Member Organizer Academy
According to the National Education Association (NEA), particularly in the context of union organizing and member engagement, the difference between transactional and transformational conversations lies in the goal of the interaction: transactional conversations focus on exchanging services, while transformational conversations focus on building relationships and collective power. [1, 2, 3] 

Transactional Conversations 
· Focus: A "service" or "transactional" model where the focus is on a specific, immediate exchange (e.g., membership dues for benefits). 
· Purpose: To get something done or resolve a short-term issue. 
· Tone: Passive, rational calculation; a pitch or sale. 
· Outcome: Treats members as customers who pay dues in exchange for protection, often breeding resentment or lack of engagement. [1, 3, 4, 5, 6] 
Transformational Conversations 
· Focus: An "organizing" model that centers on listening, connecting, and building personal relationships. 
· Purpose: To build collective strength, foster deeper commitment, and inspire action for long-term change. 
· Tone: Personal, engaging, and reflective. It involves asking questions to understand the other person's passions, values, and concerns. 
· Outcome: Motivates members to take a stand, participate in the union, and feel empowered (unionist rather than customer). [1, 3, 7, 8, 9] 
Key Differences Summary 
	Feature [1, 3, 4, 10, 11] 
	Transactional Conversation 
	Transformational Conversation 

	Primary Goal 
	Task completion/Service delivery 
	Building relationships/Power 

	Focus 
	"What can I get?" 
	"How can we change this together?" 

	Approach 
	Telling/Pitching 
	Listening/Connecting 

	View of Person 
	Customer 
	Member/Leader 

	Duration 
	Short-term 
	Long-term/Ongoing 



The NEA advises that to build a stronger union, leaders must move beyond merely providing services (transactional) to fostering a shared vision and collective identity (transformational). [3] 


The National Education Association (NEA) uses the AAR (Affirm, Answer, Redirect) framework within their Transformational Organizing Conversations guide to turn everyday conversations with colleagues into opportunities for building union strength. [1, 2] 

The AAR Framework 

When asked questions about the union or addressing concerns, use this structure to validate the educator while steering the conversation toward action: 
· Affirm: Let them know you are listening and that their feelings are valid. Validate their experience and avoid getting angry or defensive. 
· Answer: Provide a truthful, concise answer to the question. If you do not know the answer, do not guess; tell them you will find out. 
· Redirect: Bring the conversation back to the goal: asking them to join the union or take action. [1, 2, 4] 
AAR Application Examples 
The guide provides practical scenarios for implementing AAR, such as validating concerns about dues or union legitimacy, providing direct answers, and steering the dialogue toward collective action. [2] 

Key Tips for Transformative Conversations 
· Active Listening: Focus heavily on understanding the other person's concerns, prioritizing their perspective over talking. 
· Share Local Stories: Illustrate the union's impact by highlighting specific local victories. 
· Engage, Don't Lecture: Avoid leading questions disguised as statements; instead, foster genuine dialogue. 
· Action-Oriented: Structure conversations to transition from addressing concerns to securing a commitment for action. [2] 
According to the National Education Association (NEA), lead organizers coach members and organizers to move towards transformational conversations by focusing on authentic, relational, and structured one-on-one engagements rather than transactional, script-based pitches. [1, 2] 

Transformational conversations are designed to move members from just paying dues to active, collective leadership by focusing on their personal stories, professional frustrations, and shared vision. [3, 4] 

Here is how NEA coaches for transformational conversations: 

1. Coaching the "Relational" Approach 
· Move Beyond Scripts: Coaches teach organizers not to read talking points verbatim, but to listen authentically and share personal stories. 
· Focus on Listening: Organizers are coached to listen 80% and talk 20%. 
· Build Personal Connection: Coaching emphasizes asking questions about the person (their career, their passion) before diving into union business. [1, 2, 5] 
2. The AHUY Model (Ask, Hope, Urgency, Your Call to Action) [6] 

NEA’s guides, such as the NEA Guide to Transformational Organizing Conversations, utilize the AHUY model to structure coaching conversations: 
· Ask: Ask deep questions about what educators want to change in their work. 
· Hope: Share a vision of how the union can solve these issues. 
· Urgency: Explain why taking action now is critical, such as using the BRAG formula (Benefits, Resources, Achievements, Goals) to highlight union impact. 
· Your Call to Action: End with a direct ask for a specific commitment. [2, 6, 7, 9, 10] 
3. Coaching "AAR" (Affirm, Answer, Redirect) 

Coaches teach the AAR framework to turn objections into engaging conversations: 
· Affirm: Validate the person's feelings ("I understand why you are frustrated..."). 
· Answer: Give a truthful, concise answer to the question. 
· Redirect: Bring the conversation back to the collective action ("...and that’s why we need you to join us to fight for this"). [1] 
4. Moving from Agitation to Action 
· Locate the "Why": Coaches train members to ask probing questions to find the top-priority issue that gets a potential member upset or excited. 
· Inoculation: Coaching includes preparing members to anticipate objections, such as the risk of retaliation or doubts about the union’s effectiveness. [11, 12, 13, 14] 
5. Debriefing and Following Up 
· Debriefing: After a one-on-one, the lead organizer helps the member review the conversation: What did they feel? What was the hardest part? Did you get a commitment?. 
· Actionable Next Steps: Coaches ensure that every conversation ends with a clear, agreed-upon follow-up date and action. [11, 15, 16] 
These strategies are often implemented through the NEA Center for Organizing (C4O) to train members to be effective, compassionate organizers within their own school buildings. [3, 15, 17] 


