in a Chicago slumto Russian Jew sh i mm grant
parents, and those early conditions of slumliving and poverty in Chi-
cago established the context of his ideas and npde of action. He traces
his identification with the poor back to a home in the rear of a store

where his idea of |luxury was using the bathroomw thout a custoner bang-

ing on the door . 2 Chicago itself has also greatly influenced him

Where did | come fron? Chicago. | can curse and hate the town
but let anyone else do it and they're in for a battle, There |'ve
had the happiest and the worst tinmes of nmy life. Every street has
its personal joy and pain to me. On this street is the church of
a Catholic Bishop who was a big part of ny life; further down is
anot her church where the pastor too has neant a lot to ne; and a
couple niles away is a cenetery--well, skip it. Many Chicago streets



are pieces of ny life and work. Things that happened here have
rocked a lot of boats in a lot of cities. Nowadays | fly all over
the country in the course of nmy work. But when those flaps go down

over the Chicago skyline, | knew I m hone. 3
Al t hough Alinsky calls Chicago his "city", the place really rep-
resents to himthe American Dream-in all its nightmare and its glory.
He lived the Dream as he nmoved fromthe Chicago slums to California then
back to attend the University of Chicago. Alinsky credits his devel opi ng
an active imagination, which is essential for a good organizer, to his
maj ori ng in archaeol ogy. An imagi nation focusing on Inca artifacts, how
ever, needs exposure to social problens before it can become useful in
conmuni ty organi zi ng. Exposure began for Alinsky when he and ot her stu-
dents collected food for the starving coal mners in southern Illinois
who were rebelling against John L. Lewis and the United M ne Wrkers.
Lewi s becane a role nmodel for Alinsky who | earned about |abor's organ-
i zational tactics fromwatching and working with Lewis during the early
years of the CIO Alinsky soon recognized that one of the hardest jobs
of the leader is an imaginative one as he struggles to develop a rationale
for spontaneous action:
For instance, when the first sit-down strikes took place in
Flint, no one really planned them They were clearly a violation
of the | aw -trespassing, seizure of private property. Labor |eaders

ran for cover, refused to coment. But Lewis issued a pontifica
statement, 'a man's right to a job transcends the right of private

property,' which sounded plausible.4
After graduating fromthe University of Chicago, Alinsky re-
ceived a fellowship in crimnology with a first assignnent to get a | ook
at crime fromthe inside of gangs. He attached hinself to the Capone gang,
attaining a perspective fromwhich he viewed the gang as a huge quasi -
public utility serving the people of Chicago. Alinsky's eclectic life
during the thirties, working with gangs, raising noney for the Interna-

tional Brigade, publicizing the plight of the Southern share cropper,



fighting for public housing, reached a turning point in 1938 when he
was of fered the job as head of probation and parole for the City of
Phi | adel phia. Security. Prestige. Mpney. Each of these inducenents
al one has been enough to turn many a | ean and hungry agitator into
a well-fed establishnentarian. Alinsky rejected the offer and its
triple threat for a career of organizing the poor to hel p thensel ves.
His first target zone was the Back of the Yards area in Chicago;
the i mediate i npetus was his intense hatred of fascism
...l went into 'Back of the Yards' in Chicago. This was Upton
Sinclair's '"Jungle.' This was not the slum across the tracks.
This was the slum across the tracks fromacross the tracks. Al so,
this was the heart, in Chicago, of all the native fascist nove-
nents--the Coughlinites, the Silver Shirts, the Pelley novenent...

I went in there to fight fascism If you had asked ne then what
ny profession was, | would have told you | was a professional anti-

fasci st.®
Alinsky's anti-fascism built around anti-authoritarianism anti-racia
superiority, anti-oppression, was the ideological justification for his
nove into organizing and the first social basis on which he began con-
structing his theory of action.
Worki ng in Chicago and ot her comunities between 1938 and 1946
Alinsky refined his methods and expanded his theory. Then in 1946,

Alinsky's first book, Reveille for Radicals, was published. Since Alinsky

is firstly an activist and secondly a theoretician, nore than one-half

t he book is concerned with the tactics of building "People' s Organizations."

There are chapter discussions of "Native Leadership," "Comunity Traditions

and Organi zations," "Conflict Tactics," "Popular Education," and "Psych-

ol ogi cal Observations on Mass Organi zations." The book begi ns by asking
the question: What is a Radical? This is a basic question for Alinsky who

proudly refers to hinself as a radical



Hi s answer is prefaced by pages of Fourth-of-July rhetoric about
Ameri cans: "They are a people creating a new bridge of mankind in between

t he past of narrow nationalistic chauvinismand the horizon of a new nan-

ki nd--a people of the world."6 Al t hough the book was witten right after
World War |1, which deeply affected Alinsky, his belief in Anerican de-
nocracy has deep historical roots--at least, as he interprets history:
The American people were, in the beginning, Revolutionaries and
Tories. The American People ever since have been Revol utionaries
and Tories...regardl ess of the | abels of the past and present...
The cl ash of Radicals, Conservatives, and Liberals which makes
up Arerica's political history opens the door to the nmpost funda-
ment al question of What is Anerica? How do the people of America
feel ? There were and are a nunber of Anericans--few, to be sure--
filled with deep feelings for people. They know that people are the
stuff that makes up the dream of denocracy. These few were and are

the American Radicals and the only way we can understand the Amer-
i can Radical is to understand what we mean by this feeling for and

with the people.7

VWhat Al insky neans by this "feeling for and with the people” is
simply how nmuch one person really cares about people unlike hinself. He
illustrates the feeling by a series of exanples in which he poses questions
such as: So you are a white, native-born Protestant. Do you |ike people?
He then proceeds to denonstrate how, in spite of protestations, the Protes-
tant (or the Irish Catholic or the Jew or the Negro or the Mexican) only
pays |ip service to the idea of equality. This technique of confrontation
in Alinsky's witing effectively involves nost of his readers who wll
recogni ze in thensel ves at | east one of the characteristics he denounces.
Havi ng confronted his readers with their hypocrisy, Al insky defines the

American Radical as "...that unique person who actually believes what he

says...to whomthe comobn good is the greatest value...who gen-

uinely and conpletely believes in mankind...."8



Al insky outlines Anerican history focusing on nen he woul d cal

"radical," confronting his readers again with the "uni que" way Anericans

have synthesized the alien roots of radicalism Marxism Utopian soc-
ialism syndicalism the French Revolution, with their own conditions
and experiences:

Where are the American Radical s? They were with Patrick Henry
inthe Virginia Hall of Burgesses; they were with Sam Adans in Boston;
they were with that peer of all American Radicals, Tom Paine, from
the distribution of Conmon Sense through those dark days of the
Anerican Revol ution..

The Anmerican Radicals were in the colonies grinmy forcing the
addition of the Bill of Rights to our Constitution. They stood at
the side of TomJefferson in the first big battle between the Tories
of Ham Iton and the Anerican people. They founded and fought in the
LocoFocos. They were in the first union strike in Arerica and they
fought for the distribution of the western |ands to the nasses of
peopl e instead of the few .. They were in the shadows of the under-
ground railroad and they openly rode in the sunlight with John Brown
to Harpers Ferry...They were with Horace Mann fighting for the ex-
tensi on of educational opportunities...They built the American Labor
nmovenent . . .

Many of their deeds are not and never will be recorded in Arerica's
hi story. They were anong the grimy nen in the dust bow, they sweated
with the share croppers. They were at the side of the Okies facing
the California vigilantes. They stood and stand before the fury of
| ynchi ng nobs. They were and are on the picket |ines gazing unflinch-
ingly at the threatening, flushed, angry faces of the police.

Anerican Radicals are to be found wherever and whenever Anerica
noves closer to the fulfillnent of its denocratic dream Wenever
America's hearts are breaking, these Anmerican Radicals were and are.
America was begun by its Radicals. The hope and future of Anerica

lies with its Radicals.?

Words such as these coupled with his conpelling personality enabled Alinsky
to hold a sidewal k sem nar during the 1968 Denocratic Party Convention in
Chi cago. He socratically gathered around hima group of young denonstrators

on the corner of M chigan and Bil bo on Monday night telling themthat they
wer e anot her generation of Anmerican Radi cal s. 10

Alinsky attenpts to enconpass all those worthy of his description

"radical" into an ideol ogical Wltanschauung:




What does the Radical want? He wants a world in which the worth
of the individual is recognized...a world based on the norality of
manki nd. .. The Radi cal believes that all peoples should have a high
standard of food, housing, and health...The Radi cal places hunman
rights far above property rights. He is for universal, free public
education and recogni zes this as fundanental to the denocratic way
of life...Denbcracy to himis working fromthe bottom up...The Radica
bel i eves conpletely in real equality of opportunity for all peoples

regardl ess of race, color, or creed. 11

Much of what Alinsky professes does not sound "radical." H's are the words
used in our schools and churches, by our parents and their friends, by our
peers. The difference is that Alinsky really believes in them and recog-
ni zes the necessity of changing the present structures of our lives in
order to realize them

There are many inconsistencies in Alinsky's thought which he hinself
recogni zes and dism sses. He believes that life is inconsistent and that
one needs flexibility in dealing with its many facets. H's witings reflect
the flavor of inconsistency which perneates his approach to organizi ng. They
al so suggest Alinsky's place in the American Radical tradition. In order
to discuss his place, it is necessary to circumvent his definition of "rad-
ical" based on inner psychol ogical strength and commitnent, and to consider
nore conventional uses of the term

Al t hough there is great disagreenent anong witers about the def-
inition of "radical" and anbng radicals thensel ves over the scope of the
word's meaning, there is sufficient agreement to permt a general definition.
A radical is one who advocat es sweepi ng changes in the existing | aws and
nmet hods of government. These proposed changes are ained at the roots of
political problems which in Marxian terns are the attitudes and the behaviors
of men. Radicals are not interested in aneliorating the synptons of decay
but in drastically altering the causes of societal conditions. Radicalism

"enphasi zes reason rather than reverence, although Radicals have often been

the nost enotional and |east reasonable of nen."12



One of the strongest strains in nmodern radicalismis the eighteenth
century Enlightennent's faith in human reason and the possible perfecti-
bility of man. This faith in the continuing inprovenmrent of man was and is
dom nated by val ues derived fromthe French and Anerican Revol utions and
profoundly influenced by the Industrial Revolution. The Industrial Revol -
ution shifted the enphasis of radicalismto an urban orientation. Alinsky
holds to the basic radical tenets of equality and to the urban orientation,
but he does not advocate i nmedi ate change. He is too much in the world-
right nowto allow hinself the |uxury of synbolic suicide. He realizes that
radi cal goals have to be achieved often by non-radical, even "anti-radical"
neans. For Alinsky, the non-radical neans involve the traditional quest
for power to change existing situations. To further understand Alinsky's
radi cal i smone nust exam ne his attitude toward the use of power.

The key word for an Alinsky-type organizing effort is "power."

As he says: "No individual or organization can negotiate w thout power

to conpel negotiations."13 The question is how one acquires power, and
Alinsky's answer is through organization: "To attenpt to operate on good
will rather than on a power basis would be to attenpt something which

the worl d has never yet experienced--remenber to make even good will

effective it nust be nobilized into a power unit."14
On of the problens with advocating nobilization for power is the
popul ar di strust of amassing power. Anmericans, as John Kenneth Gal braith

points out in Anerican Capitalism are caught in a paradox regarding their

vi ew toward power because it "obviously presents awkward problens for a

conmuni ty which abhors its existence, disavows its possession, but val ues

its existence."19 Al i nsky recogni zes this paradox and cautions agai nst
al l owi ng our tongues to trap our m nds:

We have becomne involved in bypaths of confusion or semantics..
The word ' power' has through time acquired overtones of sinister



corrupt evil, unhealthy immoral Machiavellianism and a genera
phant asmagori a of the nether regions.16

For Alinsky, power is the "very essence of life, the dynamc of life" and

is found in "...active citizen participation pulsing upward providing a

unified strength for a comopn purpose of organization...either changing
ci rcunst ances or opposing change."17

Al i nsky argues that those who wi sh to change circunstances nust
devel op a mass-based organi zati on and be prepared for conflict. He is a
neo- Hobbesi an who objects to the consensual nystique surrounding politica
processes; for him conflict is the route to power. Those possessi ng power
want to retain it and often to extend the bounds of it. Those desiring a
change in the power bal ance generally |ack the established criteria of noney
or status and so nust nobilize nunbers. Mbbilized groups representing op-
posed interests will naturally be in conflict which Alinsky considers a
heal t hful and necessary aspect of a comunity organizing activity. He is
supported in his prognosis by conflict anal ysts such as Lewis Coser who

points out in The Functions of Social Conflict that:

Conflict with other groups contributes to the establishnment and
reaffirmation of the group and naintains its boundaries agai nst the

surroundi ng soci al wor | d. 18

In order to achieve a world without bounds it appears essential for nany
groups to solidify their identities both in relation to their own menbership
and to their external environment. This has been the rationale of nation-
alist groups historically and anmong American bl acks presently.

The organi zer plays a significant role in precipitating and directing
a community's conflict pattern. As Alinsky views this role, the organizer
is

...dedicated to changing the character of life of a particular comunity

[and] has an initial function of serving as an abrasive agent to rub
raw t he resentments of the people of the community; to fan | atent hos-



tilities of many of the people to the point of overt expressions..
to provide a channel into which they can pour their frustration of the
past; to create a nechani smwhich can drain off underlying guilt for
havi ng accepted the previous situation for so long a tine.

When those who represent the status quo |abel you [i.e. the com
nmunity organi zer] as an 'agitator' they are conpletely correct, for
that is, in one word, your function--to agitate to the point of

conflict.19

An approach advocating conflict has produced strong reactions. Somne

of his critics conpare Alinsky's tactics with those of various hate groups

such as lynch nobs which also "rub raw the resentnments of the people."20

Al i nsky answers such criticismby remnding his critics that the difference
between a "liberal" and a "radical" is that the liberal refuses to fight
for the goals he professes. During his first organizing venture in Back of
the Yards he ran into opposition frommany |iberals who, although agreeing
with his goals, repudiated his tactics. They wore according to Alinsky

"like the fol ks during the Anerican Revol ution who said ' Arerica should be

free but not through bl oodshed. ' "21 \Wen the residents of Back of the Yards
battl ed the huge meat - packi ng concerns, they were fighting for their jobs and for
their lives. Unfortunately, the war-like rhetoric can obscure the con-
structiveness of the conflict Alinsky orchestrates.

In addition to aiding in formation of identity, conflict between
groups plays a creative social role by providing a process through which
di verse interests are adjusted. To induce conflict is a risk because there
is no guarantee that it will remain controllable. Alinsky recognizes the
risk he takes but believes it is worth the ganble if the conflict process
results in the restructuring of relationships so as to pernit the enjoynent
of greater freedom anbng nen neeting as equals. Only through social equality
can nen determne the structure of their own social arrangenents.

The concept of social equality is a part of Alinsky's social norality

that assunes all individuals and nations act first to preserve their own



interests and then rationalize any action as idealistic. He thinks it
is only through accepting ourselves as we "really" are that we can begin
to practice "real" norality:

There are two roads to everything--a | ow road and a high one. The
high road is the easiest. You just talk principles and be angelic re-
garding things you don't practice. The lowroad is the harder. It is
the task of mmking one's self-interest behavior noral behavior. W

have behaved norally in the world in the past few years because we want
t he people of the world on our side. When you get a good noral position,

| ook behind it to see what is self-interest.22
The cynicismof this viewpoint was mtigated somewhat by my discussing the
guestion of norality with Alinsky who conceded that idealismcan paralle
self-interest. But he believes that the man who intends to act in the world-

as-it-is nust not be misled by illusions of the world-as-we-would-1like-it-to-

be. 23 Alinsky clains a position of noral relativism but his noral context
is stabilized by a belief in the eventual manifestation of the goodness of
man. He believes that if men were allowed to live free fromfear and want they
would Iive in peace. He also believes that only men with a sense of their own
worth and a respect for the commpnality of hunanity will be able to create
this new worl d.
Therefore, the main driving force behind his push for organization
is the effect that belonging to a group working for a commopn purpose has
had on the nmen he has organi zed. Frustration is transfornmed into confidence
when nen recognize their capability for contribution. The sense of dignity
is particularly crucial in organizational activity anong the poor whom
Al insky warns to beware of progranms which attack only their econom c poverty.
Wel fare prograns since the New Deal have neither redevel oped poverty
areas nor even catal yzed the poor into hel ping thensel ves. A cycle of de-
pendency has been created which ensnares its victins into resignation and
apathy. To dramatize his warning to the poor, Alinsky proposed sendi ng Negroes

dressed in African tribal costunes to greet VISTA volunteers arriving in



Chi cago. This action would have dramati zed what he refers to as the "col -

oni alisn and the "Peace Corps nentality" of the poverty progran124
Alinsky is interested in people hel ping thenmsel ves wi thout the
ineffective interference fromwelfarephiles. Charles Silberman in his

book, Crisis in Black and Wite describes Alinsky's notivation in terms

of his faith in People:
The essential difference between Alinsky and his enemies is that
Alinsky really believes in denocracy; he really believes that the hel p-
| ess, the poor, the badly-educated can solve their own problens if
gi ven the chance and the neans; he really believes that the poor and

uneducated, no less that the rich and educated, have the right to decide
how their lives should be run and what services should be offered to

theminstead of being mnistered to |ike children. 25
This faith in denmpbcracy and in the people's ability to "nake it" is pecul -
iarly Anerican and nmany mi ght doubt its radical ness. Yet, Alinsky's belief and
devotion is radical; denocracy is still a radical idea in a world where
we often confuse images with realities, words with actions. Alinsky's belief
in self-interested denocracy unifies his views on the use of the power/conflict
nodel in organizing and the position of norality and welfare in the phil-

osophy underlying his nethodol ogy.
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CHAPTER 11
THE ALI NSKY METHOD OF ORGANI ZI NG THREE CASE STUDI ES

The Alinsky method of comunity organi zi ng has two distinct
el ements. One, the "Alinsky-type protest” is "an expl osive m xture of

rigid discipline, brilliant showranship, and a street fighter's instinct

for ruthlessly exploiting his eneny's weakness. "1 The second, nodel ed
after trade union organi zati on nethods, involves the hard work of rec-
ogni zi ng interests, seeking out indigenous |eaders, and building an
organi zati on whose power is viewed as legitimte by the |arger com
munity. It is difficult to discuss these two conponents separately be-
cause they are woven into the organi zati onal pattern according to sit-
uati onal necessity. Some organizational situations need the polarizing
ef fect of "rubbing raw the sores of discontent” while others with well -
defined resentnents need | eaders.

Anot her distinctive feature of the Alinsky method as mentioned
in the previous chapter is the use of mlitary | anguage. As Sil berman
poi nts out, such |language is appropriate for groups engaged in "war-1ike"
struggles for

...the only way to build on army is by winning a few victories.
But how do you gain a victory before you have an arny? The only
nmet hod ever devised is guerrilla warfare: to avoid a fixed battle
where the forces are arrayed and where the new arnmy's weakness
woul d becomne visible, and to concentrate instead on hit-and-run

tactics designed to gain small but neasurable victories. Hence the
enphasi s on such dramatic actions as parades and rent strikes whose

mai n objective is to create a sense of solidarity and cormunity.2
Al t hough Alinsky's goal of community solidarity and his war on power-
| essness has been co-opted into the rubric of the federal welfare pro-

grans, there is a continuing mstrust of his tactics. As has been sug-



gested, there is no set pattern for each of his organizational efforts.
There are, however, tactical guidelines which can be applied in order to
fulfill the following criteria of an Alinsky organi zation

(a) It is rooted in the local tradition, the | ocal indigenous |eader-
ship, the local organizations and agencies, and, in short, the
| ocal people.

(b) Its energy or driving force is generated by the self-interest
of the local residents for the welfare of their children and
t hensel ves.

(c) Its program for action devel ops hand in hand with the organ-
i zation of the comunity council. The programis in actual fact
that series of comnmon agreenents which results in the devel op-
nment of the local organization.
(d) It is a programarising out of the |ocal people carrying with it
the direct participation of practically all the organizations
in a particular area. It involves a substantial degree of indi-
vidual citizen participation; a constant day to day fl ow of vol -
unteer activities and the daily functioning of nunerous |ocal com
nmttees charged with specific short-termfunctions.

(e) It constantly enphasizes the functional relationship between prob-
I ens and therefore its programis as broad as the social horizon
of the community. It avoids, at all costs, circunscribed and seg-
nmental prograns which in turn attract the support of only a seg-
nment of the |ocal population.

(f) It recognizes that a denocratic society is one which responds to
popul ar pressures, and therefore realistically operates on the
basi s of pressure. For the sane reason it does not shy away from
i nvol venent in matters of controversy.

(g) It concentrates on the utilization of indigenous individuals,
who, if not |eaders at the begi nning, can be devel oped into | eaders.

(h) It gives priority to the significance of self-interest. The organ-
ization itself proceeds on the idea of channeling the many diverse
forces of self-interest within the community into a common dir-
ection for the comon good and at the same tinme respects the
aut onony of individuals and organi zations.

(i) I't beconmes completely self-financed at the end of approxinmately
three years. This not only testifies to its representative character
in that the local residents support their own organi zation finan-
cially, but insures to the local council the acid test of inde-

pendence: 'the ability to pay one's may.'3



Di scussing Alinsky's tactics apart fromhis actions is |ike discussing
current theories of international relations wthout mentioning Vietnam

We will consider three of the organizations which Alinsky hel ped build.

The first of the three is the Back of the Yards Nei ghborhood Counci

which is the prototype community organization dating back to the late 1930's.
Alinsky's involvenment with the Council led to the establishnment of the

I ndustrial Areas Foundation which subsequently coordi nated ot her organi zing
activities. One of the nost inportant of these was The Wodl awn O gani zati on
a black community group in Chicago. Alinsky frequently encounters bl acks who
view Alinsky's efforts as just one nore exanple of white man's power politics

gane. He tells such critics that, "Sunglasses, Swahili, and soul food won't

wi n power for bl acks. "4 Thirdly, we will | ook at the organizational prob-
I ens involved in the Rochester black conmmunity's confrontation with the

Kodak Conpany.

THE BACK OF THE YARDS NElI GHBORHOOD COUNCI L

Upton Sinclair's novel, The Jungle, focused attention on the
stockyards in Chicago and the deplorable conditions of life in the area
surroundi ng the Yards. This area, Back of the Yards, was biganpbusly wedded
to the meat-packing industry and the Roman Catholic Church. The neat fac-
tories provided jobs and the Church ministered to the spiritual and socia
needs of its parishioners. The waves of Polish, Slovak, and Irish inmmgrants
before Wrld I, and Mexican immgration after, supplied both workers and
pari shioners. The inmm grants al so successively | owered the wage scal e and
fragnmented the Church into bickering nationalistic divisions. The area's
depressed econony was accomnpani ed by acute environnmental problens such as
overcrowded housing, insufficient sanitation, unpaved streets, few rec-

reational facilities, high delinquency and crime rates, and inadequate
school s. ® Al i nsky renmenbers the Back of the Yards as "the nadir of Anerican

sl uns, worse than Har | em "6



Alinsky's experiences in the Back of the Yards forned the basis
for his approach to organi zing, but they are difficult to trace. Most of
the infornmation related to Alinsky's role in the fornulation of the Neigh-
bor hood Council cones from Alinsky. He gives a third person account in

Reveille for Radicals, and he is always ready to rem nisce about that ex-

peri ence. Evelyn Zygmuntowi cz's account of the formati on of the Council
which is considered "authoritative" by the present menbers of the Council
does not nention Alinsky once by nanme except in the bibliography. Wen
guesti oned about the omi ssion in the Zygmuntowi cz thesis, Alinsky attrib-

uted it to his great success in building an organi zation which did not

need him 7 That Alinsky participated in the organizing, and that his par-
ticipation led to the devel opment of his organizational strategy is unde-
batable. It is generally accepted anong organi zers, reporters, and aca-
denmics that Alinsky was the noving force behind the struggle. An exam nation
of the available material about the Council's formation affirnms that
assunpti on.

The organi zation of the Back of the Yards began at a neeting in the
local YWCA to plan a conmunity recreational program Before the meeting
in the Spring of 1939 the Back of the Yards had been the scene of various
conmunity projects initiated by settlenent houses, the Church, and unions.
The Packi nghouse Workers Organi zing Comrittee, an affiliate of the Cl O
began organi zi ng the enpl oyees of Swift, Arnmour, WIson, and the other
meat houses with relatively little opposition. The |l ack of managenent op-
position mght have been anticipated since by the late 1930's nany of the
conpani es started nmoving out of the Chicago Yards. The success of the union
organi zi ng encouraged others both in and out of the conmunity. A non-res-
i dent social worker initiated the neeting at the YWCA out of which canme the

"Call to a Community Congress":



For fifty years we have waited for sonmeone to offer a solution--
but not hi ng--has happened. Today we know that we oursel ves nust face
and sol ve these problens. W know what poor housi ng, unenpl oynment,
and juvenile delinquency neans; and we are sure that if a way is to
be found we can and nust find it.

We have stopped waiting. We churchnen, businessnen, and union nen
have fornmed the Back of the Yards Nei ghborhood Council. This Counci
is inviting representatives of all the organizations--church, business,
social, fraternal, and |labor to participate in a conference...to thor-
oughly di scuss the problens of joint action which can effectively

attack the evils of disease, bad housing, crime, and punishment.8
Al i nsky who hel ped draft the Call continued using his straight-
forward, self-interest approach to convince the comunity that working to-
get her was the only hope for them For exanple, he never approached a Catholic

priest in terns of Christian ethics but on the basis of self-interest such

as the wel fare of this Church, even its physical property.9 Alinsky's roc-
ognition of the Catholic Church as an "integral and dynamic factor in the

experience and lives of the people" won himthe support of the Senior Aux-

iliary Bishop of Chicago, the Mst Reverend Bernard J. Shiel, D.D.10 H s
support hel ped bring together the conflicting nationalistic Catholic
Churches. Then hostility between the Church and the unions | essened as
both recogni zed the necessity of cooperation. The primary question was,
however, "cooperation" for what? The By-Laws of the Council (adopted My,
1939) idealistically stated that

...this organization is founded for the purpose of uniting all organ-
izations within the comunity known as 'Back of the Yards' in order
to pronote the welfare of all residents of that community regardl ess
of their race, color, or creed, so that they may all have the oppor-
tunity to find health, happiness and security through the denocratic

way of life. 11
Al i nsky renmenbers the atnosphere in the nei ghborhood as

...a hell hole of hate..

When peopl e tal k about Back of the Yards today, sone of them use
lines like '"rub resentnments raw to describe my organi zi ng nmet hods. Now
do you think when | went in there or when | go into a Negro conmunity
today | have to tell then that they're discrimnated against? Do you
think I go in there and get them angry? Don't you think they have re-
sentnents to begin with, and how much rawer can rub then?...



What happens when we sonme in? We say 'Look, you don't have to
take this; there is sonething you can do about it. You can get jobs,
you can break the Segregation patterns. But you have to have power to
do it, and you'll only get it through. organi zati on. Because power
just goes to two poles--to those who' ve got nobney, and those who've
got people. You haven't got nobney, so your own fellowren are your
only source of power. Now the m nute you can do sonething about it...
You're active. And all of a sudden you stand up

That's what happened in Back O the Yar ds. 12
The process of "standing up" however, took tinme.

The Nei ghbor hood Council's two i mredi ate goals, to achi eve econonic
security and to inprove the | ocal environment, catapulted it into a power
struggle with the nmeat conpanies. Vigorous activity stalled during World War
Il because there were few groups ready to follow John L. Lewis's |ead and
interfere in any way with the war effort. During the War the Council did
solidify its support anpbng all groups it constitutionally represented. O gan-
i zed business, for exanple, had been catal ogued anong the nenbers of the
Council but did not officially form The Back of the Yards Busi nessnen's
Associ ation until 1945. Local residents were kept inforned of each other's

resentments through a community newspaper, the Back of the Yards Journal

The Journal still operates on a cooperative basis with the owner and a
speci al board of governors, representative of the Council, controlling the
weekly paper's policy.

The organi zation the Council and its early achi evenents in con-
solidating power particularly inpressed Bishop Sheil. After the first annua

Conmunity Congress in 1940 he described it as "one of the nost vivid denon-

strations of the denocratic process that | have ever wi t nessed. " 13 Bi shop-
Shei|l enthusiastically introduced Alinsky to Marshall Field who suggested to
Alinsky that he carry his nodel and ideas of organizing to other areas of
the country by neans of a tax-exenpt foundation. Wen Alinsky was convi nced
that Field did not just want himout of Chicago, he accepted the position

Executive Director of the Industrial Area Foundation (IAF) working with



a begi nning capital of $15, 000.14

The Council noved into action after the War by fully supporting
t he Packi nghouse Strike of 1946, providing the community with an opportunity
to nobilize financial, medical, and noral help for the strikers. Coordinated
t hrough the Council, the Churches opened soup lines and child care centers;

busi nessnen supplied food; |andlords ignored unpaid rents; physicians of -

fered free services. 1% The conmuni ty backing of the strike resulted both
in a good settlement for the workers and in a nore powerful voice for the
Counci | .

The Illinois legislature heard that | oud voice when the Counci

voted in 1948 to lead a city-wi de sales tax strike against the state ad-

mnistration's proposed cut in ADC funds. 16 The state House of Represent ati ves
adnmtted to having been swayed by public pressure directed by the Counci
and restored the funds.

As the Council's political sophistication increased, it noved beyond
the tactical |evel of denonstrating conmunity solidarity, manipulating public
pressure, and threatening uncooperative residents with ostracism In a 1949
confrontation with the city's Health and Buil di ng Commi ssioners over its
enf orcenent of the housing codes, the Council's Housing Comittee conpiled
enough statistics to enbarrass the housing authorities and prepared to
rel ease themto the newspapers. As a threat is often as effective as action,
houses were repaired.

The Council al so took | egal action against the Pennsylvania Railroad
on behal f of the residents whose health and property were damaged from en-
gi ne snmoke, and agai nst the neat factories whose stench fouled the air. The

Rail road was fined by the Minicipal Court of Chicago and the packers were

forced to construct buildings to house their garbage.17



In addition to each of its varied activities, the Council assumed
an educational function by carefully explaining every project to the res-
i dents. QOccasionally the educative process was an end in itself as in the
case of the Council's efforts to introduce basic facts of nutrition to
the community. During the Spring of 1945 nutrition was discussed at union

neetings, in Sunday sernons, and at school assenblies. No resident could

nmove t hrough his nei ghborhood w thout being rem nded to drink his orange juice.18
More often the educational programwas directed toward specific actions such
as the creation of a local credit union. Although financial experts ex-

pl ai ned the credit operation, the union was nanaged by Council menbers who

gai ned their expertise through action. 19

The i nmportance of popular participation in the Council's activities,
essential in any comunity action project, was sunmred up in the 1948
Annual Report of the Executive Secretary.

Wil e the achi evenents of the Council are great in thensel ves,
under | yi ng each individual achievenent is the thread of the nost im
portant objective that we are working toward...the nost inportant el-
ement in denmocracy. By that | nean participation. | nean the recog-
nition on the part of the people that denpbcracy is a way of |ife which
can only be sustained through the part of the people. Only when the
peopl e recogni ze that theirs is the decision, the right, and the duty
to shape their own life, only then will denpcracy expand and grow.

That is why the cardi nal keynote of the Back of the Yards Nei ghborhood
Council is: '"We, the people will work out our own destiny.' It is for

this reason that | amasking you to keep in mnd clearly that every

si ngl e achi evenent which | can report tonight has behind it a history

of participation, of fighting and of awakening of a burning passion

for justice and brotherhood of man by thousands of our people.20

For the last thirty years the hope expressed by the Council's notto
has often been realized as the carefully nurtured conmunity power in Back
of the Yards affected the city, the state, and even the nation. However, much
of the community's influence is traceable not to its "burning passion" but
toits most illustrious resident, Mayor Richard J. Dal ey.

Mayor Dal ey's assunption of political power in the early 1950's



curiously parallels the Council's growmh in power. Many of the Mayor's
staff are also residents and share the Mayor's loyalty to the nei ghbor-
hood. Whatever one nay say about Dal ey, he has a genui ne concern
for the "forgotten" (white?) man, and al nost echoes Alinsky rhetoric when
speaki ng about the Council. As he said in 1966,
...1f we had in every nei ghborhood, in every commnity, an organization
such as yours we woul d have a nmuch better city...The efforts to solve
our problens nmust cone fromthe | eadership of the community which is
so excellently displayed in your great organi zation. The | eadership
and the solution nust come froma wllingness of the people to par-
ticipate in solving their problens. No governnental body...wll re-
sol ve these probl ens al one.
...\What a great picture of the final essence of Anmerican governnent

this presents. The businessnen, the religious | eaders, the teachers,
all sitting down together, all trying to find the answers, trying to

do something to help better their conﬂunity.21

Such words fromthe Chicago political establishment are anathema to
Al i nsky not only because of his habitual anti-establishnent stance, but al so
because of present conditions in Back of the Yards. The | ower class white
workers in the area feel threatened by the accel erating pace of socia
change. They fear the loss of their factory or clerical jobs to automation
and their hones to Negroes. The Council's ability to fulfill nost of the
resi dential needs had | ocked the nei ghborhood so that few residents ever
| eave. One criticismof the Alinsky nethod is that such strong conmunity
organi zations tend to "nail down" a nei ghborhood, retarding social and
political devel oprent.

The coll ective mani festati on of such retardation is reactionary,
segregationist politics. Alinsky recogni zed such tendencies in the Autum

of 1968 when he wal ked t hrough the nei ghborhood seeing Wal |l ace posters and

"White Power" slogans on fences and car bunpers.23 The Councils socia
wor ker, Phyllis Ryan, attributes much of the frustration in the area to

t he younger residents who often do not even know about the Council and its



uni versal i st credo. 24 Al i nsky remenbers that many young people fromthe
yards area formed a crypto-fascist cadre in the late 1930's. He fought

agai nst and for them once and may do so again.

THE WOODLAVWN ORGANI ZATI ON

The obstacles confronting Alinsky in Organizing the Back of the
Yards were mitigated by several factors. The Roman Catholic Church as well
as the neat industry provided a cohesiveness to the conmunity which facil -
itated attenpts at mnobilization. Various social pressures acconmpanying
t he Depression opened possibilities for entrance into the political struc-
ture to groups such as |labor. The Depression itself produced w despread
guestioni ng of the assunptions underlying existing social conditions which
legitimzed popul ar efforts to change them And the War years were good
ones for organi zing simultaneously against fascismat home as well as
engendering comunity spirit. Al in all, many of the problenms associated
with comunity organizing in the 1960's were not cause for anxiety in
Back of the Yards. There was, for example, little questioning of the tra-

ditionally accepted neani ng of "community" as "a group whose menmbers occupy

a given territory within which the total round of |life can be pursued."25
The rapidity of social change in nodern America has not nerely altered the
previ ous description but has rendered it inapplicable.

Its inapplicability, however, was not fully apparent as Alinsky con-
tinued his organizing efforts through the 1950's. Operating with terri-
torially defined assunptions, he applied his nodel to poor areas all over
the world. There is little information regarding the actual organizing sit-
uati ons between 1946 and 1960, and Alinsky is vague about them One of the

nost, significant of 1AF s efforts during these years is the Conmunity



Service Organi zation, a coalition of approximately thirty Mexi can-Aneri can
communi ties in California.26 Al i nsky often worked through the Catholic
Church, and at the urging of his friend Jacques Maritain even consulted with
t he Vatican about devel opment problens in southern ItaIy.27 A snal |l group

of organi zers including Caesar Chavez, of California grape strike faneg,

and Ni chol as von Hof f man, now an editor of the Washi ngton Post, were trained

during the 1950's. Alinsky's base of operations, the | AF, renmined in Chi-
cago, and his involvenents there | ed eventually to organizing the Wodl awn
section of Chicago. The organi zati on of Wodl awn typifies nmany of the prob-
I ens of the 1960's just as Back of the Yards did in the 1930's. It also
illustrates changes in Alinsky's theory and techni que which are crucial
to on understandi ng of his evolving socio/political philosophy.
Overcrowded, dil api dated housing, an increasing crine rate, high
unenpl oyment, characterized Wodlawn in 1960 as "the sort of obsol escent,

decayi ng, crowded nei ghborhood which social workers and city planners

assune can never help itself."28 Wth its predom nantly bl ack popul ation
Wbodl awn exenplified the disorgani zed anemc areas resulting from nmassive
Negro migration to northern cities. The deterioration of the conmunity,

| ocated in an obl ong area south of the University of Chicago, began during
t he Depression and accel erated after Wirld War |1, so that by 1960 the only
peopl e benefiting fromthe area were absentee slum | andl ords. Many groups

especially mnisters, tried to "stemthe tide of slumculture" but with

very limted success. 29
The nei ghbor hood' s probl ens were conpounded by the threat of urban

renewal . The Chi cago Defender, a Negro newspaper, in its series entitled

"The Battle of Wodl awmn" characterized the threat as foll ows:



In the century since the Negro won freedom from slavery in Anerica,
the battle for freedom has never ceased and a variety of racial organ-
i zations his run the gauntlet of devious bans...to keep the Negro |ess
than a free and equal Anerican..

But nothing has been nore difficult to contend with than the newest
strategy of racial discrimnation introduced in the past decade..
Cal l ed urban renewal, it has been difficult to fight because its
i dea is basically good--tear down the sluns and build new hones...

But the experience of a decade has denpnstrated beyond doubt that
in many cases urban renewal has neant Negro renoval..

And increasingly as urban renewal spread, the question in the com

muni ty has been: how do you fight a bulldozer and crane?30
How, indeed, are bulldozers and cranes halted when they nove with the en-
cour agenent of such powerful forces as a city adm nistration and a univer-
sity behind thenf
In the Spring of 1959 this question brought together a group of three
Protestant ministers and one Catholic priest determ ned to do whatever they
could to preserve the comunity. The action of these religious |eaders was
indicative of their times. As Alinsky observed in 1965,
The bi ggest change |'ve seen in the twenty years or so that |'ve
been involved in social action is the role the churches are playing.
Back in the 1930's and 40's an organi zer m ght expect to got sone
help fromthe. ClO or froma few progressive AFL unions. There wasn't
a church in sight. But today they have really noved into the socia

arena, the political arena. They have taken over the position organ-
i zed | abor had a generation ago. They are the big dom nant force in

civil rights.31
Thus, Alinsky was hardly surprised when the clergynen approached him for
hel p. He turned away the original small group, telling themto return when
they had a nore representative committee and sufficient financial resources
to support organizing activity.

The enphasis on financing is Alinsky's version of the "sink or sw nf
doctrine. A comunity which can first organize to achieve financial index-
appendence has already begun to fight. The clergynen returned as nmenbers of
the Greater Wodl awmn Pastor's Alliance with support from many secul ar groups
and with grants fromthe Catholic Archdi ocese of Chicago, the United Pres-

bettering Board of Mssions and the Em | Schwartzhaupt Foundation. In addition



to these grants, the community itself had rai sed $27,000. Alinsky was per-
suaded to nove into the masma of black inequality, white racism city
politics, university selfishness, and federal indifference.

But, just how does one organize a m asma? The organi zi ng fol | owed
the flexible pattern of first sending IAF field nen into the nei ghborhood
to discover grievances, and to spot the elusive "indigenous" |eaders, and
then bringing the | eaders together to plan action involving the comunity
in a denonstration of power. Nicholas von Hoffrman, the original field rep-

resentative, answers the question about begi nning offhandedly: "I found nyself

at the corner of Sixty-third and Kinbark and | | ooked ar ound. " 32
Von Hof f man el aborated on his views during a conversation with the

aut hor, but he found it difficult to verbalize the process whereby a

"l eader" is recognized.33 He stressed the inmportance of listening to people
as one attenmpts to get the "feel" of an area, but, as with nbst successfu
organi zers, he finally relied on his inpressions and intuitions, Von Hof -
fman renmenbers the prinary problemin organi zi ng Wodl awn was the | ack of
conmuni ty | eadershi p anong the bl ack residents. That bl acks thensel ves rec-
ogni zed the void was pointed out by a staff nenber of the original Tenp-
orary Whodl awn Organization (TWD in explaining the primary ai mof TWO
We're trying to say to Negroes across the city, once you wake up
and start fighting back for true representation and begin to criticize
and go after the next politicians who do not stand for what you want,
t hen ot her Negroes who have been intimdated and frightened will over-
cone their fears.
Once a small group of Negroes really are enanci pat ed--psychol ogi cal |y

and fundanental |y emanci pated--and begin to fight without fear for their
full constitutional rights you'll have nore than the seeds of a gen-

eral social revolution. You'll have the beginning of one. 34
Dedi cated to "fighting back" the recruited | eaders had to devise a strategy
during the Spring of 1960 for TWO s nenbership, which by then included approx-
imately sixty |local businesses, fifty block clubs and thirty churches rep-

resenting at least forty thousand of Wodl awn's one- hundred t housand residents.



TWO s first project was a "Square Deal " canpaign to inplenent a
new Code of Business Ethics covering credit practices, pricing, and
advertising. During the early canvassing of the nei ghborhood to dis-
cover grievances, von Hoffman and ot hers had heard nmany conplaints re-
garding the | ocal merchants who overcharged an short weighted their
custoners' purchases. this type of conplaint was one of the nore "visible"
resentnments and coul d serve as a focus for an initial organizing attenpt.
Most of the merchants patronized by the conmunity were in the area and
could be directly affected through econom c pressure. The Square Dea

canpai gn was publicized by a big parade through the Wodl awmn shoppi ng

district, and by public weighings of packages suspected of being fal sely

mar ked. 35 Cheating nerchants agreed to conply with the Code, and their
capitulation inpressed the residents with TWO s effectiveness.
VWhat TWO real |y needed, according to the Alinsky prescription,
was an eneny in order to translate conmunity interest into comrunity action.
The University of Chicago unwittingly fulfilled that role with its an-
nouncement on July 19, 1960, that it intended to extend its canpus south
i nto Whodl awn. There had been a history of hostility between the Univer-
sity and the community over the University's Negro renoval tactics in other
south side areas, and over its general disdain for the problens of the black
slums. The University for its part, sawitself as one of the few first-
rate attributes of the entire city necessarily possessing a | onger-range
vision than that held by a present-oriented popul ace. The University, with
t he support of the Mayor and business groups, was accustomed to having its
way and expected no nore than a few protests in response to its announcenent.
Bef ore the creation of TWD there had been few protests. One of the

characteristics of what Silberman refers to as the "life style" of a slum

is its pervasive apathy.36 Those who live in our sluns have | earned that



they are on the bottom of the social scale but that they often have nore
to lose from bucking the systemthan their mddl e class counterparts.
Personal experience with city politics in Chicago during the years 1960-
1964 denonstrated to me the arbitrary power which many politicians hold
over their constituents. Wl fare checks can be w thheld because of "Unaccept -
abl e behavior." The precinct captain carefully tours his nei ghborhood before
each el ection rem nding everyone how to vote. How could an individual, even
if supported by friends, risk the loss of a patronage job for sone abstract
principle when the tangible fact of a famly's needs faced hin®
Si | berman sunmarizes the conditions afflicting Wodl awn and stil
af fecting our nation's sluns:
Quite frequently, therefore, the apathy that characterizes
the slumrepresents what in nmany ways is a realistic response to a
hostil e environnent. But realistic or not, the adjustnent that is
reached is one of surrender to the existing conditions and abdi cation
of any hope of change. The result is a comunity seething with inartic-
ulate resentnments and dormant hostilities repressed for safety's sake,
but whi ch break out every now and then in sone expl osi on of deviant
or irrational behavior. The slumdwellers are incapable of acting, or

even joining, until these suppressed resentnents and hostilities are
brought to the surface where they can be seen as problens--i.e. as a

condition you can do sonething about . 37
TWO s initial articulation of resentments against the University

was not an instance of "rubbing raw the sores of discontent."” Representing
the community, it merely asked the University for nore detailed plans of its
| and needs because nore than fifteen-thousand people were involved in any
expansi on. The University insensitively refused the request. TWO then de-
manded that the usually acquiescent city defer its approval of the Univer-
sity plans until city planners worked out a conprehensive prospectus on

Whodl awn' s future. TWO acconpanied its demand with the threat of denonstrators

lying in front of bulldozers and hundreds of denobnstrators at a City Plan

Conmi ssi on hearing.38 The denands, threats, and denpnstration created ef-



fective countervailing political pressure resulting in the defernent of city
approval .

The University, probably with private assurances fromthe city
officials, still did not take TWD seriously and continued alienating the
Wbodl awn residents. One exanple of their political ineptitude occurred in
the treatnent accorded | ocal businessnen. Businessnen are not usually
t he ardent backers of community action since it is ained at the status
quo that supports them but after being insulted by spokesmen fromthe
University at an informational gathering called to explain the proposed

expansi on, the Wodl awmn Busi nessman's Associ ati on voted unani mously to join

T™WO s fight.39 Wth their plans bl ocked and the forces of the comunity
arrayed agai nst them the University of Chicago | aunched a smear canpai gn
agai nst Alinsky and the |AF.

The attack, outlined in Silbernman and other articles, was a strange
one to launch in Chicago, as its primary thrust concerned the | AF is involve-
ment with the Catholic Church. In a city whose | eadership is publicly
Roman Catholic, it makes little sense to fault a nman for being "invol ved"
with the Church. It is true, as University publicity men pointed out to
the city newspapers, that Catholic groups had aided Alinsky's work since

1940, but never under the delusion that they were aiding a "hate" distrib-

utor, nor aiding a Catholic conspiracy to foil integration.40 Bot h of these
charges were echoes of ones that Alinsky had heard before and answered before.
He once again pointed to the record of the Archdi ocese in the advocacy

of integration. Monsignor John J. Egan, director of the office of Urban
Affairs of the Catholic Bishop of Chicago, had chall enged one of the Univer-

sity's fornmer urban renewal plans thus incurring that institution's hos-

tility. 41



Monsi gnor Egan vi gorously defended Alinsky fromthe University
attack and summed up the attitudes of nany religious | eaders who have
supported Alinsky in the followi ng response to a question about why he
had worked with the | AF:

We felt the Church had to involve herself in hel ping people devel op
the tools which would enable themto come to grips with the serious
econom ¢, social, and noral problens which were affecting their |ives,
famlies, and comunities.

W al so knew that there was needed a tool which would enable themto
participate in a dignified way in the denocratic process and whi ch would
give themthe training necessary for achieving in action the neaning of
the denocratic way of life and of realizing their human and divi ne dig-

nity.

The Industrial Areas Foundati on appeared to us to be the only organ-
ized force with the skill, experience, and integrity to supply these
tool s and organi ze in nei ghborhoods whi ch had such a desperate need for
t hem 42

Most reports about the devel opment of TWD stress the ecumneni cal nature of

t he undertaking. And Alinsky credits hinmself with being the second nmost im

portant Jew in the history of Christianity.43

TWO s fight with the University had inplications for subsequent
conmuni ty action prograns because it directly questioned the concept of bur-
eaucratically-controlled social planning. Wien the City Plan Conm ssi on cane
up with its conprehensive programfor the Wodl awmn area in March of 1962
wi t hout havi ng consulted the comunity, TWO i ndependently hired a firm of
city planners to exam ne the Conmm ssion's plan. Jane Jacobs, nationally

recogni zed pl anning expert, was so inpressed with TWO s efforts that she

agreed to becone a speci al consul tant.44 Ms. Jacobs secured the hel p of

ot her planners to prepare proposals for the area that could be inplenmented
wi t hout noving the present popul ation out. Before the days of "nmaximm
feasible participation"” the residents of Wodl awmn were asking to voice their
opi nions to the sociol ogists and pl anners supposedly concerned with their

wel fare. Still, however, their existence was ignored by the University, unti



t hose nen nost sensitive to shifts in public participation, the politi-
ci ans, decided to act.

Mayor Dal ey's personal téte a téte nethod of dealing with politica

crises deserves careful study. Groups war with one another for years unti
brought together in his auspicious presence in sone back roomin the city
hall. After a few hours of undisclosed activity everyone enmerges smling.
In the Sumrer of 1963 Dal ey forced the Chancellor of the University to

neet with representatives from TWO and to agree on a conprom se whi ch woul d

create hones as others were denolished and afford TWO najority represen-

tation on the citizens planning comittee. 4> Wth the Mayor's hel p, TWOD
had won an inmportant battle, although in nost of its other struggles TWD
and the Mayor were squared off agai nst each ot her

One exanpl e of such a struggle was TWO s sponsorship of a mass bus
ride to register voters at the city hall. On August 26, 1961, nore than
t wo-t housand Wbodl awn resi dent boarded buses for the ride downtown. They
had been warned by the | ocal machine politicians not to arrive en masse,
but in the psychol ogy of Chicago politics, a warning has the connotation
of meaning that somebody is worried. For the residents of Wodl awn the
realization that they could affect the city administration was a revel ation
inline with what Alinsky regards the prime achievenment of a concerted
popul ar effort. For Alinsky, as for nmany of the participants, the forty-
si x buses were a manifestation of newWy found dignity. Men with dignity
could attain sone control over their lives as TWO continued to denon-
strate in its fight for non-segregated schooling, decent housing, and
sufficient police protection. Their tactics included picketing the Schoo
Board and suburban honmes of slumlandlords; filing suit against the

Board of Education for their perpetuation of de facto segregation; publicly



dunpi ng garbage in front of the sanitati on comm ssion's headquarters;
sitting-in at banks which handled slumlandl ords' business. In nany cases
the abrasive tactics paid off with the cancellation of double shifts
in the schools, the increased hiring of Negroes by city businesses, grow ng
responsi veness fromthe nmachine politicians, and even sonme property repair
TWO by 1964 was a pressure group within the city. Its title was
changed fromthe Tenporary Wodl awn Organi zation to The Wodl awn O gani za-
tion. Its devel opnent had paralleled that segnent of the civil rights
struggl e which reached its clinax in the 1964 Civil R ghts Act. TWD stood
as a renarkabl e acconplishnment and the Reverend Arthur Brzaier, then head
of TWDO, sunmmarized Alinsky's contribution: "Saul has done nore to alert

bl ack people on how to devel op real Black Power than any nman in the United

States."46 The Silberman book, Crisis in Black and Wite, admttedly pro-

Alinsky, is the definitive source both for understandi ng the devel opnent of
TWD and for setting it within the early 1960's context of our continuing

racial crisis. Silberman considers TWJ s greatest contribution to be "its

nost subtle: it gives Wodlawn residents the sense of dignity that makes

it possible for themto accept help."47 Unfortunately, the help was soon
com ng i nto Wodl awmn under the auspices of the War on Poverty in a project
that both perverted Alinsky's phil osophy and m sused hi s net hodol ogy.

In 1965 the O fice of Econom c Opportunity (CEO made a grant of
$927,341 to TWD to train several hundred unenpl oyed school dropouts, many
of whom were nmenbers of two area gangs, the Bl ackstone Rangers and the
Di sci pl es. The gangs were involved in the planning and adm nistration of
the program with some nenbers drawi ng salaries as recruiters or instructors.
The decision to include the gangs rather than nerely dealing with individ-
ual s was dictated by conditions wthin Wodl awm. The two gangs, anong the

nost notorious in Chicago are bitter enem es whose wars have terrorized



the south side for years. TWO, if it were to maintain its legitinacy, had
to contend with them TWO s efforts to reach the gangs were coordi nated
by the Reverend John R Fry, pastor of the First Presbyterian Church

i n Woodl awn. Al though white, the Reverend M. Fry managed to gain the con-
fidence of the Bl ackstone Rangers and offered themthe use of church
facilities. His congregation agreed with his work and when the federa
grant was awarded, the church becane the center for the training prograns.
The political risks of such a program bypassing City Hall and enpl oyi ng
young "crimnals", were obvious.

The first sign of trouble canme in Novenber, 1967, when CEO fired

Jerone Bernstein who had served as agency liaison to T™WO. 48 His renpval
was precipitated by pressure applied fromthe Mayor's office and the Police

Depart ment through Congressional Representatives such as Rep. Roman

Puci nski .49 Wth coinci dent al timng the Chicago Tri bune, a conservative

Republ i can defender of the Denpcratic city adm nistration, ran a series
of articles on gangs in the city enphasi zing the Bl ackstone Rangers' role
in TWO s anti-poverty project. Then canme the announcenent early in June
1968, that the Pernanent Investigations Subcommittee of the Senate Govern-
nment Operations Conmittee would hold hearings to determ ne whether OEO

funds were being used to buy peace on Chicago's south side by bribing the

t wo gangs.5o The Subconmittee's chairman, Senator John L. McClellan (D. Ark.)
had been "out to get the OCEQ, particularly the Community Action Prograns,

and had chosen the Wodl awn grant as his target. It was a predictable choice
not only because of the existing hostility between city hall and TWD

but al so because of antagonismfromthe official comunity action agency.

McCl ellan's investigators spent nmonths "scroungi ng around the South Side

of Chicago for dirt to discredit the CEO job. project."51 It should not



have been too difficult a job because of the | oopholes in such a ganble.
There are obviously going to be gang nenbers taking advantage of the fed-
eral nmoney; and the investigators found them There will also be conmunity
nmenbers dissatisfied with either the goals or the performance of the pro-
gram for their own personal reasons; and the investigators found them
O her groups in the city are going to resent the opportunity offered to the
gangs through TWO, and they were certainly vocal about their damaged in-
terests. And, of course, there is the political systemwhich usually feels
t hreatened by innovation; and McClellan rallied them

The hearings opened on June 20, am d headli ne-grabbi ng charges that
the Reverend M. Fry aided the Rangers' illegal activities. The centra

accusation made by an ex-Ranger chief, was that Fry had allowed the church

to be used as an arsenal .92 The police had raided the church and discovered
a cache in its baserment, although Fry and other church authorities claimed
the police knew the weapons were there because they had hel ped supervise
their storage. Am d charges and countercharges the Reverend Arthur Brazier

called the McClellan hearing a "political conspiracy to discredit a program

conducted by a black community and controlled by black people."53 Mayor
Dal ey answered Brazier in his bluntly revealing manner by calling the

charge "totally-absurd" and stressing that "we would have nothing to do

wi th gang structure or financing t hem " 94

OCEO Director Bertrand M Harding issued a statement on June 24, an-
swering some of the allegations nmade during the hearings and said that
"[We at OEO believe it inperative that some means be devel oped to reclaim
t hese poor, hard-core youth...to test whether the mechani sms of the gang

structures could not assist in shifting attitudes toward productive adult

citizenship."55

There is about TWO s fiasco--fromthe Reverend M. Fry's earnest



ineptitude to the project's "South Side" el enents--an incredible naiveté.
Nat han d azer has explained it saying that it is as if soneone had been convinced by a
soci ol ogi st that change and reform are spurred by conflict and deci ded

that, since all good things can conme fromthe American Governnent, it

ought to provide conflict, t 0o0. " 56 Al insky's |l essons in organizing and
nmobi | i zi ng conmunity action independent of extra-community strings appear
to have been lost in the face of the lure of OEO nmoney. TWO s contro
over a local program designed for obtaining jobs had shown sone progress
until the Washi ngton manna arrived. Operating with many of Alinsky's
assunptions, OEO s effort stumbled under a proliferation of pressures.
TWO, however, still exists despite the ravages of bureaucracies, Black
Power demagogues, and internal conflicts. That it survives at all is a
testament to its adaptability built in by its denocratic/representative
features. TWJ s presence in the comunity and its autononobus cooperation
wi t h the nei ghborhood gangs is frequently credited for the |ack of

raci al violence in Wodl awn.

ROCHESTER S FI GHT

Al t hough TWO, created in the early 1960's, is credited with chan-
nelling frustration away fromrioting, after the burning sumrer of 1964,
conmunity action entered a new phase marked by increasing black mlitancy
and unrealistic federal prom ses. The Econom c Qpportunity Act of 1964
| aunched the War on Poverty with many of the premi ses of the Alinsky
nmet hod. Before exam ning Alinsky's effect on the federal planning, one other
exanpl e of independent organizing will be described because it adds to
an understandi ng of Alinsky's strengths and weaknesses.

FI GHT in Rochester, New York, was a direct response to the riots

inthat city in July 1964. The riots, resulting in hundreds injured and



mllions of dollars in property damage, had a profound effect on a city

whi ch Ali nsky dubbed " Smugt own, U S.A."9 Gerald Astor's description of

Rochester is worth repeating: "...an upstate conservative city, a cul-

ture bastion am d the apple knockers...founded upon high-skilled industry,

dom nated by an oligarchy and infected with a severe case of ghettoitis."58
Once again, clergynmen |ed the nove toward organi zation. Their first choice
was not Alinsky, but the Southern Christian Leadership Conference (SCLC)

which they invited into the city under the auspices of the Rochester Area

Counci| of Churches. 99 When the SCLC non-vi ol ence doctrine proved ineffective
inthis riot-torn ghetto, Alinsky was asked for his help

The Council's invitation to Alinsky coupled with a two-year pledge
of $50, 000 polarized the city. Such polarization between those who be-
lieved in himand those who denounced hi mas a hate-nonger delighted Alinsky:
“I'n order to organi ze, you nmust first polarize. People think of controversy

as negative; they think consensus is better. But to organize, you need a

Bul | Connor or a JimCark."60 Wth nenories of fire houses dancing in
their heads, the residents of Rochester settled down for a long, bitter
conflict. For a variety of reasons they were initially surprised. First
of all, there was no Bull Connor in Rochester and the city adm nistration
was not so stupid as Jimdark. Wen the incipient FIGHT organi zation
conpl ai ned about housi ng or garbage pick-up, the city adm nistration ar-

ranged a settlenent. It was also six years after TWO s begi nning and, as

Ed Chanbers, the |AF field man, said, "...the eneny is nore sophisticated."61
FI GHT (the acronym stood for: Freedom Integration, God, Honor

Today until I ndependence repl aced Integration) becane an official Alinsky

nodel People's Organization in June, 1965, when it adopted its constitution

and elected its first president. The president, the Reverend M. Franklin

Florence, led FIGHT's coalition of over one-hundred organi zations as the



bl ack conmmunity won control of an urban renewal citizens commttee and

pl aced three directors on the board of the local anti-poverty progran162
Chanbers recounted the strategy of escal ated demands used by FIGHT in its
struggle with the city-controlled agency:
We subjected themto constant harassment. Qur first issue was
that the public business can't be conducted in private, If their
board went into private session, we would force our way in. They

finally realized FIGHT is here to stay. They said to thensel ves,
'"W'd better give those people sonething to shut themup.' So they

gave us three people on their board and $65, 000. 63
The $65, 000 Federal anti-poverty grant awarded in 1966 to FIGHT to train

one- hundred Negroes to pass the civil service exanm nations, added to FIGHT s

negoti ati ng strength.64

FI GHT used its new respectability to petition the New York State
Educati on Conmi ssioner to use greater speed in ending de facto schoo
segregation. FIGHT also arranged for on-the-job training at Xerox for fif-
teen bl acks. Al of these activities were preparation for FIGHT' s chal |l enge
to the Rochester-based East nan Kodak Conpany. The company with 40, 000 non-
uni oni zed workers is the |largest enployer in the area. FlIGHT charged Kodak
with ignoring the needs of blacks, and asked the company to train 500 Negro

yout hs for sem -skilled positions. "If Kodak can take pictures of the noon,

it can create jobs for our people," said Fl orence. 85 His words wore ampl i -
fied by threats of direct action such as picketing the plants and even
the home's of Kodak executives.

The President of Kodak in 1966, WIliam S. Vaughn, agreed to talk
wi th FI GHT and desi gnated assistant vice-president John G Milder to
handl e the negoti ati ons. On Decenber 30, 1966, Ml der and Fl orence si gned
this joint statenment: "The FIGHT organi zati on and Kodak agreed to an ob-
jective of the recruitnment and referral (to include screening and sel ection)

of 600 unenpl oyed peopl e over a 24-nmonth period, barring unforeseen econom c

changes affecting the Rochester cormunity."66



There were i mredi ate unforeseen changes but they were politica
rat her than econom c ones. Shortly before the joint statenent, Vaughn had
been made chairman of the board and Kodak's new President, Louis K Eilers,
publicly, reneged on the proposal. Eilers instead asked FIGHT to cooperate

in a conpany project which he described as "the white hope for the poor

of Rochester."67 The bl ack poor were not interested in any white hope. Janes
Ri dgeway skillfully counterposed Florence's reaction to Eilers with Eilers
attitudes:

'They tal k about America being a nelting pot,' said Florence, 'but
the question right now is not whether black can nelt, but whether they
can even get into the pot. That's what FI GHT has been trying to do--
get some of theminto the pot at Kodak..

'Fromwhat | have been able to Il earn of other Alinsky efforts
this one seens to be devel opi ng according to his pattern,' Eilers said.
"An issue is picked. Community conflict is created by nuch tal k, noise
and pressure and the creation of confusion.

"In our case, the issue the Alinsky forces chose to be related to is
t he enpl oyment of Negroes. It is nmore and nore clear, however, that al

the tal k about unenployment is only an issue or device being used to
screen what FIGHT is really doing--and that is making a drive for power

in the conmmity.'68

Eiler's words were particularly ironic as Alinsky had tried to stay out of
Rochester. In every organizing effort his goal is to becone di spensabl e
as quickly as possible, and with FIGHT's strong bl ack awareness, he left
even nore of the decisions to the FIGHT | eadership. He hel ped devel op a
paral |l el group of whites, the Friends of FICGHT, because he believes that
Negroes need white allies. The relationship between FIGHT and their Friends
was an uneasy one until they joined forces agai nst Kodak

The need for a new strategy to use agai nst Kodak brought Alinsky
back into the fight. Influenced by the white |iberal support offered to

FI GHT, he decided to "Fight Kodak" through stock proxies: "Liberals can
go to cocktail parties and let their proxies do the wor k. " 69 Al i nsky noved

around the country presenting the FIGHT side of the controversy, concen-

trating on church groups. He spoke to the National Council of Churches and



the National Convention of Unitarians. Wen the |atter group voted its

stock proxies behind FIGHT and agai nst racism 'senators and congressnen

af fected by church pressure becane i nterested. 70 Al i nsky al so attenpted
to coordi nate a nationwi de boycott of Kodak goods which was a failure
within the tradition of unsuccessful national boycotts.

Eventual |y, recognizing FIGHT' s legiti mate demands and respondi ng
to political pressure, Kodak wired FIGHT: "Kodak recogni zes that FI GHT,

as a broadbased community organi zati on, speaks in behalf of the basic needs

of the Negro poor in the Rochester area." /1l Kodak agreed to work with FI GHT

but made it very clear that, "[We're not in the welfare-business, that's

t he government's job."72 Al t hough FIGHT in 1967 considered the tel egrama
victory. in 1969, three years after the abortive Florence/ Mul der agreenent,
Kodak has renewed its delaying tactics. The conpany is supposedly waiting
to see what happened with the Community Devel opment Corporation Bill (S-30),

but at the rate that the ninety-first Congress is nmoving it could be a

[ ong wait.
So there will not be a new plant built in the ghetto during the
next few years; where does FIGHT turn next? This is still an unanswered

guestion and for many black and white Rochester residents no | onger an

urgent one. FICGHT | eaders consider the organization's greatest acconplish-

nment to be the new spirit with which it infused the bl ack connunity.73 And,

ironically, many whites thank FIGHT for stabilizing the post-riot conmunity.
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CHAPTER 111
"A PRI ZE PI ECE OF POLI TI CAL PORNOGRAPHY"

One of the nmore intriguing puzzles to solve concerns Alinsky's
relationship to the War on Poverty. That he greatly influenced the |egis-
| ati on seens evident. That he despises the effects of that |egislation
i s undeni abl e. The key to the puzzle involves both Alinsky's effect on
the poverty warriors and his response to them

Dani el P. Myni han who hel ped draft the original poverty |egislation
has described his understanding of the origins and failures of the community

action prograns in his book Maxi mum Feasi bl e M sunder st andi ng. Moyni han

wites in a spirited style but even his behind-the-scenes stance does not
make his argunent |ess confusing. He dissects the so-called "opportunity
theory" articulated by Lloyd E. Chlin and Richard A. Coward both of the

Col unbi a School of Social Wrk. He points to the theory as the basis for

many of the prem ses underlying the Econom ¢ Opportunity Act. 1 Moyni han
sets up a sequence |leading fromthe Cloward/Chlin thesis to the Mbiliz-
ation for Youth (MFY) project in New York City to the federal |egislation
whi ch i s perhaps chronol ogically correct but seenms to miss the point. If,

as Moyni han states, "the central concept of each program (MFY and CEO

is that of opportunity"2 then what did the "nmaxi num feasi bl e participation
cl ause nean? Moyni han indirectly defines it in the follow ng way:

The community action title, which established the one portion of
the programthat would not be directly nonitored from Washi ngton,
shoul d provide for the ' maxi num feasi ble participation of the res-
idents of the areas and the nenbers of the groups' involved in the
[ ocal progranms. Subsequently this phrase was taken to sanction a
specific theory of social change, and there were those present in
Washi ngton at the time who woul d have drafted just such | anguage

with precisely that object.3




Moyni han conti nues expl ai ning that his understanding of the origina

purpose of the clause was to ensure the participation of persons, espec-

ially in the South, who were normally excluded fromthe political process.4

But, in such areas real participation in decision-making would precipitate

soci al change on a scale far wi der than extension of opportunity to partake
in already functioning results of decision-making suggests.

Part of the trouble with Mynihan's analysis is that he defines neither
"participation" nor "social change" as operative ternms. There are, of course,
rhetorical allusions to the need for men to play greater roles in shaping
their owmn lives, and to the dire state of twentieth-century Anerica. He
echoes Gunnar Myrdal's warnings that the country has far to go in insuring
denocratic participation on all levels of the political system but he con-
cludes that the community action programs "with their singular enphasis
on 'maxi mum f easi bl e participation' of the poor thenselves conprise the

nost notable effort to date to nount a systematic social response to the

pr obl em Myr dal out | i ned. ®
Yet, there is little sense of what Myni han refers to when he uses
that word "participation" especially as the keystone to a "systenmatic
soci al response.” He even questions the entire theory of participation using
a quote fromthe work Bernard J. Frieden and Robert Morris did on alienation
'Least convincing have been those anal yses which have asserted
that the fact of participation by the poor, initself, will sig-

nificantly alter the conditions deplored, as for exanple, the belief
that civic participation in itself |eads to a reduction in deviant

behavi or . 6
Sonehow Al i nsky's use of participation as a process through which individuals
determ ne the action to be taken by a comunity organi zati on has been | ost
in the academ c/bureaucratic crossfire. Wiat OEO and Moyni han seemto nean

by "participation" involves the incorporation of the poor and "deviant"



into the mai nstream not through their participatory planning but through
their acqui escent participation

In his appropriately titled article, "By or For the Poor?", Andrew
Kopki nd di scusses the contradictions inherent in the participation clause;

VWhat was new and exciting about the War on Poverty was that it
gave hope of putting sone political and econom c power into the hands
of the 'under-class' of the poor, as |abor |egislation had strength-
ened the bargai ning power of workers three decades earlier. Through
t he Wagner Act, the workers got recognition; they used their new power
to win economc benefits. In the sane way, the maxi mum feasi bl e par-
ticipation clause in the OEO | egi sl ation promi sed recognition and thus

power to the poor.7
Recogni ti on of the problem of poverty anobng | egi sl ators perhaps, but there
was little realization anong themthat their |egislating participation night
result in any alteration of power.

Moyni han occasi onal |y acknow edges the inconpatibility of |egislating
participatory planning (i.e."true" participation) and expecting a conservative
Congress to continue funding it once they perceived what they had wit.

One of these instances occurs in a |ong passage about Alinsky:

The blunt reality is that sponsors of conmunity action who ex-
pected to adopt the conflict strategy of Saul D. Alinsky and at
the sane tine expected to be recipients of [arge suns of noney,
| ooked for, to paraphrase Jefferson, 'what never was and never will
be.'" Alinsky emerges fromthe 1960's a nan of enhanced stature. His
i nfl uence on the formulation of the antipoverty programwas not great.
Indeed it was negligible, in that a primary notive of these efforts
was to give things to the poor that they did not have. Alinsky's |aw,
laid down in Reveille for Radicals, which appeared in 1946, was t hat
in the process of social change there is no such thing as give, only
take. True or not, by the time the community action prograns began to
be founded, he had behind himsome three decades of organizing poor
or margi nal nei ghborhoods (white as well as black) and in every in-
stance this process had taken the form of inducing conflict and
fighting for power. Was there not sonething to be | earned here? Coul d
it be that this is somehow the normal evolution once such an effort
is begun?...Alinsky's view was nothing if not explicit and public:
social stability is a condition reached through negoti ated conprom se
bet ween power organi zations. (His origins, of course, are in the
trade uni on novenent, specifically the United M ne Wrkers). The prob-
l em of the poor is not only that they |lack noney, but that they |ack
power. This means that they have no way of threatening the status quo,
and therefore that there can be no social change until this organiz-




ational condition is changed. Organization first, antipoverty program
second. Early in the life of the Ofice of Econom c Qpportunity,
Alinsky was willing to contenplate that Federal funds, bypassing

City Hall and channeled directly to indi genous organi zati ons, night

be used to bring such organi zations into being. But his own experience
and practice belied any such possibility. Throughout his career he

had begun hi s organi zi ng canpaigns with cash in hand, conpletely inde-
pendent of the power structure with which he wished to bargain. His
entire analysis of the process of social chance argued that officia
conmunity action prograns woul d soon fall under the direction of

Gity Hall.8
If, indeed, the purpose of the War on Poverty was to "give", then nobst of
its Alinsky-like rhetoric about "hel ping the poor help thensel ves" and
openi ng "opportunity" and bringing "hope to all who contenplate their

future in terms of their discouraging present” went no deeper than the

public relations di vi si on. 9

Al insky's periodic outbursts about the hypocrisy of the War on Pov-
erty have provided unforgettabl e copy-especially his labeling the entire
effort a "prize piece of political pornography...a huge political pork

barrel, and a feeding trough for the welfare industry, surrounded by sanc-

ti moni ous, hypocritical, phony, noralistic------ .+10 Sargent Shriver can-

didly chall enged Alinsky by declaring that the War on Poverty had done "nore

for the Negro in 25 nonths than Alinsky has in 25 years."11 VWi ch is pre-
cisely Alinsky's point, for as he replied: "W (the Industrial Areas Found-
ation) spend $100, 000 a year, and Shriver conpares us with the U S. Govern-
nment. Shriver says he's done nore for the Negro than we have. He's telling
the truth. We've never done anything for the Negroes; we've worked with
them " 12

The one poverty war canpai gn for which Alinsky served as consultant,
was the short-lived Federal pilot training programfor organizers at Syra-
cuse University. Wen the trai nees organi zed slumdwel |l ers against city

agencies, the city governnent conplained |oudly to Washi ngton and the funds

were withdrawn. 13 This incident foreshadowed the eventual enactnent of the



amendnment to the Econom ¢ Qpportunity Act passed in Decenber, 1967, which

provi ded that |ocal governnents would have the option of bringing their

conmuni ty action agency under their official control . 14 Even with the un-
enf orceabl e assurance that one-third of the representatives on the | oca
board rmust be "poor" wth bypass powers given to the director, Represen-
tative Edith Green's (D. Ore.) anendment strengthened the positions of
Mayors such as Dal ey, who already controlled their |ocal agency, and ef-
fectively noved every other agency under the unmbrella of City Hall. The
amendnment al so opened the way for concerted attacks on the high-risk pro-
grams such as TWO s.

Moyni han reprints Alinsky's 1965 prognosis for the War on Poverty:
Unl ess there are drastic changes in direction, rationale and adnini s-

tration, the anti-poverty program may wel|l become the worst politica

bl under and boonerang of the present admi ni stration. 15 Moyni han | ays the
bl ame for not recognizing the validity of Alinsky's perspective on the

adm nistrators of the program and the social scientists who devised, the
theory of participation without realizing the meaning their words would
assune in practice. One of the argunents in Myni han's book is that "social
science is at its weakest, at its worst, when it offers theories of indi-

vi dual or collective behavior which raises the possibility, by controlling

certain inputs, of bringing about mass behavi oral change."16 A good poi nt,
but one that Alinsky nade el even years earlier in a speech before the Assoc-
iation of Community Councils in Chicago:

We face a danger in undue enphasis of attention on process, so that
we may well |ose sight of the purpose. Too much concern with process
reaches a point, as is obvious, in a nunber of parts of this field,
wher eby the devotion to process has not only resulted in the | oss of
purpose, but it beconmes an academ c greenhouse for the nurturing of
intell ectual seedlings which could never grow in the hard, cold world

out si de. 17



Alinsky's 1965 speech about the War on Poverty went beyond por-
nogr aphy and process into areas where Myni han treats softly, city hal
patronage and welfare industry -centrism Before the Green Anendnent

Al i nsky observed that nost city halls, acting through comm ttees conposed

of the party faithful, controlled the |ocal antipoverty funds. 18 Poverty
funds were frequently used to stifle independent action in the name of

"comunity consensus" or if programs did bypass city hall the officials

woul d di sown themin order to take themsel ves "off the hook."19 Anot her

aspect of the poverty war which Alinsky criticized was its "vast network

of sergeants draw ng general's pay."20 He illustrated the "startling con-
trast" between many sal aries before and after assumi ng positions with OEO

It seens as though "nowhere in this great |and of ours is the opportunity

nore promsing than in the Ofice of Economc Cpportunity."21
Even nore disturbing to Alinsky than the city hall patronage,
which is predictable, is the attitude of professional social workers:

"The anti-poverty program may well be regarded as history's greatest re-

lief programfor, the benefit of the welfare industry."22 The requirenent
of maxi num feasi ble participation raised questions for those institu-
tionally involved in aiding the poor. For exanple, who was to select the
one-third? The welfare industry's vested interests naturally made it
anxious to get a piece of the new action. Frequently the desire for in-

vol venent | ed wel fare professionals into subverting those prograns in

whi ch they had no part.23
Al i nsky concludes his critique by comenting on the crucial question:
What can be done to nmake a poverty program functional ?
First, | would have serious doubts about getting a poverty pro-
gramto help and work with the poor until such a tine as the poor

t hrough their own organi zed power would be able to provide bona fide
legitimate representatives of their interests who would sit at the



progranm ng table and have a strong voice in both the fornul ation
and the carrying on of the program This neans an organi zed poor
possessed of sufficient power to threaten the status quo with dis-
turbing alterations so that it would induce the status quo to

cone through with a genuine, decent neani ngful poverty progran124
This is usual Alinsky talk but, Mynihan notw thstanding, there is
evi dence that from 1965 at |least Alinsky's views were very influential
within certain circles of poverty warriors. (There is still a good ar-
gunent that ideas first practiced by Ainsky influenced the actual writing
of the legislation even though the authors m ght not have acknow edged
him. In February, 1965, COEO issued a Community Action Program Guide

attenpting to define the ambi guous participation clause by strongly urging

t he invol venent of poor people in political action. 25 The rel ati onship
between the Newark riots in the Sunmer of 1967, and the | ocal poverty

agency which was one of the fewin the country to operate autononously,

is still a matter of investigation.26 A cartoon in a 1968 VI STA publi -
cation depicts an over-zeal ous VI STA volunteer striking out at all avail-
able targets often hitting those, such as Alinsky, who are supposedly
on his side. (Appendix I)

There is a great lesson in that VISTA cartoon. Al too often the
War on Poverty with confused intentions and armed with nisinterpreted
social theory fulfilled Myni han's concl udi ng description of the community

action programs: "...the soaring rhetoric, the mninum performance; the

fei gned constancy, the private betrayal; in the end...the sel | -out. " 27
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CHAPTER |V
PERSPECTI VES ON ALI NSKY AND HI S MODEL

Around the edges of Alinsky's critique of the War on Poverty
are vestigial remnders that he hinself is not blaneless. As a nodel -
buil der he is somewhat accountable for even the mi sgui ded application
of that nodel. There are also areas of action for which he is nore dir-
ectly responsible, so that any evaluation of Alinsky rmust include both
his acconpli shnents and hi s nethodol ogy. Before discussing either, however,
it is necessary to say sonething about the man hinself.

One of the primary problens with the Alinsky nodel is that
the renoval of Alinsky drastically alters its conposition. Alinsky is
a born organizer who is not easily duplicated, but, in addition to his
skill, he is a man of exceptional charm The Economi st article, calling

himthe "Plato on the Barricades," described it in this way:

H's charmlies in his ability to commt hinself conpletely to the
people in the roomwith him In a shrewd though subtle way he often
mani pul ates them whil e speaking directly to their experience. Still

he is a man totally at ease with hinself, mainly because he | oves
his work whi ch al ways seens to be changi ng--new comrunities, new

cont est s, newfights.1
Thus, keeping in nmind the difficulties that the | ess-than-charm ng en-
counter in their organizing attenpts, |let us evaluate nethod and nethod-
ology referring to the three case studies investigated.
Al t hough the long-term effectiveness of Alinsky's organizing ef-
forts cannot yet be assessed, the Back of the Yards Nei ghborhood Counci
is a well-established community organi zati on. As previously noted, the

Council's denocratic enthusiasm has yiel ded to chauvinistic defensiveness.



Random y sel ected issues of the Back of the Yards Journal illustrate

the sel f-centered snmugness of a nei ghborhood with political influence.
The Journal's pages, are filled with progress reports about area im
provenents sponsored jointly by the Council and City Hall. The Council's
Executive Secretary, once Alinsky's fellowradical, has held his position
for over twenty-five years and, if the nei ghborhood does not "change"
(i.e. integrate) he could hold it for another twenty-five. Change is the
key to the situation in Back of the Yards today just as it was in 1939,
only now the residents are the status quo. VWen a community is organ-

i zed around the concept of self-interest as Back of the Yards and ot her
Al i nsky-organi zed areas have been, it is natural that self-interest re-
mai ns the thene of that conmunity's cohesion. The Council has through the
years hel ped to superinpose an identity upon the area. John Haffner, who

has worked for the Journal since it began, renmenbers the old "jungle" and

is proud that few residents nove from Back of the Yards. 2 The | ack of

nmobility anong the residents is often cited as a criticismof Alinsky

for "nailing down" the neighborhood.3
This criticismhas been applied in a slightly altered formto
Wbodl awn. Philip M Hauser, head of the Departnent of Sociol ogy at the
Uni versity of Chicago, believes that "[t]he nethods by which Alinsky organ-

ized TWO may actual ly have i npeded the achi evenent of consensus and thus

del ayed the attaining of Wodlawn's true objectives."4 Even questi oni ng
whet her Prof essor Hauser knows what those "true objectives" are, his com
ment is suggestive of other academ c criticismof the Ainsky nodel's
results.

Dr. Harold Foy, editor of Christian Century, and Dr. Frank Rei ssman

of the New York Institute for Devel opmental Studies, are two ot her outspoken



critics. Dr. Foy's objections center on Alinsky's abrasive manner and
avowed intention to alter the-existing bal ance of social power. He has
charged Alinsky with encouraging "a political novenent whose object is

to establish control over urban society by raising up fromits ruins a

"power structure' dictatorship based on sl um dwel | ers"® Such anmor phous

hysteria is characteristic of Dr Foy. Dr. Reissman, however, presents

a formdable critique in his article "The Myth of Saul AIinsky."6 He
i ncorporates a spectrum of objections the nost inportant of which con-

cerns Alinsky's apparent inability to nove toward anything in the way

of devel opi ng a novenent or a national program or national organization.7
Rei ssman constructs hid critique around Alinsky's enphasis on so-
calismand the results of that [ocalismwhich Reissman considers ineffec-
tive. He uses an estimate made by Nichol as von Hof fman, that only 2% of a
conmunity are ever activated in any |AF organizing drive, to denpnstrate
the non-representative nature of the nobilization. The point is valid but
of little significance since in any organization the | eaders are anong
t he nost active nmenbers, and deci sion-maki ng necessarily excludes sone
elements at tinmes. A nore critical question, which Reissman only inplies
i nvol ves the | ong-range effectiveness of recruited | eaders. The only
visible national figure to emerge froman | AF endeavor is Caesar Chavez
who began as an organi zer. Reissman has a bettor argunent when he noves
fromthe internal structure of the |ocal organizations to their activities.
The question, as Reissman phrases it, is whether Alinsky politi-

cizes an area or sinply directs "people into a kind of dead-end | oca

activisn?"8 Rei ssman answers his own guestion by focusing on Chicago

where the nost publicized of Alinsky's efforts have taken place. They



have not for all their noise shaken the hold of the Dal ey machi ne. Per-
haps, the Alinsky nobdel's enphasis on |ocal issues and goals determ ned
locally diverts energies fromw der or coalition organizations. Reissman
postul ates that Alinsky's opposition to |arge prograns, broad goals, and
i deol ogy confuses even those who participate in the |ocal organizations
because they find no context for their actions.

Yet, Reissman's proposed sol ution depends on the "organizer-strat-

egist-intellectual"” to "provide the connections, the larger-view that wl|

Lead to the devel opment of a novenent . "10 Al npst as an aftert hought he
adds: "This is not to suggest that the |larger view should be inposed upon

the | ocal group; yet, it should be devel oped, in part, by nationally-

oriented Ieadership."11 This position is accepted by sonme New Left strategists
who, al though, disenchanted with Alinsky-like faith in individuals, apply
many of his tactics in confrontation politics. The problens inherent in
such an approach, including elitist arrogance and repressive intol erance,
have becone evi dent during recent university crises. The engi neers of
di sruption, lacking Alinsky's flexibility in dealing with their "eneny"
(i.e. admnistrators, trustees, etc.), beconme hardened i nto non-negotiable
situations. Conflicts then run the possibility of escalating into zero-
sum ganes where nobody w ns. Although Alinsky, publicly dismnssed the
Rei ssnan critique in 1967, he began devel oping a coherent radical strategy
to deal with the trends of the 1970's.
Underlying criticismsuch as Hauser's and Reissnan's is the debate over
the nmerits of consensus and conflict both as a means for understanding
soci al processes and for achieving social goal's. Alinsky, the exenplary

conflict advocate, disn sses the consensus theorists:



One thing we instill in all our organizers is that old
Spani sh-Civil War slogan: 'Better to die on your feet

than to live on your knees,' Social scientists don't

like to think in those terns. They would rather talk

about politics being a matter of accommopdati on, consensus--
and not this conflict business. This is acadenic drivel.
How do you have consensus before you have conflict? There
has to be a rearrangenent of power and then you get con-

sensus. 12
As with nost of Alinsky's political analyses there is a convincing
ring to this one; however, "reality", which Alinsky chanpions, is
not so facilely anal yzed.

The juxtaposition of consensus and conflict has been a matter
of dispute anbng social scientists since Plato. For our purposes
we can join the debate during the 1950's, presupposing all that
went before. During the 1950's the conflict theorists such as
Lewi s Coser followed up the work of nen such as Georg Simel in
order to challenge the prevailing consensus orientation. Exem
plifying this consensus orientati on was Seyrmour Martin Lipset who

wites in Political Mn

Inherent in all denocratic systens is the constant threat
that the group conflicts which are denocracy's life-blood may
solidify to the point where they threaten to disintegrate the
soci ety. Hence conditions which serve to noderate the inten-
sity of partisan battle are anong the key requisites of deno-

cratic governnent.13
Li pset's statenent, nore functionally prescriptive than societally
descriptive, is indicative of other consensus thinkers such as
Dewey or Parsons. For them conflict is inconpatible with struc-
ture, and organi zation is dependent on a consensus essential to
social equilibrium Irving Louis Horowitz in his article "Consensus,

Conflict, and Co-operation" suggests that the consensus thinkers



during the 1950's perceived an increasing denocratization of Aner-

ican society that precipitated their search for a consensual basis

underlying the affl uent society.14 Consensus was consi dered funda-

mental to the managerial state in which mass persuasion is nore

effective than mass terror.15

Coser's chal l enge to the consensual judgment that conflict is
dysfunctional is particularly effective because of distinctions
he makes anobng conflicts. The nost obvious distinction is interna
and external conflict. Because Alinsky's concern centers on inter-
group conflicts rather than intra-group ones, these remarks wll be
limted to the forner types

The di scrimnating manner in which Coser handl es inter-group
conflicts can be seen in the follow ng excerpts fromthe concl usion

of The Functions of Social Conflict:

In | oosely structured groups and open societies, conflict,
which ains at a resolution of tension between antagonists,
is likely to have stabilizing and integrative functions for
the relationship. By permtting i mediate and direct ex-
pression of rival clains, such social systens are able to
readj ust their structures by elimnating the sources of
di ssati sfaction..

A flexible society benefits fromconflict because such
behavi or, by helping to create and nodi fy norns, assures
its continuance under changed conditions..

Since the outbreak of the conflict indicates a rejec-
tion of a previous accommpdati on between parties, once the
respecti ve power of the contenders has been ascertai ned
t hrough conflict, a new equilibriumcan be established

and the relationship can proceed on this new basis. .. 16
Assumi ng that American society is "open" the inplication of the above
anal ysis applied to conflict in this country is that such conflict
is stabilizing. There is, however, a necessary qualification to be

made regarding "realistic and "nonrealistic" conflict:



Social conflicts that arise fromfrustrations of spe-
cific demands within a rel ationship and from estinates of
gains of the participants, and that are directed at the pre-
suned frustrating object, can be called realistic conflicts.
Insofar as they are neans toward specific results, they can
be replaced by alternative nodes of interaction with the
contending party if such alternatives seemto be nore ade-
quate for realizing the end in view

Nonrealistic conflicts, on the other hand, are not
occasi oned by the rival ends of the antagonists, but by
the need for tension rel ease of one or both of them In
this case the conflict is not oriented toward the attain-
ment of specific results. Insofar as unrealistic conflict
is an end in itself, insofar as it affords only tension
rel ease, the chosen antagoni st can be substituted for by

any other suitable target.17

There is, then, no direct relation between stabilization and confli ct
per-se but between stabilization and certain types of conflict. This
conclusion is essential for our understanding of Alinsky's use of
conflict.

Al t hough the People's Organi zati ons once established engage

nore often in realistic than nonrealistic conflicts,18 their forna-

tion is largely a process of exploiting nonrealistic conflict. It

is during this process that Alinsky's critics accuse himof "rubbing
raw t he sores of discontent” wthout any specific goal in mnd

Al insky views the process as having several ends anbng which is the

public airing of grievances:

The very action of el evating these dormant hi dden hostilities
to the surface for confrontation and ventilation and conver -
sion into problens is in itself a constructive and nost i npor-
tant social catharsis. The alternative would be the permtting
of incessant accunul ati on and conpoundi ng of subnerged frus-
trations, resentnments and hostilities in | arge segnents of

our population; with the clogging of all channels for relief
evolving a nightmarish setting for a probable backfiring of
actions generated by irrational, vindictive hate with tragi-

cally destructive consequences to all parties.19



Alinsky's conclusion that the "ventilation" of hostilities is healthy
in certain situations is valid, but across-the-board "social catharsis"
cannot be prescribed. Catharsis has a way of perpetuating itself

so that it beconmes an end in itself. Alinsky's psychodramatics have
brought himattention and catal yzed organi zati onal activity, but

many soci ol ogi sts, such as Professor Annenarie Shinony of Wellesley

Col l ege, regard Alinsky as a showran rather than an activist.20

Pr of essor Shi nbny considers both Back of the Yards and Wodl awn
failures; the fornmer because of its segregationist tendencies, which
are particular hostilities publicly expressed, and the latter because
of its takeover by gangs who epitomize a blatant hostility approach.
Anot her criticismof Alinsky' s catharsis approach is the difficulty
in applying it. Alinsky, the master showran, is able to orchestrate
it, but other |ess-skilled organizers, such as the Reverend M. Fry,
cannot maintain control. Many of the Alinsky-inspired poverty warriors
could not (discounting political reasons) nove beyond the cathartic

first step of organizing groups "to oppose, conplain, denonstrate,

and boycott" to devel oping and running a progran121 Coupled to the
problem of conflict is the question of what are the results of real -

istic conflict? The answer in Coser's words is "the nmaintenance

or continual readjustment of the bal ance of power."22 And power,
fromwhite to black, is Ainsky's |anguage.

Recently the | anguage of power has becone nore famliar anong
soci al anal ysts who have finally arrived at Alinsky's 1939 concl usi on
that the problenms of the poor are nore directly related to their |ack

of power than to their |ack of nmoney. The book, Poverty: Power and Politics,




neatly col oni zes the "new' power approach to the problem of self-
hel p. More accurately the problemis not one of "power" but of
"power | essness. "

Warren C. Haggstromin his essay on "the Power of the Poor"
sunmari zes the approach to the problem of poverty based on the psycho-
| ogy of powerl essness;

If the problemwere only one of a |ack of nobney, it could
be sol ved t hrough provision of nore and better paying jobs
for the poor, increased m ni numwage | evels, higher |evels of
wel fare paynents, and so on. There would be, in that case,
no real need for the poor to undertake any social action on
their own behalf. This viewis consistent with the idea that
the poor are unable to participate in and initiate the solution
of their own problens.

However, since it is nore likely that the problemis one
of powerl essness, joint initiative by the poor on their own
behal f shoul d precede and acconpany responses fromthe renain-

der of society. In practice this initiative is likely to be
nost effectively exercised by powerful conflict organizations

based i n nei ghborhoods of poverty.23

These paragraphs, originally witten in 1964, are included in a 1968
collection with other prescriptive treatises urging simlar solutions
to social problems--which are now out - of - dat e.

One of the people who now recogni zes the anachronistic nature
of small autononous conflict organizations is Alinsky hinself. A
critique of the power/conflict nodel for comrunity organization
in 1969 can no loner be a critique of the Alinsky-nethod because
t hat met hod has undergone a significant evolution since its coal es-
cence in 1939. Those who build nodels frequently | eave their obsol es-
cent ruins behind themfor others to play with while they begin
buil di ng anew. Alinsky's evolution within the context of the |ast

thirty years places in relief America's great challenge: the search



for a viable community. Before discussing this search and Alinsky's
role in it, the obsol escence of the power/conflict nodel will be
expl or ed.

A primary reason for the obsol escence of the power/conflict
nodel is that the unit to which it applies, the territorially-
defined community, is no |onger a workable societal unit. The
decline of the nei ghborhood has been occurring since the turn of
the century, slowi ng sonewhat during the Depression then accel erating
after the war. Acconpanying the decline of the traditional neighbor-
hood as a living unit were the nassive centralization of power on
the federal |evel and the growth of the suburbs. Federal central -

i zation reduced | ocal and state power, while nmushrooni ng suburbs
resulted in a formof power schizophrenia in which the urban areas
remai ned the centers of business and culture only at the nercy of
comuters. Thus, we find ourselves in the mddle of an urban crisis
which is really a crisis of community power. Kenneth Boul di ng views
the problemin the perspective of the international system and sees:
The crux of the problemis that we cannot have conmmunity

unl ess we have an aggregate of people with sone deci sions-

maki ng power. The inpotence of the city, perhaps its very

i nappropriateness as a unit is leading to its decay. Its

i npotence arises, as | have suggested earlier, because it

is becomng a nere pawn in economc, political, and mlitary

deci si on-maki ng. The outlying suburb is actually in

better shape. It is easier for arelatively small unit to

have sone sense of conmunity, and the suburb at |east has a

little nore control over its own destiny...Its local govern-

nment, its school board, and other community agencies often
are able to gather a considerabl e anount of support and

interest fromthe people they serve. 24
Boul di ng' s observations mi ght be used by a nodern confli ct

theorist arguing in favor of Haggstrom s advocacy of conflict organ-



i zations in poverty areas. |If, he m ght argue, an aggregate is inpotent
then there is need for arousing the individuals in that aggregate to ex-
ercise their citizenry power. The next question then becones, against
whom woul d the conflict be directed? Traditionally the power/conflict
nodel was applied in urban comrunities in order to organi ze agai nst sone-
t hi ng: nmeat packers, the University of Chicago, Kodak. The conplicated
over | appi ng | ayers conprising our interdependent urban areas today nakes
it difficult to single out an "eneny." One of the factors contributing to
the Ocean Hill-Brownsville school controversy in New York during the Fal
of 1968 was the marked absence of an identifiable eneny. The target
shifted fromthe teacher's union to the School Board to the state to
the Ford Foundati on and around again. The |lack of a clear-cut eneny against
whom to nobilize underscored the lack of a community capabl e of nobil -
i zation.

Yet, perhaps, the conflict theorist might continue his argunent
by suggesting that the problemis not in the nodel but in those applying
it. Wth the "right" organi zers, such as Alinsky, would it not be possible
to organize a comunity utilizing conflict and participation? A possible

reply recalls the FIGHT effort in Rochester. Many critics of Alinsky's

work there believe that the end result is nerely a "better ghetto."25

Alinsky himself is unhappy about the nostly symbolic function which FI GHT

has assuned in the cormunity.26 G ven the conponents of FIGHT, however,

is there anything nore to be expected? The conditions of slumbound bl acks
in our Northern cities is enneshed in what the Kerner Comm ssion re-

ferred to as "institutional racism" One does not practice the fine art

of gadfly conflict against the overwhel m ng odds suggested by the Conmi ssion

and Boul di ng.



Interestingly, this society seenms to be in a transition period,
caught between conflict and consensus. The closest parallel mght be the
1930's when a changi ng, but still coherent consensus wthstood the as-
saults of outcast groups. The position of labor is the anal ogy frequently
cited to justify the power/conflict nodel. Al though |abor fomented con-
flict, its goal was always a share of the Anerican Dream The |ack of
radicalismin the Anerican | abor novenment shoul d not surprise anyone
who studies the effect that this country's phenonenal growth had on
form ng the ethos and expectations of the people.

In Coser's terns, the | abor conflicts were realistic and eventually
accommodat ed because institutions were flexible. During the years since
World War |1, our institutions have becone | ess flexible under their
manageri al weight, and the conflicts |less realistic. Men still want jobs,
but they now demand "neaning" in the jobs they receive. Just because such
a demand woul d have been ludicrous in the jobless thirties the anal ogy
with that era cannot be drawn too cl osely.

Being in the nmddle of a transition obscures one's ability to
assess it. Elenments taken for granted in the power/conflict nodel of the
late 1950's and early 1960's must be newly considered. One such el enent
is the role of participation. The power/conflict nbdel assuned that par-
ticipation, as the root of the denpbcratic process, was a necessary and
good thing. Today, nothing is so certain as we wonder just what it is we
are participating in. Wth convi nci ng el oquence John Gardner has argued
that the United States has evolved into a society operating on the "bee-

hi ve model " that |ocks individuals into tasks that seen isolated and nean-

ingless.27 The danger of this, Gardner warns, is that "men and wonen taught

to cherish a set of values and then trapped in a systemthat negates those



val ues may react with anger and even violence."28 |t is doubtful whether
the tired cry for participation offers a solution for, as Gardner says,

it is not so obvious that "the urge to participate actively in the shaping

of one's social institutions is a powerful hurman not i ve. " 29

In addition to the uncertainty of its tw fundanental assunptions,
conmunity, and participation, the power/conflict nodel is rendered inapplic-
abl e by existing societal conflicts. The primary visible conflict today
is racial with nost of our urban probl ens having racial aspects. Any at-
tenpt to specify a conflict cannot help but touch on the |arger issues
of racismand segregation. Once those issues are raised settlenent be-

cones increasingly difficult, as illustrated in Roger Fisher's work on

"fractionating conflict."30 Fisher's salam -slicing tactics for dealing
with conflict along with Amitai Etzioni's suggestion that appropriate

bri bes be offered are two theoretical nodifications of the power/conflict
nodel that warrant practical testing. Yet, as our "two societies" nove
further apart contrived conflict serves to exacerbate the polarization.

Horowitz | abels the el enent needed during this transition "cooperation”

and Al insky would agree.31

The search for conmunity and the feeling of powerl essness charac-
terize the entire society, not just the poor at whomthe power/conflict
nodel was originally ainmed. Alinsky's realizations that the fight
agai nst reaction continues in Back of the Yards; that TWO s conflict or-
i entation backfired; and that FIGHT needed its proxy-voting friends
signal ed his rethinking the idea of community and devi si ng new strategies

to achi eve denocratic equality.
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CHAPTER V
REALI ZI NG LI FE AFTER BI RTH

The previous chapter was a "perspective" rather than a "critique"
because both Alinsky and his nodel are continuing to evolve. Although
his basic prenises, such as the primacy of power and the unavoidability
of a relative norality are unchanged, his approach to the probl em of
redi stributing power has shifted since his days as a | abor organizer.
These shifts are not easily categorized, but they fall into two broad
areas; his rethinking the nmeaning of community and the role of central -
i zed national planning in social change.

Central to Alinsky's evolving socio/political philosophy is his-
rethi nking the idea of comunity:

I do not think the idea of geographical areas, especially of
nei ghbor hoods, is any |onger applicable. Along tinme ago, probably
with the advent of the car, we cane to the end of the definable
area. People no longer really live their lives in neighborhoods.
We have political subdivisions which are things out of the past,

lines on the naps; we are still involved with this idea. But the
life of the people is sonmething else. W are going to have to find

out where it really is and how to organi ze it."1
VWhen Alinsky tal ks about finding "it" he is tal king about the content
of life in mass civilization. The inquiry is really a two-part one:
Wiy, since industrial man found the "good |life" does he seemto have | ost
hi nsel f, and where do we go from here? For Alinsky, the two are connected
with the nmodern search for conmunity.
In his speech, "Is There Life After Birth?", presented before

t he Epi scopal Theol ogical Seminary in 1967, Alinsky deals with both

parts of the question.2 Echoing the dire predictions of Otega y Gasset

about the stifling effects resulting froma climate of conformty and



consensus, Alinsky concludes that what is at stake is our individua

and col l ective sanity.3 Unl i ke the phil osopher or artist, he | ooks for
salvation in the political system
The central problemin the late twentieth century according to
Alinsky is the
mai nt enance and devel opnent of that political mechani smwhich
carries the best promse for a way of life that woul d enable

i ndividuals to secure their identity, have the opportunity to
grow and achi eve being as free men in fact, men willing to nake

deci si ons and bear their consequences.4
Here, in a very world-oriented way, is the nmodern man attenpting to
live in the world-as-it-is. Alinsky continues:
Most peopl e have been and are fearful to pay this price for free-
dom and so freedom has |largely been freedomto avoid these re-
sponsibilities. The free man is one who woul d break | oose from
the terrestrial, chronol ogical existence of security and status

and take off into the adventure which is |ife with its passions,
drama, risks, dangers, creative joys, and the ability to change

with change.5
In response to a question about his personal phil osophy, Alinsky,

cringing at the use of labels, ruefully admitted that he night be

called an "existentialist."®

Yet, as Alinsky has warned before, words can get in the way,
especi al Iy when discussing the route to such a political nechani sm as
he outlines. Alinsky sinplifies the matter by concentrating on the
actualization of traditional denocratic ideals. He advocates beli ef
in man's ability to govern hinself and the inportance of voluntarism
in a free society. These are old ideas, old for Western man and ol d
for Alinsky, but he injects theminto a revised nodel enphasizing
m ddl e- cl ass organi zing and coalition building.

Alinsky's prescription for the poor hel ping thenselves was to

notivate the powerless to acquire the necessary skills and know edge



to control their own affairs. Hys belief that the poor can translate
apathy into power and then use that power responsibly has, in sone
cases, proven true. In others, the transition has been dysfunctiona
either for the community or for the cause of radical change. Oten
the application of the Alinsky nodel in geographically-bound | ower
cl ass areas assunes an al nost bootstrap fornmula which is too conserva-
tive for our present situation.
A Peopl e's Organi zation of |ocal organizations can at best

create new |l evel s of harnmony anong its nmenbers and secure a few nateri al
gains. It is not oriented toward harnoni zi ng conpeting nmetropolitan in-
terests in a concert of governnental restructuring. Part of the reason
why it is so ill-equipped is the lack of vision Reissnman nmentioned.
Attenpts at articulating vision led Alinsky away fromthe jungles and
ghettoes to the suburbs, because it is futile to discuss "vision" with
a man not yet materially sated or frightened of |osing the property he
possesses. As Alinsky learned during the FI GHT-Kodak controversy there
are great nunbers of mddle-class Anmericans suffering fromfeelings of
power | essness. They, who control the consumer market and the voting box,
are bewildered by their children and the wars fought on television screens.
The mddle class is fertile ground for organizing and, Alinsky thinks,
radi cal i zi ng.

The frustration in the suburban ghettoes, frequently directed at
t hose even | ess powerful, could be channel ed into achieving radica
goals. The Secret, as in any organizing, is that such goals nust be per-
ceived as paralleling self-interest. A good organizer could direct the
process of perception as Alinsky did in convincing stockholders to use

their proxies to influence corporate policy. O ho coul d organi ze around



an issue such as tax reformwhere inequities affect the mddle class
as well as poorer citizens.

There is no | ack of issues; what is mssing are politically
sophi sti cated organi zers. Al insky plans on erasing that lack with
organi zers trained in his new school. The Industrial Areas Foundation
Training Institute is based in Chicago where the | AF has received finan-
cial support fromthe Mdas Corporation. (Appendix Il). The Institute's
purpose is described on the fact sheet as eventually devel opi ng nass
power based organi zations, which sounds nmuch the sanme as what Alinsky

has been doi ng. However, during discussions with Alinsky, he explained

the Institute's orientation differently.7

He hypot hesi zed that his trainees nmight be "transmtters' di-

gesting, comunicating, and acting on information they recei ve. 8 Logi st -
ically, there mght be a cadre of organizers in a given area working on
a cluster of issues naintaining close touch with another cadre whose
cluster need not be simlar. Wiat is simlar throughout the network
is the goal of radicalization. A network setup would be particularly
suited for the political organizing of an entire city.

On the city level the obvious first step is cooperation between
al ready existing comunity organi zations in order to pursue certain short-
range goals. Generally the structure and vision of the organizations wll
have to be radically altered to pernmit such joint efforts. One of Alin-
sky's plans for the Institute is to send trai nees back into Back of the
Yards to organi ze agai nst the organi zation he set up. If such reorgan-
i zation proved successful and if organizers could revitalize TWO s
openness to the white comunity, the groups m ght cooperate in sone nu-

tual ly beneficial venture. One possibility recormended by a Council worker



a canpaign for inproved recreational facilities.9 The prospect of
their working together is not unrealistic, although, once again, it
depends primarily on the skill of the organizers.

VWhen one nmoves beyond the city and | ocal issues, the idea of in-
dependant nati onal organizing seens inpossible. The Depression denonstrated
the feasibility of federally controlled planning and a massive war ef-
fort convinced us of its necessity. Now we are no | onger so convinced.
Cries for "decentralization" are attacking the roots of the manageria
garrison state. They are not easily ignored nor easily interpreted. Is
it "decentralization" in Ocean Hill-Brownsville but "unconstitutionalisnt
in Little Rock? Decentralization and denocracy are not synonympus as
t hose who use the words interchangeably woul d have us believe. There are
still too many inequalities in our systemfor political scientists or
denonstrating students to adopt the "doing one's own thing" theory of
partici pation.

Al i nsky, ever consistent in his inconsistency, recently expanded
his radical commtnent to the eradication of powerless poverty and the
injection of neaning into affluence. H s new aspect, national planning, de-
rives fromthe necessity of entrusting social change to institutions,
specifically the United States Government. Alinsky's trust in the "people"
nmust be distinguished fromhis distrust of the status quo and the people
who make up that mysterious condition. There are certain structures,
institutions, the Post Ofice for one, that nust be used. Alinsky recog-
ni zes the inpossibility of achieving social change at this time though
the increnental nmeans of power/conflict organizing. H s supplementary

plans call for federally-financed work projects on the order of the TVA



Al i nsky, when asked by Daniel P. Mynihan to work with the new
Ni xon adm ni stration, grandi osely offered Myni han his plans for solving
the urban-crisis, the destruction of the environment, and the dissatis-
faction of the citizenry. He urged the establishnent of work projects
in the Southwest to bring water to that area, in the Mddle Wst to save
the Great Lakes, in the Mssissippi Valley to prevent flooding and in
any other part of the country where nen and noney are needed to counter-
act nodernity's assault on the I and. He never heard fromthe Wite House
agai n. 10

Al i nsky's proposals carry obvious spin-off effects. The need for
wor kers could be filled fromanmong the un- and under-enpl oyed in the
cities. The nodel integrated comrunities constructed to house the wor-
kers woul d be sel f-governing. The projects, adm nistered by bureaucrats
and staffed by credential ed experts, would provide attractive reconpense
and job satisfaction to lure people away fromthe megal opoli

The TVA-like proposals, rem niscent of Senator Eugene MCarthy's
1968 Presidential canpaign, stand about noving people out of the ghettoes,
have little chance of over being |egislated. Although they woul d not
be considered too radical in many nore centralized welfare states, they
are "revolutionary" within a mass production/consunption state, particularly
the United States. Miust definitions perhaps be as fluid as the actions
t hey purport to describe?

Alinsky would answer affirmatively. In spite of his being featured

in the Sunday New York Times and living a confortable, expenses-paid life

he considers hinself a revolutionary. In a very inportant way he is.



If the ideals Alinsky espouses were actualized, he result would

be social revolution. Ironically, this is not a disjunctive
projection if considered in the tradition of Western denocratic
theory. In the first chapter it was pointed out that Alinsky

is regarded by many as the proponent of a dangerous socio/politica
phi |l osophy. As such, he has been feared - just as Eugene

Debs or Walt Wiitman or Martin Luther King has been feared,
because each enbraced the nost radical of political faiths --

denocr acy.
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I N DUSTRIAL AR EAB;-’ FC) U N QATJHO
T R IGHT SOUTH. "MICHIGAN AVENUE s
v e TELEPHONE 2381931 _' e -_ R
CHICAGO ILL. 60803

GEéRGE-.N. snusran : ‘ y B

L PRESIDEMY . .
éammumun L . -

RALPH MELSTEIN ‘ O T —
. STCACTARY.TREASURER | e o :

. . /(
Miss Hillary Rodham o ,
+310 DavisHall. =~ . o T
Wellesley College - - , ' L Y/
Wellesley, Massachusetts =~ 02181 S ey

" 'Dear Miss Iiodham:.

The Industrial Areas Foundation has announced the establiah.. L
ment of the Training Institute to be based in Chicago, Illinoie. Tedm

) X

The reason for the Institute is the appalling deatth or pex‘sone
. ‘'who know how to organize in and for a free and open society. - -
Lacking these trained competent political literates the entire field..
of citizen organization is one~tenth fact and nine- tenths mshful
'thinklng I ,

Today there is no lack of money for organization but what is :
undemably clear is the major obstacle of the absence of trained =
sophisticated personnel who have highly developed drgani’iational
skills and talents for the purpose of bu11ding n;ass-—based organiza-
tions. -

Keeping in mind that three-fourths of America is middle class,

- anew and long overdue emphasis af the Institute will be placed on
" - the development of organizers for middle class society. Organ- -
izers will be trained for black and Mexican American ghetto work

as well.as for poor white sections. SR

The.attached fact sheet and preliminary apphcation answers R :
most of your questions. Additional questions should be.communicated _
-in wr1t1ng and wﬂl recéeive a response. . -

*Smcer IY :

sm.n.n ALINSKY CHICAGO) S'I:RINGFELLOW BARR RINCETON, NEW TERSEY; DR BAUMGA YOR
U ey STIMSON BULLITT, srartie. wasHinarony ROBERT . W. CRAIG.. asrewn, COLORADOY. RALPH: SHELSTE] 1cABC

CHARLES MERRILL, soston, wassacHuserTss SENIEL OSTROW, Los aNcELES; - DAVID. -RAMAGE. JR/nEw YORK, CITY
T PRI G R ST LD TR e e cnrme pragie BAIGIE BEATHIAN F CWRIGHT, JAGKEON, TMIasTES(F
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. 'WHO.:

'_%i EHEH BH 1 A. i: HiiiHiHH iHEiHU—iE

The I A F. Tralnlng Institute is estabhshed for the dE'VEtZ““' '4
e oo LA g v b N Ce i ﬁi\rﬁl@'é?ﬂéii’é'&%
. citizens which is the fundamental essential: dynamic for a-

- free and open society. This will be done principally
according. to the practices, techniques and. goncepts as_ . s__;_I e
developed by the Industrial Areas Fofndation for the past .
twenty-five years Wthh have’ proven so effectlve in actual
operation. : '

WHERE AND WHEN: - 'I‘he Institute s home base will be in Chicago,
Illinois and will recelve trainees in February, 1969 o .

IHOW LONG: = - The training period will cover fifteen months

and will be full time for all trainees. _
’ ,Trainees will cover the spectrum of American life. Organ- |
fzers will be trained for work with all minority groups:
blacks, Mexican Americans, Puerto Ricans,_Indians and
low income whites. Organizers will also be trained for

simiiar work in middle class communities.
Y

. WHAT IS THE COST? Tu1t10n for the fifteen-month period is $15, 000..

. This tuition cost will be mainly assumed by sponsoring organ-
~izations of different interested groups. There_wﬂl be'some -
* selected fellowships and special assistance in certain cases. .
Living expenses will run between $5, 00Q_to $6, 500 a year and
will be borne by the sponsor or traznee :

“'REQUIREMENTS | (a) A commitment.to a free and open society,

(b) Prior experience in the &ield of orgamzmg, (c) Approval

" after screening by Institute representatives in terms of per-
sonality.criteria essential to the development of an organizer.

- 'This approval will be for admission for the first ninety days
after which students will be advised whether or not they can

become professional organizers. Our experience.has mdicated
that the odds may be as h1gh as 509 washout. T
.HOW MANY' , Each flfteen month period will be restrictecl I

to forty tralnees with repiacement prov1smns. P E

.' .wHAT IS 'I‘HE TRAINING? 'I'he trammg w111 emphasme, VR

o understandmg by students of various: umversahties anci i
.'.”f*"'"’"""- ~common denominators of. organizational prmciples to. 1nsure
© _... their not becoming’ merely specialists of certain: types 0
 edmmurity erganizatiens cither cthnie, wacial or ecomor



ol

The trained orgamzer cormng out of the Insntute will
'b‘e*competent and prepared to engage in effective or="

‘ganization in almost any sector of society. This will :

X luidity, ima on, flexibility in the meetin
8?'@1?3%{111‘“ condat'i‘%n? tc}cqfcumstanctzlés where the . g 5

.~ latter will -be dealt with as a matter of course, A central

~fault of conventional training is the'stifling of these

qualities by the strait ]acket of "rigid formulas“ and "stat1c .
patterns..

o They will be so trained as to develop a passionate cUrios{ty'"

~ the initial organizational action through all of the various— -

which is the driving dynamism in continuing to learn. If

there will be any one symbol of the basic theme of the

Training Institute it will be the question mark. - The good
organizer is ever-growing, ever—learning, ever-questioning . -
and ever-curious so that even in a moment of success his

feeling of triumph is almost equaled by his feeling of curiosity

ag to why he succeeded, and conversely - with defeat hisy.
feeling of dejection ig almost equaled by his curfosity as to

why it failed. The development of this passionate questiOning,
which in the last analysis should be the base for all true -
education, is a major objective of the Training Institute.

WHO WILI_. TEACH? Saul D. Alinsky and staff of professional

‘organizers will teach and supervise. Guest faculty ranging
from philosophers to economists to activists in the fields of
labor, civil rights, politics, business, re11g10n and educa—

tion’' will be connected with the Insntuf |

" WHAT WILL BE THE TEACHING METHOD? The teaching methods

will include among others a bas1c socratlc approach a combin-
ation of seminars, personal conferences, working in various
commurnities and actual organizing situations, ranging from

stages including the problems accompanying successful organ- , |

izations. The laws of change and universalities will be

studied not only in terms’ of immediate pragmatlsm but. also
philosophically, historically, and through present events,
The mechanics of mass organization, organizing theory, -the

T art of politics, tactic and strategy, means and ends," conflict -

-+ and leadership will be part of the curriculum. . The organizmg .
. ..+ .gituation” will'provide the grist for reflection; review and: elf-

o _'knowledge Tramees will learn from their: experience but::. .
- experlence is the d1gest1ng of actlon and events ‘Othermse
'1t is und1gcsted waste._ . . > :




