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SUSTAIN

Activity Rationale and Aims

Make 
Infrastructure 
Visible 
Authored by Susan Jurow, Bill Penuel, & Leah Peña Teeters

TWO 45 MINUTE 
MEETINGS AT LEAST 

A WEEK APART

Aims

Rationale

01.

To identify an artifact with your team 
that was designed collaboratively

02.

To make visible the diverse forms of 
activity that are involved in the successful 
implementation of the designed program

This activity draws upon the concept of articulation 
work, defined as the labor of coordinating or integrating 
different strands of work (see Strauss, 1985), and 
invisible labor, defined as work that is intangible and 
often unrecognized (see Jurow et al., 2016; Suchman, 
1995). Taken together, the concepts of articulation 
work and (in)visible labor help to conceptualize how 
human activity is made possible by a constellation 
of factors, including explicit, implicit, tangible, and 
intangible factors. This activity seeks to support 
collaborators in making visible the emotional, temporal, 
and material infrastructure required to sustain projects. 

Activity Summary
This activity involves codifying the explicit 
and implicit and visible and invisible labor that 
surrounds one artifact. Collaborators will use 
a shared template to document the emotional, 
temporal, and physical infrastructure required to 
implement a focal activity. Once all collaborators 
have documented their activities, they will work 
together to generate a robust picture of the re-
sources required to implement one activity. 
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WHOLE GROUP PREWORK:
01.
Identify an artifact that was designed 
collaboratively (for example: an app, an evaluation 
tool, a lesson plan, a mentoring guide, etc.).
02.
Ask collaborators to first engage with focal ideas 
via writing. Introduce the concept by asking 
collaborators to respond to the prompt: “What 
conditions had to come together for this [the 
identified artifact] to come to be?” Once that is 
addressed, then ask collaborators to write on: 
“And what conditions had to come together for 
THAT to come to be?” and so on.  

a. Have collaborators write for 10 minutes in 
response to this repetitive prompt intended 
to develop multiple layers of a story.
i.  Encourage collaborators to write their story 

from an “I perspective.”

b. Share out, identifying contradictions and tensions.

 
INDIVIDUAL “TAKE HOME” ACTIVITY:
01.
Identify a week-long period where the selected 
artifact will be used. During the week of 
implementation or use, have collaborators create 
digital journals where collaborators can keep notes 
of their interactions with the artifact.

c. Interactions consist of activities such as time 
thinking about the artifact, noticing feelings 
related to the artifact, conversations about the 
artifact, making adaptations to the artifact, work 
on the artifact. 

WHOLE GROUP
02.
After one week of documenting, dedicate a meeting 
to sharing out the work that was involved in 
implementing the collaboratively designed artifact. 
03.
Create a summary document of resources 
required, including time (e.g. time required to 
prepare, implement, build and maintain necessary 
relationships), emotional (e.g. time to process, skills 
to hold and navigate heavy emotions as a group), 
and material (e.g. physical resources).
04.
Discuss what infrastructure needs to be designed 
and maintained to sustain this work.

In Person Steps

Modification Notes

• The team can modify the journal 
template to meet the needs of their 
specific project. 

• To further address how power shapes 
in/visibility, the team should identify 
an artifact/reading that addresses how 
power is at play. As part of step 3, add 
a column in the journal for addressing 
how power shapes in/visibility or the 
lack thereof in the artifact/reading.

https://o365coloradoedu.sharepoint.com/:w:/r/sites/Crown-Shared-Files-Outreach-Education/Shared%20Documents/Outreach-Education/Participatory%20Toolkit/Supplemental%20Materials%20for%20Tools/Draft%20Supplemental%20Materials/Make%20Infrastructure%20Visible_Journal_%20resources%20for%20implementation.docx?d=wf8b3e41a0cc15ac495e9e945e3900adb&csf=1&web=1&e=S5dPop


SUSTAIN

3

Facilitator Preparation

HANDOUTS OR SLIDES

Journal template

Facilitation Tips
Engage in shared readings (see additional readings 
below) so that the team understands the impor-
tance of naming the various resources involved in 
implementation. Discuss concepts such as emo-
tional labor, attending to the ways that people with 
different racialized and gendered identities have 
different relationships to emotional labor. 

Example from the field
In a partnership between a local community 
organization and education researchers, col-
laborators worked together to understand the 
professional practices of community health 
workers known as promotoras. The promo-
tora model engages community members as 
liaisons between the organization and local 
residents. The initial focus of this research 
collaboration was to document the practices 
of the promotora model to understand its 
success. This was important to the organi-
zation as they considered training new pro-
motoras and scaling the model. The research 
collaboration was thus oriented around un-
derstanding the promotora model and co-de-
signing resources that could support a cycle 
of learning. The following excerpt from Jurow 
et al. (2016, p. 211) describes how the visible 
work of the promotoras consisted of tending 
gardens. The less visible — yet fundamental 

— work of developing relationships of care with 
neighborhood residents was often unseen:

In 2014, Impact’s gardens produced 30,000 
pounds of fruits and vegetables. The neigh-
borhood now has 300 gardens and a waitlist 
with over 100 residents who want an Impact 
garden, which includes an irrigation system, 
seeds, seedlings, and the support of a pro-
motora throughout the growing and harvest-
ing season. As a result of Impact’s success, 
backyard garden participants will have the 
option to sell their produce to the city’s first 
community-run food cooperative, for which 
Impact has secured funding and a physical 
space in the neighborhood. These efforts 
have not only increased residents’ access to 
healthy foods, but they have also expanded 
the broader movement for food access and 
social justice within the city. Impact is now 
creating innovative forms of community infra-

https://o365coloradoedu.sharepoint.com/:w:/r/sites/Crown-Shared-Files-Outreach-Education/Shared%20Documents/Outreach-Education/Participatory%20Toolkit/Supplemental%20Materials%20for%20Tools/Draft%20Supplemental%20Materials/Make%20Infrastructure%20Visible_Journal_%20resources%20for%20implementation.docx?d=wf8b3e41a0cc15ac495e9e945e3900adb&csf=1&web=1&e=S5dPop
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Example from the field (cont.) 
structure to address the systemic issue of 
food deserts in a community-generated and 
beneficial way. 
These highly visible transformations in the 
neighborhood are grounded in the less her-
alded work that the promotoras do to culti-
vate thriving vegetable gardens and a sense 
of community among residents. Promotoras 
design, prepare, and maintain gardens in 
backyards with residents, some of whom 
have never grown vegetables and others 
who have a wealth of experience with farm-
ing. The success of the gardens is key to 
the social relationships that the promotoras 
have been able to develop with residents. 
Significantly, it is the promotoras who 
handle on-the-spot contingencies in the 
gardens. For instance, when an irrigation 
hose breaks or tomatoes become infested 
with a plague, they manage the complaints 
of irritated garden participants, as one of 
the promotoras put it, “always with a smile” 
to represent the goodwill of Impact and 
its commitment to the neighborhood (see 
also Hochschild, 1983). Another dimension 
of the promotoras’ work is that they have 
come to serve as confidants and advocates 
for residents. The sustained relationships 
they have developed with residents through 
growing vegetables with them, returning 
season after season, and learning about 

their lives have given them unique access to 
the private and the collective experiences of 
community members. Working across hun-
dreds of gardens, this small team of promo-
toras has learned about the challenges facing 
many of the neighborhood’s residents: access 
to health care, education, legal services, and 
concerns with addressing and preventing 
violence against women. The gardening and 
relational work has been intertwined, and in 
fact symbiotic, as promotoras’ relationships 
with community members are rooted in their 
effectiveness as gardeners. (Jurow et al., 
2016, pp. 211)

Naming the invisible work (emotional, temporal, 
and physical) of the promotoras had critical 
implications for understanding the success of 
the model, promoting equity within the organiza-
tion, building processes by which to sustain the 
work, as well as for considering what would be 
involved if the organization were to implement a 
similar model in other contexts. Before engaging 
in work to document the different types of labor 
in which the promotoras engaged, the official 
description of their work was that of tending the 
gardens. However, via diligent documentation 
and observation, it became clear that the suc-
cess of the model, and thus the organization, 
was due to the less visible work involved in 
cultivating and responding to the relational and 
emotional needs of the community.
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“What is seen and what is invisible, to whom and 
why, helps researchers understand what mat-
ters in an organization and whose perspective 
is valued” (Jurow et al., 2016, p. 218). Making 
diverse forms of labor visible is critical in gener-
ating equity-oriented practices. Articulating the 
diversity of work entailed within a focal practice 
can support an “ecological understanding of 
workplaces, materiality, and interaction” and can 
surface issues of justice and injustice (Star, 1999, 
p. 379). All too often, what gets counted as labor 
is prescribed by white, patriarchal norms. All too 
often, the emotional labor of care and mentorship 
falls upon people of color and female-identifying 
bodies. Obscuring the relational and emotional 

labor that is critical to the success of particular 
practices puts an undue burden on team members of 
non-dominant identity statuses, while simultaneously 
resulting in practices of compensation that do not 
account for this work. 

Clearly defining the work involved in sustaining focal 
practices and projects allows for the appropriate allo-
cation of resources, potentially minimizing the risk for 
undue stress caused by unanticipated challenges of 
implementation. Having a clear understanding of the 
work involved in implementing and sustaining partic-
ular practices and forms of participation can support 
the generation of structural systems that can support 
the promotion of the wellbeing for all team members. 

Commitments to Equity
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