VEA Organizing to Bargain Campaign
[bookmark: _Hlk55470135]Month X Month Plan
September 2020 through November 2020 (Fall 2020)
	Categories
	SEP 2020
	OCT  2020
	NOV 2020

	Local Organizing – Lighthouse Locals
	
	
	

	Representation elections/Certification of Exclusive Bargaining Rep
	Meeting with VEA attorneys re possible timeline for rep election – legally feasible and defensible. 

	Feasible and defensible “exclusive bargaining rep (EBR)” process is drafted by VEA/NEA attorneys.

Model EBR process is reviewed by staff organizers and VEA leadership/governance.

Research city/county employees’ and firefighters’ positions on rep election: timing, oversight, etc.


	VEA leadership determines best process(es) for rep elections. 

Process(es) outlined at Nov/Dec UD staff meeting on Organizing to Bargain Campaign.

	School board resolution
	Draft notification from local EA to school board of “intent” to bargain beginning on May 1, 2020.
	Notice of intent to bargain presented to decision-making bodies in 5 locals for consideration.

Research plans on the support level – pro/?/con -- of school boards developed for use by lighthouse districts.

Work with other unions on elements of model ordinance/resolution.
	First notice of intent to bargain filed by local EA with school board.


Research on school boards begins post Nov 3 election in lighthouse districts.

Work with other unions on elements of model ordinance/resolution.

	Organizing team/Expanded bargaining team
	Meetings held with leadership groups in 10 locals. 
	 Meetings with local leadership continue, in an additional 5 locals.
	First organizing teams (expanded bargaining teams) are established in at least 5 locals through election or appointment. 

Meetings with local leadership continue, in an additional 5 locals.

	[bookmark: _Hlk55470101]Member engagement
	Member outreach/engagement underway in locals around Covid-19 issues. 

Build worksite level structures for member action and communication.

Link to how bargaining would provide a more meaningful relationship with school division on critical policy issues.
	Member outreach/engagement underway in locals around Covid-19 issues. 

Build worksite level structures for member action and communication.

Link to how bargaining would provide a more meaningful relationship with school division on critical policy issues.
	1:1’s start at worksite level in 5 locals committed to filing for CB status on May 1.

Member outreach/engagement underway in locals around Covid-19 issues. 

Build worksite level structures for member action and communication.
 
Link to how bargaining would provide a more meaningful relationship with school division on critical policy issues.

	[bookmark: _Hlk55470503]Local Outreach -- Leadership & List Locals
	Develop three objective tiers based on 2020 readiness assessments from staff and leaders: Lighthouse locals – those EAs sufficiently organized and with enough union density to consider filing for rep status in 2021; Leadership locals – those EAs requiring additional infrastructure work; List locals – locals with low membership density and incomplete leadership structures. 

Draft benchmarks locals must reach to move from one tier to another – such as, increased union density, creation of a membership or organizing committee, building reps/worksite leaders in 50% of buildings.
	First draft for overall local targeting completed by Oct 31.

Targeted list of locals expanded to 40, with locals assigned to one of three levels – more than 1/3 of VEA locals involved, with more than 50% of VEA members in a local moving toward collective bargaining status.

Two most likely to succeed locals selected. Organizers assigned to work directly with those 2 locals.

Every UD has identified and is working with at least one possible lighthouse local, with direct assistance from NEA staff in state.


	Outline development plans for leadership and list locals. 

NEA staff and temp organizers continue work in lighthouse locals in their assigned “Hub & Spokes” area.

Develop benchmarks/criteria for moving local from one group to another.

Compare 2021 General Assembly electoral targets with the CB readiness assessment.

Propose adding key 2021 targets to lighthouse locals if needed to build capacity in certain select locals. 



	Management and Governance of Organizing to Bargain Campaign
	Monthly progress report submitted to VEA President and Exec


	Monthly progress report submitted to VEA Exec Director.

VEA BOD briefed on campaign progress and overall plan. 

Organizing to Bargain Campaign is a regular item on VEA mgmt., exec comm., and board agendas.

Management of campaign – structures, roles and responsibilities are drafted for review by Exec Director.
	Quarterly goals for Dec ’20 – Feb ’21 submitted to VEA Exec 
Director.

Monthly progress report submitted to VEA Exec Director.

Management of campaign – structures, roles, and responsibilities – are defined and shared with staff and leadership.

Initial Meeting of Statewide Organizing to Bargain Action Task Force – AKA: SOBC-ATF – elected leaders from the 20 to 25 local EAs committed to filing a “notice of intent” to bargain with their school board in 2021. Task Force has two main purposes: (1) share information on local organizing efforts, compare notes; (2) develop campaign recommendations for consideration by VEA Convention delegates in March 2021

.



	Data and Research
	
	Post job announcement for membership data staff person to manage member/potential member data for UDs and local leaders.

Analyze lists in targeted “lighthouse” locals re reliability and extent of contact info for member/potential members.

Staff assigned to oversee research and report out on activities of other groups/orgs re collective bargaining.
	Hire membership data staff person to manage member/potential member data for UDs and local leaders.

Assign staff to research, monitor, and report out on labor allies, school boards and opposition groups 

Gather data on job classification and compensation in targeted locals.

Continue analysis of member/potential member data in lighthouse locals, expand analysis to leadership and list locals.

List acquisition strategies developed and shared with all UDs.

Membership data flowchart drafted.


	Communications
	Benefits of CB piece – comparing CB states to non-CB states.

Begin revising previous Comms plan, with renewed emphasis on internal member comms.
	Draft comms plan for internal member comms for NEA consultant.

Gain NEA support and funding for Comms consultant for Nov – Feb for internal member comms.

Initial data, info packet completed on benefits of CB.

Discuss strategic use of a member/potential member poll on CB. Polling strategic memo drafted – what we hope to learn.

Discussion underway re online issue organizing campaign – possibly tied to ed funding in legis session – to promote VEA as the pro-public ed educator union in VA and mitigate potential opposition from SBs and Sups to collective bargaining.
	Start NEA consultant contact shortly after Nov election.

Develop possible CB content for VEA and targeted locals’ web pages and social media sites.

Decision made whether to move ahead of member/potential member opinion poll on CB. Polling timeline defined.

Decision made on whether to launch online issue campaign to promote VEA as the pro-public ed educator campaign in VA.

	Collective Bargaining - Local
	Emulate collective bargaining best practices by organizing and negotiating over terms and conditions of school re-openings and Covid-19 related school division policies in targeted locals. 


	Emulate collective bargaining best practices by organizing and negotiating over terms and conditions of school re-openings and Covid-19 related school division policies in targeted locals.
	Emulate collective bargaining best practices by organizing and negotiating over terms and conditions of school re-openings and Covid-19 related school division policies in targeted locals.

	[bookmark: _Hlk55470293]VEA Membership
	Determine timing of a 3-phase Extended Member Organizer program.

Select locals for initial extended Member Organizer drives.

Work with USAC to coordinate membership goal and drives for the year.
	Work with NEA to institute and fund a 3-Phase extended member organizer program in targeted locals. 
	Kick-off Extended Member Organizer program post-Nov 3 election.

Work with USAC to coordinate membership goal and drives for the year.

	Training
	Confirm Apr 30 – May 1 Organizing & Bargaining Conference (OBC). 

Inform NEA Collective Bargaining of conf dates.

Schedule staff organizing training for early Dec and request assistance from NEA staff to conduct training.

Collective Bargaining Cadre assigned to develop, oversee and implement bargaining training programs for leadership and staff.
	Decision made whether bargaining conference will be virtual or in-person. If in-person, site selection process begins.

Plan staff organizing training working with NEA C4O.

Members of Collective Bargaining Cadre attend virtually Oct 24 NJEA CB Conference.

Collective Bargaining Cadre offers session on CB at ESP conference. 

Several (2-3) bargaining trainings hosted by Dr. Fedderman for local leaders are scheduled for November, January and February.
	Hold staff organizing training conducted by NEA staff.

Co CB Cadre begins planning April 30/May 1 Organizing to Bargain Conference for teams from locals across the state.

Organizing to Bargain conference is promoted to local leaders in all VEA locals.

First Dr. Fedderman bargaining training for local leaders in late November.

Promote other leader trainings on bargaining hosted by Dr. Fedderman.

	Staffing and Team Building
	Regular Monday staff meetings to update/coordinate campaign.

Hire Fairfax organizer.

VEA All Staff meeting – Sep 24
	New UD Manager for Organizing and Bargaining starts work on Oct 26.

Hire 3 to 5 temp organizers for the Organizing to Bargain Campaign.

Staffing structure for campaign in place and responsibilities are defined.

Shared staffing and Membership Organizer plans drafted and submitted to NEA.

Three key staff work groups (cadres) established to implement work related to collective bargaining:
1. Hub and Spoke Cadre (see description below)
2. Membership Cadre
3. Collective Bargaining Cadre
Cadres meet monthly except July.

“Hub and Spoke” staff representatives,Cadre chairs for Membership and Collective Bargaining are added once a month to the weekly organizers staff meeting – a regular monthly meeting. This is referred to as the Hub and Spoke Cadre meeting.

Organizing staff from NEA and temp organizers meet weekly with UniServ Manager and UniServ Director to update/coordinate campaign. 


	Executive steering committee established for campaign.  VEA Exec Director, UniServ Director and  Manager, and NEA Regional Director meet bi-weekly to monitor campaign progress.

Shared staffing and Membership Organizer plans approved by NEA. Implementation begins post Nov 3 election for Phase 1. Ends early December.

Staff meeting in early November – after October 26 – devoted to Organizing to Bargain Campaign, outlining goals, structure, month x month plan, and who’s responsible for what.

Hub and Spoke, Collective Bargaining and Membership Cadre staff meet.

Organizing staff from NEA and temp organizers meet weekly with UniServ Manager and UniServ Director to update/coordinate campaign. 


	Election 2020 and Legislative Session 2021
	Sep – Early voting begins
	Oct 23 – last day to file for absentee
	Nov 3 Election Day

	Key Dates
	
	Oct 16/17 – VEA BOD Meeting
	Nov 3 --  Election  Day




[bookmark: _Hlk55470361]December 2020 through February 2021 (Winter 2020 –’21)
	Categories
	DEC 2020
	JAN 2021
	FEB 2021

	Local Organizing – Lighthouse Locals
	
	
	

	[bookmark: _Hlk55470425]Representation elections/Certification process for “Exclusive Bargaining Rep”
	Locals begin scheduling in possible dates/timelines for rep elections.

Locals begin planning authorization card/petition strategies to certify majority status.
	5 locals have scheduled rep elections on their organizing calendars or have planned for petitions/authorization cards to certify majority status.

5 locals implementing actions to win rep elections or certify majority status.
	5 additional locals have scheduled rep elections on their organizing calendars or have planned for petitions/authorization cards to certify majority status.

10 locals implementing actions to win rep elections or certify majority status.

	School board resolution
	Work with other unions on elements of model ordinance/resolution.

Research into composition of school boards in Lighthouse Locals is completed by Dec 15.
	Work with other unions on elements of model ordinance/resolution.
	Final model resolution(s) drafted. If needed can be moved at VEA Convention in March.

	[bookmark: _Hlk55470585]Organizing team/Expanded bargaining team
	Teams continue to meet and add new members.

Teams established in all lighthouse locals by Dec 15.
	Teams continue to meet and add new members.
	Teams continue to meet and add new members.

Teams are id’ing worksite leaders.

	[bookmark: _Hlk55470392]Member engagement
	Surveys and 1:1 meetings continue to surface issues and ID worksite leaders.
	Locals organizing to win rep elections/certify majority status. 

Surveys and 1:1 meetings continue to surface issues and ID worksite leaders.
	Locals organizing to win rep elections/certify majority status.

Surveys and 1:1 meetings continue to surface issues and ID worksite leaders.



	Local Outreach -- Leadership & List Locals
	All VEA locals assigned to one of three tiers.

Cross check classification for each local. Final first draft for overall local targeting completed by December 10.

	Leadership locals meet to share plans.

Begin second draft of overall local targeting.
	List locals meet to share plans.

Complete second round of local targeting.

	Management and Governance of Organizing to Bargain Campaign
	Monthly progress report submitted to VEA Exec Director.

SOBC Action Task Force meets and develops recommendations to bring to VEA March ’21 Convention.

VEA BOD begins discussion of possible recommendations for foundational guidelines for bargaining to share with local elected leaders on such topics as bargaining for the common good, racial and economic justice, and open bargaining. 
	Monthly progress report submitted to VEA Exec Director.

SOBC Action Task Force meets to develop and discuss draft recommendations for VEA 03/21 Convention.
	Quarterly goals for Mar – May ’21 submitted to VEA Exec 
Director.

Monthly progress report submitted to VEA Exec Director.

SOBC Action Task Force meets to determine recommendations for VEA 03/21 Convention. 

VEA BOD continues discussion of the foundational guideline recommendations for review by local leaders. 


	Data and Research
	Lists acquired, cleaned, and updated.

Data flowchart drafted for review.

Data base built for local organizing.
	Lists acquired, cleaned, and updated.

Data base built for local organizing.

Data flowchart finalized.
	Lists acquired, cleaned, and updated.

Data base built for local organizing.

	Communications
	NEA Comms consultant works with lighthouse locals on internal member comms plans.

Develop possible CB content for VEA and targeted locals’ web pages and social media sites.


	NEA Comms consultant works with lighthouse locals on internal member comms plans.

Add and highlight CB content on VEA’s and lighthouse locals’ websites.
	NEA Comms consultant works with lighthouse locals on internal member comms plans.

Update CB content on web and social media sites.

	Bargaining
	Lighthouse locals prepare to launch bargaining campaigns based on completed surveys and 1:1 meetings with members.
	Bargaining campaigns launched in 5 lighthouse locals based on issues/concerns members raised in surveys and 1:1 meetings.
	Bargaining campaigns launched in an additional 10 lighthouse locals based on issues/concerns members raised in surveys and 1:1 meetings.

	VEA Membership
	Integrate statewide comms effort with local membership organizing plans. 

VEA membership increases by _____.

Extended Member Organizer program ends on Dec 15 in targeted locals.

Plans underway for 2nd phase of Extended Member Organizer program.



	Unite VEA members & potential members around a vision of what collective bargaining can mean for educators and their students. 

VEA membership increases by _____.

Work with USAC to coordinate membership goal and drives for the year.

Recruitment for 2nd phase of Extended Member Organizer program.

	Closely track membership numbers by worksite in Lighthouse Locals. Increase membership density for possible bargaining units in Lighthouse Locals to a minimum of 50% or other agreed on percentage.

VEA membership increases by _____.

2nd phase of Extended Member Organizer Program: February 8 - March 19. 

	Training
	Organizing training for UDs held.

Second Dr. Fedderman bargaining training for local leaders mid-December.

Key decisions made/approved on May 1 Organizing to Bargain Conference
	Third Dr. Fedderman bargaining training for local leaders held mid-January.

May 1 OBC syllabus drafted – trainers lined up. Member engagement/local engagement goals established


	Bargaining training for staff.

Recruit trainers for May 1 conf.

Promote May 1 Organizing to Bargain Conference to all locals.

Collaborative Bargaining Summit held with teams from 15 locals attending.



	Staffing and Team Building
	Evaluate first phase of shared staffing/member organizers. 

Establish firm dates and goals for 2nd phase.

Hub and Spoke, Collective Bargaining and Membership Cadre staff meet.

Organizing staff from NEA and temp organizers meet weekly with UniServ Manager and UniServ Director to update/coordinate campaign. 

	Recruit 2nd round of shared staff and member organizers for Feb-Mar phase. 

Hub and Spoke, Collective Bargaining and Membership Cadre staff meet.
Organizing staff from NEA and temp organizers meet weekly with UniServ Manager and UniServ Director to update/coordinate campaign. 

	2nd round of shared staffing and member organizers begins. 

Hub and Spoke, Collective Bargaining and Membership Cadre staff meet.

Organizing staff from NEA and temp organizers meet weekly with UniServ Manager and UniServ Director to update/coordinate campaign. 


	Election 2020 and Legislative Session 2021
	Election 2020 debrief held.

Member engagement plans for legislative session developed. UD staff briefed on plans & expectations, roles & responsibilities.
	General Assembly Session begins on January 13, 2021

Coalition work with sups and school boards to mitigate Covid-19 financial impact on public K-12 – especially in locals moving toward collaborative bargaining relationship.

Determine key toss up Assembly districts – limit number to no more than 12 – based on past electoral performance.

Increase local infrastructure (leaders and membership density) in 8 -12 Assembly districts rated as 2021 toss ups. Base organizing efforts in these districts on collective bargaining effort.

Research begins on school board, county supervisor and city council races.
	Coalition work with sups and school boards to mitigate Covid-19 financial impact on public K-12 – especially in locals moving toward collaborative bargaining relationship.

Sine Die: General Assembly session ends on February 27, 2021.

Begin worksite infrastructure organizing efforts in locals that include key toss-up Assembly seats. Tie organizing closely to efforts around collective bargaining.

Research continues on school board, county supervisor and city council races.

	Key Dates
	VEA BOD Meeting?
	Legislative Session begins on January 13, 2021.


	VEA BOD Meeting?






[bookmark: _Hlk55470691]March 2021 through May 2021 (Spring 2021)
	Categories
	MAR 2021
	APR 2021
	MAY 2021

	Local Organizing – Lighthouse Locals
	
	
	

	[bookmark: _Hlk55470733]Representation elections/ Certification process for Exclusive Bargaining Representative
	5 locals have scheduled rep elections on their organizing calendars or have planned for petitions/authorization cards to certify majority status.

15 locals implementing actions to win rep elections or certify majority status.


	5 locals have scheduled rep elections on their organizing calendars or have planned for petitions/authorization cards to certify majority status. 

20 locals implementing actions to win rep elections or certify majority status.

5 locals delay filing and move to Oct 1 filing.

	5 locals have scheduled rep elections on their organizing calendars or have planned for petitions/authorization cards to certify majority status. 

15 locals implementing actions to win rep elections or certify majority status.

5 additional locals delay filing until Oct 1.

	School board resolution
	Model school board resolution reviewed with locals considering filing on May 1. 
	Training provided to locals filing on May 1 – resolution process, lobby strategies and tactics.
	May 1 (Saturday) – First day to formally file for a school board resolution. 
1st Round of Lighthouse Locals file for exclusive bargaining rep status – 15 Locals file.

25 total Locals organizing to win rep elections/certify majority status in May or October 2021.

	[bookmark: _Hlk55470749]Organizing team/Expanded bargaining team
	Bargaining Teams established in locals planning to file on May 1. 

Organizing teams from May 1 locals lobby school board.


	Organizing Teams expanded from May 1 locals, Contract Action Teams/Bargaining Support Teams created.

Organizing teams from May 1 locals lobby school board.
	Organizing teams from May 1 locals lobby school board and engage members in lobby efforts.

Organizing Teams expanded from May 1 locals, Contract Action Teams/Bargaining Support Teams created and active in Locals.


	[bookmark: _Hlk55470706]Member engagement
	Teams from Lighthouse Locals are encouraged to register for May 1 OBC Conf. 

Locals organizing to win rep elections/certify majority status.

Surveys and 1:1 meetings continue to surface issues and ID worksite leaders.

Locals launch straw votes to test support.

	Teams from 20+ Lighthouse Locals are registered for May 1 OBC Conf.

Locals organizing to win rep elections/certify majority status.

Surveys and 1:1 meetings continue to surface issues and ID worksite leaders.

Locals launch straw votes to test support.


	More than 100 members participate in May 1 OBC Conf.

Locals organizing to win rep elections/certify majority status.

Members engaged in lobbying school boards in May 1 locals. 

Surveys and 1:1 meetings continue to surface issues and ID worksite leaders.

Locals launch straw votes to test support.


	[bookmark: _Hlk55470789]Local Outreach – Leadership & List locals
	Individuals and teams from Leadership and List locals are encouraged to register for May 1 OBC Conf.

Tier review begins with goal of moving some locals into different tiers.

	Individuals and teams from 20 Leadership and List locals are registered for May 1 OBC Conf.


Tier review continues – recommendations made on shifting locals among tiers and adding new locals.
	More than 40 members from 
leadership and list locals participate at May 1 OBC Conf.

Reshuffle locals into tiers based on objective benchmark criteria, and new locals added to tiers.

	Management and Governance of Organizing to Bargain Campaign
	V Monthly progress report submitted to VEA Exec Director.

EA Convention prioritizes three-year collective bargaining campaign, funds Organizing to Bargain campaign, and sets aggressive membership goals
	Monthly progress report submitted to VEA Exec Director.

SOBC ATF- meets.
	Quarterly goals for June ’21– Aug ’21 submitted to VEA Exec 
Director.

Monthly progress report submitted to VEA Exec Director.

SOBC Action Task Force members play visible role at May 1 OBC Conf., and evaluate success of Conf.



	Data and Research
	Lists acquired, cleaned, updated.

Data base built for local organizing.

Tracking systems developed for use in rep elections/certification process.
	Lists acquired and cleaned, updated.

Data base built for local organizing.

Tracking systems developed for use in rep elections/certification process.
	Lists acquired and cleaned, updated.

Data base built for local organizing.

Tracking systems being used in rep elections/certification process.



	Communications
	Member/Potential Member and allies communications underway in lighthouse locals.
	Member/Potential Member and allies communications underway in lighthouse locals.
	Full coverage of May 1 conference and School Board Resolutions – media and internal member sites.

Member/Potential Member and allies communications underway in lighthouse locals.


	Bargaining
	Bargaining campaigns launched in an additional 10 lighthouse locals based on issues/concerns members raised in surveys and 1:1 meetings.

Bargaining proposals developed and vetted by membership.

Bargaining platforms developed, with membership approval at General Membership Meetings in locals filing on May 1.
	Bargaining platforms developed, with membership approval at General Membership Meetings in locals filing on May 1.
	Bargaining officially begins in locals.

Bargaining platforms developed, with membership approval at General Membership Meetings in locals filing on May 1.

	[bookmark: _Hlk55470775]VEA Membership
	VEA Convention sets three-year membership goal to recoup membership loss of 11,720 members in previous decade.

2nd phase of Extended Member Organizer program ends on March 19.

VEA membership increases by _____.

Work with USAC to coordinate membership goal and drives for the year.

	VEA membership increases by _____.

Recruitment begins for 3rd phase of Extended Member Organizer program.
	VEA membership increases by _____.

3rd phase of Extended Member Organizer program begins on May 3 and ends on June 11.
Work with USAC to coordinate membership goal and drives for the year.



	Training
	May 1 OBC Conf – registration begins Monday, March 15


	May 1 OBC Conf – Registration closes on Tuesday, April 20.
Conference begins on Friday, April 30 with dinner (virtual) with guest speaker Dr. Jill Biden and 1st round of workshops.
	May 1 OBC Conf held. 

Follow-up activities underway.

	Staffing and Team Building
	Hub and Spoke, Collective Bargaining and Membership Cadre staff meet.

Organizing staff from NEA and temp organizers meet weekly with UniServ Manager and UniServ Director to update/coordinate campaign. 

	All day staff meeting to follow up on actions taken at the VEA Convention.

Hub and Spoke, Collective Bargaining and Membership Cadre staff meet.

Organizing staff from NEA and temp organizers meet weekly with UniServ Manager and UniServ Director to update/coordinate campaign. 

	Hub and Spoke, Collective Bargaining and Membership Cadre staff meet.

Organizing staff from NEA and temp organizers meet weekly with UniServ Manager and UniServ Director to update/coordinate campaign. 


	Election 2021 and Legislative Session 2021/2022
	Continue infrastructure organizing efforts in locals that include key toss-up Assembly seats. Tie organizing closely to efforts around collective bargaining.

Research identifies key school board, county supervisor and city council races.
	Continue infrastructure organizing efforts in locals that include key toss-up Assembly seats. Tie organizing closely to efforts around collective bargaining.

Research report completed by April 29th on school board, county supervisor and city council races. Separate report identifies key races for collective bargaining.
	Continue infrastructure organizing efforts in locals that include key toss-up Assembly seats. Tie organizing closely to efforts around collective bargaining.

	Key Dates
	VEA Convention
	VEA BOD Meeting?
	May 1 Organizing to Bargain Conference.

May 1 – Repeal of ban on collective bargaining takes effect.
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