


                          Checklist to Support Collective Bargaining Campaigns
This is a short list of items locals should check off. This should be used in conjunction with the “Roadmap to Collective Bargaining: A Step-By-Step Guide for VEA Local Leaders” guide from VEA. Here are some guiding basics. 
· Do not jump steps. These steps are designed to help ensure success, jumping ahead without engaging members or welcoming new members into the work of this union campaign are fatal.
· Without good lists and membership endorsement of collective bargaining- the whole plan lacks strategy and vision necessary to keep moving forward. 
· Using email is not enough and will not win a campaign or build a union that makes gains at the bargaining table. 
· Leaders, people who are trusted and respected, will make or break your campaign. If you are not engaging new people to join the campaign you will stall out in buildings where you do not have respected leaders engaged. 
· Focus on in-person or person to person communication. 
There are no short cuts and short cuts will short circuit your campaign.
Start from Here 
	· 
	The Local President Supports Collective Bargaining

	· 
	A majority of local Executive Committee/Board members supports collective bargaining in their local. 

	· 
	The local leadership group (president and executive committee) creates a vision of what Collective Bargaining can mean for their local and outlines an initial organizing plan. 

	· 
	The local leadership group (president and executive committee) votes to bring a plan of action and vision to the membership. 

	· 
	Membership or Representative Assembly votes to approve the action and vision plan. 



Form an Organizing Committee
	· 
	Decide what unit of members you will try to organize first. 

	· 
	Establish an initial organizing committee that has a few local board members but is mostly building representatives or rank and file members. Initial group does not have to represent every school but should be the most trusted and respected people from your membership. 

	· 
	The Organizing Committee meets and agrees to a meeting schedule, vision, commitment, and body of work. 

	· 
	Organizing Committee creates necessary subcommittees to accomplish their work (communication, resolution, leader ID work, trainings, etc.)



Map Worksites 
	· 
	Each worksite is mapped in the school division. (Decide who is responsible for the initial mapping and who should update the maps moving forward. For example: building representatives or the organizing committee). 

	· 
	The division is broken into natural territories (by HS feeder pattern) or by grade band level. 

	· 
	The “mapping” should be visual and able to accommodate many variables. 

	· 
	Data from mapping is centralized online and on paper. 

	· 
	Data from maps is dissected and updated at each organizing committee meeting. 



Organize, Organize, Organize 
Leaders, Lists, and Issues are critical components of the campaign and determine your long term success.
	· 
	The executive and organizing committee understands the importance of lists, leaders, and issue identification. 

	· 
	Know where you information is going to be stored: (Excel, NEA 360, VAN, Google Shared Doc.)

	· 
	Local has a website landing page and social media presence focused on the local campaign. See VEA Communications and Organizing/Field for Support.

	· 
	The leadership, in conjunction with staff, have created clear tasks with a timeline for the committee to support the leader ID, list, and issues components of the campaign. 

	· 
	Lists are provided to buildings representatives and organizing committee members of members and non-members to capture contact information and provide information on support for CB. 

	· 
	Training is developed and completed for leadership teams or MO’s on how to do a 1-1 to recruit trusted and respected people to the union. 

	· 
	Board members and the president are responsible for calling or visiting sites without a rep or CAT team lead to recruit a representative for that site. If not possible, staff should step in and help form new teams. See Shared Staffing guidelines in O2B May-December report. 

	· 
	Through 1-1 visits and phone calls to members at sites without reps, a list of potential trusted and respected leaders is cultivated.  Expectations with lists and steps to protect the information are made clear. 

	· 
	How will you do 1-1’s? Will reps set up zoom times for you to do this virtually? Will you go into schools and meet people on their prep/lunch?

	· 
	Avoid passive communication (email or surveys) with your membership/potential members. Focus your campaign on person to person conversations 

	· 
	President and Board Members are tasked with having 1-1’s with these identified trusted and respected leaders. 

	· 
	President and the Board members, in conjunction with VEA Staff, are working to engage identified leaders on issues they care about to bring them into the Organizing to Bargain campaign. 

	· 
	Work with your organizing committee to clean up your lists and ensure you know how many people in each site qualify to be in the bargaining unit that you are targeting. 

	· 
	Your lists should have the following: 
· Name
· Home/Cellphone
· Home Email 
· Age/Ethnicity 
· Issues important to the individual 
· Who contacted the individual 
· Building they work in
· Department they work in
· Employee Status (Full-time, Part-time)
· Year they started working 
· Will they sign an authorization card to begin the bargaining process?
· Will they vote yes for the local to become the exclusive bargaining agent?
· Have they every participated in an action before? 

	· 
	Your local administrative support knows they need to be constantly updating lists and data sets of information and pulling lists for staff and leaders. 

	· 
	You have a plan for member leaders to report information in a timely and helpful way. EXAMPLE: Use a VEA Form for reps to walk through and get all the information back to the local.

	· 
	Have a way to ID issues and capture those issues (online google form, regularly scheduled update call with the Organizing Committee). This should be housed in a digital and physical space where committee members and staff can access the information and review it. 

	· 
	Only move forward once your local has lists, leaders ID-ed, and issues identified for 90% of the sites in the division. 
· Your committee should recommend moving forward with the final decision being made by the local board. 

	· 
	Your organizing committee should be growing and adding in representatives from previously unrepresented buildings. 



Test Commitment and Draft Plans
	· 
	Once lists are acquired, leaders are ID-ed, and issues are ID-ed, have your committee draft an organizing plan. Organizing plan should outline
· Initial bargaining unit. 
· Initial “tests” you will do
· Benchmarks for success 
· Communication to members and non-members throughout the campaign
· How many cards needed to trigger the 50%+1 language 
· How many cards ensure you are at 75% of the membership
· When you will train site leads on the cards 
· Supporting site leads on making a plan for getting cards out and back. 
· When you will give out cards to leads
· How will you get cards back from the leads
· How you will support struggling buildings 
· Will you need additional staff support
· How will you enter the data 
· Who will be responsible for scanning cards so that you have a backup
· How you will visually share campaign progress
· Clear timelines and benchmarks
· Who will lobby the school board and when 

	· 
	Organizing Plan gets final approval from the local executive committee

	· 
	Keep your messages simple and focused. Do one message at a time and do it well. 

	· 
	Set an initial “test” of your leads/representatives. (Group photo, wear a sticker, etc.)

	· 
	The initial test should be a test of your data collection and leaders- the “test” should focus on the issues, personal contact, creatively engage people, and allow you to count participation.

	· 
	Track your initial test. 
· How many schools participated
· How many people participated 
· Was here majority participation? 

	· 
	Can your reps reach over 75% of their colleagues and get them to take action? (Evaluate worksite by worksite). 

	· 
	Organizing Committee evaluates the data. 



Make a “Go/No Go” Decision 
Before you move authorization cards, these benchmarks should be in place. 
	· 
	Organizing Committee (or Contract Action Team) is fully developed and in place. Each worksite/building is represented. 

	· 
	Staff have a back up for case work so they can focus on the campaign. 

	· 
	Can reasonably finish an authorization card campaign in roughly 6 weeks. 

	· 
	Employee Lists have been updated for each building and worksite. 

	· 
	Building site leads ( these could be buildings reps or contract action team members) know they can get cards signed and can get a majority at their worksite to sign. 

	· 
	Building site leads have a plan to reach a majority of their colleagues. (This plan is communicated back to the local Organizing/Leadership team/VEA Staff).

	· 
	Organizing committee has an overall campaign plan for a concentrated card campaign (4 to 6 weeks) and has spelled out the steps that immediately follow the card campaign.

	· 
	Committee assesses member engagement in “tests” and makes a recommendation to the executive committee. 

	· 
	Executive Committee or local leadership makes the final decision to move forward with authorization cards. 



Run a Card Campaign
	· 
	Site leads are trained before the kick off to make sure all the buildings and worksite leaders are on the same page. (Goals, the plan, and timeline should be known to all involved). 

	· 
	Each site has dates and times where they will talk to their colleagues about the authorization card and ask them to sign.

	· 
	VEA has provided a legally vetted authorization card with the local logo on it. 

	· 
	Cards are not handed out in mass; they are only given when the person is ready to sign. 

	· 
	Card storage and data collection processes are internally clarified. 

	· 
	Kick off the card campaign in all worksites or start with your strongest and then move to your weakest worksites. 

	· 
	Schedule weekly check-ins with reps and organizing committee members during the contract campaign. 

	· 
	Ensure the ask of members is personal and linked to someone in the building. 

	· 
	Ensure you are communicating weekly with those who sign cards about the progress of the campaign and anything they can do to get more involved.

	· 
	This campaign is internal, resist external communication strategies before you have a majority of members with you. 

	· 
	Avoid social media. It is not a tool to organize people. Focus on a person to person strategy for communication about your campaign and cards. 

	· 
	Work on your member schedules, you may need to contact building reps/site leads on Sundays to check in and coach them. 

	· 
	Be ready to highlight success stories and share them early with your membership and card signers. 

	· 
	Focus on one message at a time. Do not confuse people with multiple different messages. 



Submit Cards and Your Resolution 
	· 
	Once you hit your goal and have accomplished your goal of bargaining unit members who sign authorization cards- celebrate that with your members. Do not minimize this accomplishment. 

	· 
	In schools that did not have a lead or building rep, begin to recruit to ensure their site is represented. This should be the main focus of your organizing committee. 

	· 
	Alert VEA legal and communications and field managers of your accomplishment. 

	· 
	Ensure your organizing committee has given its final recommendations on the resolution to the local’s decision-making body 

	· 
	Local’s decision-making body finalizes the resolution. 

	· 
	The local leadership and staff work with VEA legal to finalize the resolution

	· 
	The resolution highlights are communicated to the membership and card signers. 

	· 
	Signed cards are not given to the district, instead an authorization form is completed by the local leadership and VEA legal, and sent to the district. 

	· 
	A panel to certify majority status is set to count and ensure a majority of the bargaining unit has signed cards. 

	· 
	If your district leadership will not certify, self-certify at a school board meeting. See VEA legal and Organizing and Field Support for assistance.

	· 
	Connect with VEA Communications about support for messaging and communication plan support. 

	· 
	Begin your community outreach plan. Ask members to talk with parents, their community or faith organization and seek support. 

	· 
	Begin the external facing part of your campaign. 

	· 
	Ensure your members know about the date your school board will vote on collective bargaining and plan actions to show your majority support. 

	· 
	Engage your school board lobby committee to lobby the school board for their support.

	· 
	Begin to mobile your worksites to show support for the resolution in each worksite. This is a time to get members showing support for your campaign through another series of tactics. 



[bookmark: _Hlk85274019]Pass the Resolution 
	· 
	Ensure you are consistently communicating with your members and card signers. 

	· 
	School board lobby team is report back to the leadership/staff/organizing committee on the way votes will go.  

	· 
	Research where your school board members are engaged civically and who their base of support is. 

	· 
	Contact supportive county board members and local house of delegates/senators to support your campaign.  

	· 
	Engage your community organizing subcommittee to broaden your community support. Again email will be limiting, you need to have people talking with other people. 



Win the Election 
	· 
	Getting your school board’s recognition is another HUGE win. Celebrate this. Let VEA Field Support/Organizing and Communications know. Thank supporters and tell your members there is one final step- a secret ballot election.

	· 
	Define what the secret ballot election is about- whoever defines what the election is about wins. 

	· 
	Develop a values-based message. Contact the VEA Communications department for support.

	· 
	Ensure you have actions to neutralize opposition and show your majority support. 

	· 
	Know how many votes you will need to “win” the election. 50%+1? Just those that vote? Know this number and communicate it. Weak turn out does not set a good bargaining table. 

	· 
	Ensure you know where your support is and focus on those people.

	· 
	Have your organizing committee, executive committee, and rep structure all involved in the vote turn out. They should all have people they need to contact and be reporting back regularly. 

	· 
	Ensure your teams know the dates, goals, and message. Like getting authorization cards, this will take a thoughtful plan, person to person engagement, and lists of supporters that you turn out. 



Arrive! 
	· 
	You won the election! Celebrate Celebrate Celebrate! 

	· 
	Begin an intense and focused membership push. We need members to show we have the sustained support of the employees. The more employees involved and members- the stronger our bargaining position becomes. 

	· 
	Debrief your campaign
· Are there any existing holes in our structure? 
· What did we learn? 
· Who do we keep pressure on in the bargain? 
· Where did we get the most/least support? (community, school board, administration, membership, etc.) 

	· 
	Rest- take a little time and catch your breathe.

	· 
	Get ready to bargain. VEA will provide bargaining support. 

	· 
	Ask members who were trusted and respected to join your bargaining team. 

	· 
	Run an aggressive membership campaign to build support behind your bargaining campaign. 

	· 
	Bargain a contract members will be proud to ratify. 
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