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Introduction
In March 2022, the Priority Africa Network held a strategic direction board retreat
based on a stakeholder survey administered in Winter 2021. As the organization
turns 20 years old, and prepares for leadership transitions, three key learnings
and related strategic questions and decisions emerged. These discussions
covered youth engagement, core constituencies, PAN’s geographic focus,
partnerships, programming, and communications.

History
In early 2002, Africa Action — a US-Africa solidarity organization mobilizing
broad national base advocacy organizations — convened a gathering of
activists in Oakland, CA under the heading of ‘making Africa a priority US
agenda.’ The Priority Africa Network (PAN) formed as a result shortly thereafter.
PAN’s origin and history is solidly grounded in Bay Area political activism. Many
of the founders were active in the anti-apartheid movement and other global
struggles for racial justice, including the Black Panthers and the San Francisco
State Black Students Union.
For the first three years, PAN worked mainly in partnerships with national (majority
DC-based) Africa-focused organizations, such as Africa Action, TransAfrica
Forum, Washington Office on Africa, Africa Policy & Information Center
and the Advocacy Network for Africa. Only one of these organizations
continues to exist; indeed, the entire landscape of Africa advocacy has shifted
significantly over the past two decades.
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It took time for PAN to forge a unique identity and develop programs that speak
to the needs of Black immigrant communities in the Bay Area. Our programs
have grown and changed over the past two decades.
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In 2006, as national immigration policy debates raged, discussions over missing
voices of Black immigrants led to the formation of the Black Alliance for Just
Immigration (BAJI). Three members of PAN’s current board of directors, Nunu
Kidane, Gerald Lenoir and Kelvin Sauls, were among the founders. Gerald Lenoir
served as the Executive Director of the Black Alliance for Just Immigration
(BAJI) the first national organization with progressive mobilizing agenda
on racial and immigration justice. Partnering with BAJI as a sister organization,
PAN began to mobilize the large and growing populations of Black immigrants
from Africa in the Bay Area.
In 2006, PAN developed two programs that continue to be the key points of
the organization’s mission:
1

African Community Leaders Forum started by identifying and convening
representatives of nearly 40 different grassroots, identity-based groups
from around the Bay Area. Groups vary in size and sector, covering
social and cultural, professional and faith associations. Together they
reflect the vast diversity in communities we call “African.”
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2

African Diaspora Dialogues (ADDs) emerged from gaps in identity of
race and history between newer and older diasporic communities. ADDs
set up regular convenings for curated and intense dialogues between
mainly African and African-American communities, to exchange
information, build relations, and forge common strategies in struggles
for social justice.

Current Moment and impetus for Strategic Planning
The 2020 Pandemic and the brutal murder of George Floyd in that same
year were catalytic in shifting the national discourse on race. Unlike previous
incidents, protests against police brutality were no longer led and supported
only by Black organizations, but also by broad racial and political allies who
formed cohesive organized forces. Beyond traditional responses of street
protests, groups were strategizing at local, state and national levels, to
dialogue over impactful strategies of change.
As this new social justice movement pattern emerged, PAN started a process
of reflecting on the organization’s changed role. We witnessed the social
discord and economic disparities of the pandemic, which particularly affected
Black immigrant communities that received few of the available resources.
We needed to sharpen our political message, to work in alignment with
partners who share our values, and to put in place mechanisms to measure
our impact in the long and short term.
The decision to conduct a lengthy strategic direction assessment was made
early in 2021, and the ensuing work took far longer than anticipated.

Strategic Planning Process
In the winter of 2021, the IB Consulting team administered a community
consultation survey to gather insights, ideas, and questions from PAN’s broad
community of stakeholders. The results would inform an in-person Board retreat
in spring 2022. This survey also aimed to build on discussions from September
2021 that the PAN Board held with Hope Chigudu.
About 50% (22 persons) of those who received the survey completed it.
In March 2022 the PAN board met for a two-day retreat with the following goals:
1

to reconnect as a PAN community and nurture relationships and
connections after two years of pandemic-induced isolation

2

to discuss and prepare for leadership transitions in 2022/2023

3

to continue the strategic direction and planning process that supports
an effective leadership transition

The retreat provided three streams of information to support PAN in achieving
these goals: current movement context; leadership transition; and strategic
directions. While recognizing that organizations are living and evolving
communities, the retreat provided a space for candid discussions to help us
chart the way forward.

Critical Questions
The critical questions we asked as we entered into a strategic planning
process included:
 What is PAN’s relevance and contribution to the movement for racial
justice?
 What do we bring to the work in coherent partnership with allies?
 How do we ensure adequate resourcing and sustain the work over
the coming decades?

As part of this process, PAN realized the need to transition leadership.
We are committed to a transition that will not compromise stability
nor diminish our integrity. Beyond an individual leader stepping away,
the Board considered changing the current hierarchical structure
to a more flat model, with leaders who work alongside staff, board
and community to “steward” more inclusive consultative process for
sustainable change.
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“PAN itself is in the process of coming to grips with and
to adequately adapt its own strategic intent and role
in the light of this rapidly changing world. It is hence
important to stop and reflect on what the world is
asking PAN to do.”
— Consultant Hope Chigudu
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Part 1: Current Movement Context

Part 2: PAN’s Leadership Transition

PAN’s board invited Linda Burnham, author, activist and co-founder of Women
of Color Resource Center, to lead a discussion regarding the current context
of movement efforts in the United States.

The current movement context is not only pertinent to the external work that
PAN undertakes, but it also directly affects PAN’s internal leadership transition
planning. Questions in this section explored the process of finding new
leaders to navigate PAN into the future, seeking the most effective strategies
to identify and support the next team of leaders.

Linda shared insights and reflections on movement trends, opportunities, and
challenges. She spoke of the diversity of social justice movements, and noted
how events in the past few years have shifted young minds and galvanized
some of the largest mobilizations in the U.S. since the Civil Rights Movement.
She also named some of the challenges of limited infrastructure, challenges of
scaling-up, and how positive changes at the present time increases funding
of national Black-led organizations.
Linda shared that despite recent increases, many small community-based
nonprofits are struggling from lack of capacity to address internal
infrastructure needs, impact from COVID on staff and communities, and
the constant need to advance several movement efforts simultaneously.
She emphasized the needs and challenges that such organizations continue
to face: ineffective leadership structures, few mechanisms and practices
in place to efficiently sustain and address the multiplicity of needs, and
the fast-changing landscape.
A discussion with the PAN Board then ensued.

PAN’s beloved Executive Director, Nunu Kidane, shared her goals and timeline
for transitioning from her role by March 1, 2023. A leadership transition is
an important period of organizational change that requires intentional
planning and leadership from the Board, Staff and community of PAN.
This is especially true when a longtime leader such as Nunu – who holds deep
roots, history and relationships with PAN’s communities, partners and funders –
is stepping down. The Board reflected on the variety of Black-led organizations
that had not been able to sustain themselves in the long-term, and noted the
importance of clear and effective leadership planning to support a strong and
value-aligned leadership transition process.
PAN’s Board considered various leadership structures, ultimately agreeing to
move toward power-sharing leadership models such as co-directorship or
co-stewardship, The Board then discussed possible titles for these roles and
unanimously agreed on “Co-Stewards”. This is a significant decision from the
Board, as “stewardship” indicates the “taking care of” PAN and its communities
and partners.
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The Board agreed that for the Co-Stewards to meet the needs of the
organization, they should be connected to PAN’s community and committed
to PAN’s purpose and vision; must have 501(c)(3) experience; and have
experience in managing and supporting staff. The Board also reviewed PAN’s
budget, and agreed to the importance of allocating additional resources for
the compensation of the Co-Stewards.
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Part 3: PAN’s Strategic Future Directions

Key Decisions and Plans
The following major decisions and resulting plans emerged from the Board retreat:

The Winter 2021 survey referenced above informed PAN’s thinking about future
directions. Survey questions asked about:
 respondents’ understanding of PAN’s work, mission, vision, and
communities it serves
 strengths and areas for growth or improvement
 advice for the Board moving forward
The strategic directions discussion at the PAN Retreat focused on three key
learnings and related strategic questions that emerged from the survey. (Full
survey results can be found here).
#1

Building an Intergenerational & Multigenerational Organization
A majority of respondents would like PAN to engage more young
people in the overall organization, including staff, leadership bodies,
and within the mission and programs. Notably, the survey had no
respondents under the age of 30; thus, their voices were conspicuously
absent.

Learning:

#2

Clarifying and Refining PAN’s Purpose & Core Constituencies
More than three-quarters of respondents (76%) agreed on the
mission statement presented in the survey: “Priority Africa Network
builds intergenerational bridges within the African diaspora to advance
Pan-Africanism ideals that enable an inclusive and equitable society for
all people.” This is a meaningful and exciting finding. Additional survey
findings pointed to the importance of PAN’s leadership discussing
other questions of ‘who’ PAN serves or should serve.

Learning:

Youth Engagement
PAN Board members offered varying perspectives on the definition of
“young people”, including various age ranges from 18 to 39. Nonetheless, the
majority of the Board believed that regardless of the specific age range, the
engagement of ‘young people’ in PAN was critical for its future. Consequently,
they identified a number of youth-focused organizations with which to
cultivate deeper partnerships.

Partnership Mapping
As a part of clarifying and refining which communities PAN prioritizes and
works with, the strategic directions working group completed a partnership
map during the retreat.
There was consensus from PAN’s leadership that PAN will continue to prioritize
San Francisco Bay Area relationships, as well as existing state, national and
transnational partners. As mentioned above, the Board also reaffirmed how
PAN must broaden work with organizations that are engaging and politically
supporting Black young people. PAN’s additional value is to bring key
organizational leaders together, which reaffirms and revitalizes the “network”
strategy of PAN’s name and mission.

Constituencies
The PAN Board reaffirmed that PAN does and should continue to serve both
Black immigrants and African Americans, building bridges among these
two broad groups. PAN will continue to offer political education sessions
regarding Pan-Africanism and Diaspora connections, thus building deep
solidarity and transnational movements among Black/African immigrants
and Black/African Americans. A few other likely topics for these sessions
include: migration, policing/criminal justice, and Black mortality.

Communications
#3

Organizational Planning
Learning: PAN’s need to engage in a comprehensive organizational planning

process was reaffirmed by respondents of the survey. Such work
included the following:

The Board discussed the need to work at multiple levels—locally, statewide,
nationally and transnationally. This included building a communications
strategy that effectively and creatively uses social media and virtual platforms
to tie local events/organizing to national and international audiences.

 A focused work plan and strategies
 A communications plan to allow current and future members to fully
understand PAN’s current and future work
 A fundraising/development strategy and plan
 A succession/transition plan, given that the current Executive Director
will step down as of March 1, 2023
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Conclusion and Next Steps
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After completing a lengthy and challenging process of strategic direction analysis,
PAN is now well-positioned and ready to make meaningful contributions to
today’s Pan-Africanist movements for social change.

Priority Africa Network (PAN) exists largely due to the dedicated and selfless giving of staff, board and
volunteers. With intermittent funding over the years, paid and unpaid members of the organization have
contributed countless hours of time and talent to sustain the organization. Together, we have built an
organization that contributes to sustaining a Pan-Africanist, unity-based vision in the spirit of Ubuntu.

The next two years will be critical, both internally (with a major leadership
transition), and externally (with quickly shifting national and global
political ecosystems). Sustaining the organization will mean partnering
with Black-led ally organizations to ensure coordinated alignment.
After two decades of building on the historic lessons of Black activists, PAN’s
board, staff, and community will move forward with both a commitment to
our founding values and an updated vision for the future.

None of the work would have been possible without contributions of current board members Gerald
Lenoir, Walter Turner, Rufaro Gwarada, Derethia DuVal PhD, Kelvin Sauls, Dr. Amina Mama, Devonte Jackson,
Muadi Mukenge, Cornelius Moore and Nunu Kidane. “Much gratitude also goes to the endless hours of
time and talent by our long-time volunteers Rezene Ahferom, Kamla Fennimore, Randan Price, Yassin
Janneh and Priscilla Ankrah who started out as volunteer and is now heads our program a staff member.
The Strategic Direction process was guided by two consultants who understood the unique nature of
our work: Hope Chigudu, a Uganda-based African feminist and author of “Strategies for Building an
Organization with a Soul” and Ingrid Benedict of IB Consulting. We are deeply grateful for their time
and insights.
IB Consulting was recommended to PAN by our long-time colleague Vini Bansili, Executive Director of
Solidaire Network, who has worked closely with us over many years. The IB Consulting team that also
included Dayna Smith and Jamie Richards-Linton, was the perfect fit for many reasons; we are grateful to
Vini for her insight in making this connection.
This important exercise would not have been possible without the generous support of the California Black
Freedoms Fund, the San Francisco Foundation, Akonadi Foundation, East Bay Community Foundation, and
USA for Africa.
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