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Introduction 

 

 This is the schedule plan and structure for the IndyMedia Convergence (IMC) in Dakar in 2011. It is 

based on the premise that, first and foremost, the IMC is about building an activist community and practicing 

a practical model for decentralized, egalitarian, democratic organizing. The assumption is that, while a deep 

understanding of leftist political theory is important, one still needs to create group structures that create 

practical, functioning democracy on the ground. Additionally, learning technical skills and building media 

tools also require social technologies to successfully bring about the kind of social/political change we seek. 

 

This structure is designed to encourage full participation, allow total transparency, and maintain 

maximum flexibility while providing a clear, stable, easily reproducible model of organizing. The content 

throughout is participant generated (which is why the individual cells on the spreadsheets remain empty at 

this time). The governance and decisionmaking is consensus-based, egalitarian, and transparent. While 

individuals can opt-out by not participating, the goal is to allow each attendee to meaningful participate in 

every aspect of the event. All the major components: the morning plenary, the evening spokescouncil, the 

workshops, the chores, and the committees are open and accessible to all. The content of each of the major 

components are planned, organized, developed and decided upon by those in attendance. 

 

 All major decisions will be made within an affinity group (of about 5-8 people) that are free to 

operate in any manner they cooperatively and voluntarily choose. Anyone can participate in whatever 

manner they desire so long as it is cooperative, nonviolent and in keeping with the general purpose and 

shared values of the IMC community. 

 

Plenaries 

 

 Every day of the convergence, as the first activity after breakfast, there will be a two-hour plenary. A 

plenary is a meeting of the whole community. Every participant in the convergence is invited and 

expected to participate in the plenary. The purpose of the plenary is threefold: building community, 

education on core topics, and strategic planning. It is not a decisionmaking meeting. That will occur at the 

evening spokescouncil.  

 

 Each day, during the plenary, there will be: 

 

- an opportunity to learn more about the consensus process,  

- a presentation on one of the major tracks of workshops (a brief explanation of what it is, 

what you will learn during workshops that are part of the track, and who might most 

benefit from attending the track workshops, etc.), 

- a community building exercise (such as multi-cultural sensitivity trainings, non-violent 

communication skills, pro-feminist anti-sexist awareness, etc.), 

- non-verbal, cooperative games, 

- an opportunity to express unmet needs, logistical concerns (such as gaps or failures in the 

chores system), and  

- an evaluation of the overall functioning of the convergence. 

http://en.wikipedia.org/wiki/Plenary


 

The plenaries will be facilitated by a member from the FACT (Facilitation & Agenda Coordination 

Team) (see below for more about this committee). The  daily agenda will be generated collectively, 

decided upon at the spokescouncil and managed by the FACT. Before the convergence, everyone is 

invited to suggest topics and activities/exercises/games for the plenary.  

 

The vision of the plenary is that this is the one time each day when the entire community gathers and 

works, learns, & plays together. It is the essential component for building community and creating the 

bonds that become the foundation that supports all the things we do while there and afterwards, when we 

return to our respective homelands. 

 

Spokescouncil 

 

 Every day of the convergence, there will be an evening meeting were all the decisions for the entire 

community are discussed and adopted by consent. Every member of the community belongs to at least one 

affinity group (AG) (more details about AGs below). Each AG selects at least one member to speak for the 

AG (a spoke; as in the spokes of a wheel) at the evening spokescouncil. All the spokes from every AG meet 

each evening after dinner (and concurrent with Session III workshops). At these meetings, the spokes discuss 

and strive to reach consensus on any and all decisions generated during the convergence from any source. 

This is the council of last resort; or, the top level of decisionmaking.  

 

Technically, the spokescouncil does not make the decisions. Every proposal that affects the entire 

community is discussed and decided upon by each AG. The spoke brings the decision made by the AG to the 

spokescouncil. A decision is adopted only after each spoke from every AG consents to the proposal based on 

how their AG decided and empowered them to act. No proposal is adopted until every AG has discussed, 

accepted and consented or agreed to it. This might take some time, even more than one day, for the process 

to unfold. The process allows for all participants to make suggestions, improvements, offer alternatives and 

have their concerns addressed, usually at the AG meetings and sometimes, at the spokescouncil. People may 

find this challenging but it is the difference between making a community-based decision and a fast one. 

 

During the spokescouncil, only spokes from “primary” AGs may speak. Any member of the 

community may attend the spokescouncil but they are not allowed to speak unless specifically requested to 

do so by the spokescouncil facilitator. A member of the FACT will facilitate the spokescouncil. The 

facilitation will rotate amongst the members of the FACT. The spokescouncils will operate using Formal 

Consensus, and as such, the facilitators cannot and will not participate in the content of the meetings or the 

decisions. Each spokescouncil will have a process evaluation at the end. 

 

Affinity Groups 

 

 On the opening day of the convergence, everyone will be organized into affinity groups (AGs). An 

individual can be in more than one AG; however, each person must choose one AG as their “primary” AG for 

purposes of decisionmaking. Affinity groups are organized along common interests or backgrounds. An AG 

could be formed from folks who are all from the same country or all have an interest in community radio or 

are members of a pre-existing group, etc. There is no limit to what “affinity” people organize around or even 

how many AGs are created.  

 

 The “primary” AGs will meet together everyday during dinner and at other times, as needed. Other 

AGs will meet whenever they can. Each AG will select their spokesperson (or spokespeople) and can use 

internally whatever method of decisionmaking they choose. It is desired that the AG rotate their 

spokesperson amongst the group so that everyone will have an opportunity to experience the role and 

participate in the spokescouncil. Each AG will discuss whatever they want; it is the intention of this structure 

http://en.wikipedia.org/wiki/Affinity_group


that they will discuss and make decisions about the community-wide issues of the day as part of their AG 

meeting time. After the dinner AG meeting, the spokes from all AGs will gather for the spokescouncil. 

 

The FACT will be responsible for supplying the AGs with the proposals and community business of the day 

in preparation for that evening’s spokescouncil. The AG will select their own facilitator for their meetings. 

Again, it is desired that the role of facilitator rotate amongst the members of the AG. Also, it is desired that 

each AG select a member to participate on the Mediation Council (more on this below).  

 

Workshops 

 

 Any participant can offer a workshop in an area of interest or expertise. Many workshops will be 

offered and organized in advance of the IMC. Additionally, participants can create and offer workshops 

spontaneously during the IMC. The theory behind Open Space Technology (OST) is that everyone has 

something they can share with others and anyone who wants to can organize and facilitate a workshop. It is 

space open to all participants. 

 

 The actual schedule of workshops will be decided upon on the opening day of the IMC. In the 

afternoon of this day, there will be an opportunity to briefly hear about the various workshops people would 

like to facilitate. A facilitator may be someone who in an expert in that topic or someone who would like to 

know more about a topic and is willing to be responsible for “holding the space”. Following this, there will 

be an opportunity to combine workshop ideas, organize them into themes or tracks and begin the process of 

creating a day-by-day schedule. Each proposed workshop will be placed in a workshop slot on a particular 

day and a particular session on that day (see workshop schedule). Then, everyone will have an opportunity to 

indicate which workshops they might like to attend each day. Any proposed workshop that has fewer than 

five interested participants will be dropped from the schedule. The rest will be assigned a space. At this 

point, if there are more workshops offered for a particular session on a particular day than there are spaces to 

hold workshops, the schedule will be massaged to accommodate all desired workshops. 

 

The concept of workshop “tracks” is that workshops on a common topic or theme will be assigned a color 

and the schedule will be “color-coded” so that anyone interested in attending many workshops on the same 

topic or theme can easily identify the daily workshops by color. A track needs five or more workshops to 

qualify as a track. The tracks are for informational purposes only. Some workshop facilitators may require 

attendance at an earlier workshop as a prerequisite for attending a workshop. This is up to the individual 

facilitators and may or may not be an aspect of a track. 

 

Depending on the number of people attending the IMC and the number of workshops offered, we will 

encourage and endeavor to repeat popular workshops so that as many people as possible can attend. 

 

Committees 

 

Committees are made up of volunteers and are open to all participants. With the exception of the FACT, they 

will meet as needed and whenever they can find the time. All committees are accountable to the 

spokescouncil and serve the community as a whole. 

 

Facilitation and Agenda Coordinating Team (FACT) 

This committee will be responsible for facilitating the spokescouncil and managing the spokescouncil 

agenda. They do NOT decide what is on the agenda. Any bona fide participant of the IMC and any AG can 

place an item on the agenda. They organize and manage the items on the agenda, working to give balanced 

and appropriate priority to each item and to make sure none gets lost. 

 

They will meet regularly, most likely at least once a day. Their meetings will be open to all participants to 

http://www.co-intelligence.org/P-Openspace.html


attend and observe; however, only members of the Team will be able to speak during their meetings, unless 

specifically invited otherwise. They will make sure all participants know how to contact them with agenda 

items. 

 

The FACT will be a “primary” AG, in that, they will meet during dinner to prepare for the evening 

spokescouncil and they will select a spokesperson to attend the spokescouncil (who is NOT facilitating that 

evening). 

 

Mediation Council (MC) 

This committee will be available for hearing concerns, complaints, and conflicts between participants at the 

IMC. If any participant has a conflict with any other participant or any committee or AG or even with the 

entire IMC, they are encouraged to bring the issue to the MC. If the MC is unable or unwilling to resolve the 

issue, it can be appealed to the spokescouncil by placing it on the agenda. The spokescouncil can either make 

a final decision regarding the issue or it can create a special MC just for this issue and delegate final 

authority to it just for this one issue. 

 

People with existing background and skills in nonviolent conflict resolution and mediation are encouraged to 

volunteer for this committee. If needed or desired, special training will be available to develop skills in this 

area. 

 

Financial Committee (FC) 

This committee will manage the financial affairs of the IMC. Each of our major funders is welcome to send a 

representative to serve on this committee. They will be responsible for managing the budget, allocating 

financial resources, preparing reports for the spokescouncil, and producing a final financial report at the end 

of the IMC.  

 

Evening Activity Committee 

This committee will plan, coordinate, and facilitate evening social activities that may include, but is not 

limited to, movies, dances, sing-alongs, games, etc. 

 

OST Workshop Coordinating Committee 

This committee will be responsible for managing the workshop schedule after the opening day. They will 

help physically create and maintain the “big board” of workshop schedules that will have the entire 

workshop schedule on it. Following the opening day “workshop marketplace” event where most workshops 

will be defined, scheduled and arranged, any additional workshops, changes in schedule, or anything else to 

do with workshops will be the responsibility of this committee. 

 

WSF Planning Committee (optional) 

This committee will plan and coordinate the overall IMC participation in the WSF. 

 

Daily Newsletter Committee (optional) 

This committee will produce a daily “newsletter”, physical, electronic or otherwise, for internal IMC news 

during the IMC. 

 

Chores 

 

A radical innovation in this proposal is that our common domestic chores will be done by AGs rather than by 

individuals acting separately. Since there will be 5-8 people in each AG, if one person is unable to do a 

specific chore, it will not leave a hole in the chore schedule, as the AG will cover for that person. This will 

also build community as we work together in small groups to meet the larger groups basic needs. It will also 

encourage skill sharing and development as different members of each AG work together. 

http://mediate.com/articles/whatismediation.cfm


 

The chore schedule will be filled in on the opening day, once the AGs have been formed. This will be one of 

the first decisions each AG will need to make (what chores to do).  

 

This design is for maximum flexibility while assuring the basic chores get done. AGs are free to exchange 

chore slots with another AG by mutual consent.  

 

One of the unique aspects of this plan is that while one AG is doing its chore, everyone else has “free” time 

for personal tasks, committee meetings, research & planning, socializing, or whatever they want to do. There 

are no major components of the schedule (plenaries, spokescouncils or workshops) during chore time. 

Everyone can participate fully in the IMC and complete all assigned chores. 


