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Introduction
Executive Summary
This paper reviews our membership trends over the last 10 years, the current work of the Center, and the external and internal challenges and opportunities we face. It outlines a plan for a more coordinated and strategic approach to strengthening and growing our state and local affiliates; along with a re-organization of the Center. 
THEORY ON THE CASE: Educator voice depends on union strength. Union strength is directly correlated to union density. We will align C4OAS programs, staff, and resources within a Coordinated Organizing Plan to build union density. We will do this through a three-pronged focus on member organizers, member organizing committees, and worksite leaders. 
· Expand and develop the YRO Member Organizers program to maximize affiliate capacity to recruit new hires and potential members across all affiliates
· Continue to drive innovation in digital engagement, social media, telephonic, data and in membership systems processing
· Prioritize majority status campaigns in bargaining states, led by member organizing committees, to win exclusive recognition and first contracts in locals without them – thereby driving measurable increases in union density
· Build affiliate sustainability in prohibited bargaining states:
· through a focus on worksite leadership: expanding the ranks of building reps helps build the bench – building future capacity. It puts trusted and respected worksite level leaders at the forefront of member engagement.
· by supporting affiliates in moving from payroll deduction of dues, to direct eDues, to gain independence from hostile politicians.

Fundamentally, the charge of the Center for Organizing and Affiliate Support (C4OAS) is to support the growth and strength of NEA’s state and local affiliates. This work is grounded  in NEA’s vision, mission and Strategic Plan and Budget.  Most of the Center’s work is enhancing organizational capacity.  
President Pringle’s priorities for 2022-2023 include advancing our strategic vision, uniting our members, securing the environment and creating safe, just and equitable schools. C4OAS’s work touches all of those priorities.  In November, at our virtual Center-wide staff meeting, we reviewed the Strategic Plan and Budget and where all of C4OAS’s activities and work fit in.
Since its founding, the Center has worked to build a culture of organizing across our affiliates. A culture of organizing prioritizes member recruitment, engagement and growth. As we begin the next chapter in the Center’s development, this is an opportunity to reflect on what we have accomplished, what the union’s challenges and opportunities are today, and how we can continue to advance our work and get to even greater scale.
There’s no single definition of  organizing. It means different things to different people and in different contexts.[footnoteRef:2]  I gravitate to the definition that organizing means empowering workers and changing lives. At the end of the day, it is about enabling members and potential members to exercise their voice and collective strength to make change. [2:  Glossary of Terms, On the Meanings of Organizing.] 

Fred Ross Sr., an icon to many organizers, once said “the duty of the organizer is to provide people with the opportunity to work for what they believe in”[footnoteRef:3]. Our job is to create those opportunities. The members will build their union.  [3:  Axioms for Organizers, by Fred Ross Sr., www.FredRossSr.com .] 

I have learned important lessons about organizing from a wide range of mentors and earlier efforts: the UFW, IAF, SNCC, ACORN, SEIU, the Highlander Center. We need a wide range of skills, strategies, and tools in the fight for justice. 
There is no one right way to organize. But there are best practices; things we can learn. As organizers we must reflect and engage in constant discussion about what works and what doesn’t, in order to improve our skill, our craft, our effectiveness and our success. That is the meaning of continuous improvement, of being a learning organization, and of good organizing practice. In everything we do we must ask: how are we empowering members – and changing lives?
There is widespread agreement inside the Center that we are driving good work in lots of different places; but that it can be challenging because it feels isolated, siloed, and uncoordinated. 
The environment in which we operate radically changed five years ago. The Janus decision creates a completely new world and a different set of challenges than we faced back when the majority of our affiliates had the security of agency fee protections. How we operated in earlier years is not the answer. “Let us not return to what was normal, but reach toward what is next”[footnoteRef:4].  [4:  New Day Lyric, Amanda Gorman, January 1, 2022.] 

To address these new challenges, and build upon the progress that has been made over the last ten years, this paper outlines a plan for the Center that aligns the various C4OAS organizing programs and activities into a coordinated and strategic approach to strengthening and growing our state and local affiliates. 

Tom Israel, Senior Director
NEA Center for Organizing & Affiliate Support
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Membership Trends: the Last 10 Years 
TRENDS IN ACTIVE MEMBERSHIPS
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The Great Recession that started in 2008-2009 led to a sizeable loss of public sector jobs and ultimately NEA active members. C4OAS began its work in 2012, helping affiliates stop the bleeding of members and return to net growth. Then we faced the exigent threats from the U.S. Supreme Court in the twin cases challenging agency fee dues, Friedrichs vs. CTA and later Janus v. AFSCME. We survived the Janus decision far stronger than many feared, and our opponents had hoped for. The pandemic caused a greater drop in membership, as education employment numbers across the country decreased sharply (2.4% loss in year 1). This year we are beginning to see a recovery in our membership as we emerge from the worst years of the pandemic. 

Throughout, C4OAS has understood that our most immediate challenge was to expand affiliates’ practices of membership recruitment, which too many took for granted under the protection of agency fee laws and contracts. 

We understood that recruitment needed to be planful, needed to occur throughout the year, and that development of best practices in the habits and mechanics of recruitment could significantly increase member density. This was especially important at a time when the vast majority of our affiliates were losing agency fee, turnover was increasing in our professions, and retention of members was suffering.

The loss of agency fee protections has transformed the relationship between the union and most of our members. We are a voluntary organization of 2,880,290 members (total). Each member now has to make an active decision to join, and they are free to leave. That new relationship underscores the union’s need to engage, involve and listen to its members. To not do so is at the union’s peril. 

The effort to reverse membership loss drove C4OAS to develop recruitment projects through the seasonal organizing campaigns of Ed Summer, New Ed, Winter Worksite and Early Enrollment, which have evolved into the current Year-Round Organizing and Member Organizers program. After seven years, C4OAS has done what few thought we could do – build a nationally coordinated program with the voluntary buy-in across virtually all state affiliates. We have made significant progress in assisting affiliates to develop and execute recruitment campaigns throughout the calendar year. 

The Member Organizers program is a core element of the overall strategy. No one is better positioned to recruit new members than a trusted and respected educator who already works at that worksite. The fact that we now have 48 state affiliates participating, and that participating locals are showing significantly greater membership growth than the rest of the union, is a testament to that success. And the capacity to recruit, train and support 1,200 member organizers a year is an awesome accomplishment. 

At the same time, we have continued to support state and local affiliates in a myriad of other ways: including training, strike support, contract campaigns, scratch organizing campaigns, legislative campaign field support, issue organizing campaigns, member GOTV, constituency organizing, grant support, conferences, and even hurricane recovery.
Strategic Building Blocks of C4OAS
1. Align programs, staff and resources within a C4OAS Coordinated Organizing Plan
Focus on increasing union density in order to increase the power of our affiliates and the voice of our members. We will advance this goal by:
A) Maximizing member recruitment across all affiliates 
B) Prioritizing majority status campaigns to win bargaining rights
C) Building worksite leadership networks and protecting threats to density from loss of payroll deduction of dues, in prohibited and weak bargaining states
D) Targeting ‘deep dive’ states for coordinated support
A. Maximize affiliate capacity to recruit new hires and potential members across all affiliates
i. expand and develop the Year-Round Organizing member organizers program
ii. drive innovation in digital engagement, social media, telephonic, data and in membership systems processing  
B. Focus on opportunities across bargaining states to run majority status campaigns to win exclusive representation and first contracts. (in both permissive and mandatory bargaining states). Expansion of majority status bargaining rights directly correlates with increased member density and thereby increased member voice and power. Recognition campaigns expand the union.

C. Focus in prohibited and weak bargaining states on building sustainable capacity:
i. Worksite leadership systems: helping state affiliates expand and train building rep networks for locals and regions – building the bench
ii. eDues transition: for independence from threats from hostile politicians
D. Develop a set of targeting criteria to identify ‘deep dive’ states where we align resources to qualitatively move the needle on growth, engagement and expansion.
Over the last ten years, a primary goal has been persuading affiliates that recruitment was not just done during the Back to School season and at new employee orientations, but rather should happen throughout the entire calendar year. The various C4OAS teams (GLUE, MSMV, Zones) developed organizing programs and tools to help build an organizing culture of member and potential member engagement among our affiliates. 

A laser-like focus on recruitment is essential. We must continue to coach and support affiliates in running robust and larger member organizer programs, and building them in to their own program funding. We must continue to innovate and take advantage of new tools and strategies. It is essential. We have to recruit 250,000 new members a year just to maintain current levels of union density. 

We also know that union density and strength are correlated with exclusive representation and collective bargaining. States with near universal contracts have higher density than states with permissive bargaining laws, almost all of whom have higher density than states where collective bargaining is prohibited. The more widespread collective bargaining is, the higher our membership density. Among our certificated membership:
· we are at 61% density across all the mandatory bargaining states 
· 10 states are above 80%
· We are at 39% density across permissive bargaining states
· We are at 12% density across prohibited bargaining states

We have hundreds, if not thousands, of local affiliates in permissive and in mandatory bargaining states that do not have exclusive recognition and bargaining rights. Winning recognition and bargaining rights inevitably result in increased membership, density and strength.  

Members and potential members are rarely more engaged than during campaigns for recognition and first contracts. These can be critical compression points for increasing membership, engagement, and strength. 

Leaders are developed through action. Campaigns for recognition and first contracts are powerful crucibles for the identification, testing and validation of trusted and respected worksite leaders. Successful recognition campaigns are led by effective member organizing committees. And they build effective worksite leadership networks. 

Our ability to assist locals without bargaining rights, to win exclusive recognition and first contracts can qualitatively expand and strengthen the union. 

Our 500 largest locals (>900 members) represent 41% of our overall active membership. Systemically expanding collective bargaining in those locals can increase our membership and our density in both permissive and mandatory bargaining states.

Help more of our members win the right to bargain collectively, and they will advance their own self-interest, bargain for the common good, and fight for the safe, just and equitable schools our students deserve. Winning the right to bargain empowers workers and changes lives. Focusing on that, makes everything else possible.

States where collective bargaining is prohibited, by their very nature, call for a different strategy. The good news is that we are seeing record-breaking membership growth in states like South Carolina, Georgia, Arkansas and Mississippi[footnoteRef:5]. But prohibited bargaining states also have the highest membership turnover rates.   [5:   SC, GA, AR & MS – Increases of 15%, 8%, 9% and 10% respectively over the end of last year (8/31/22).] 

 
The need in prohibited bargaining states to improve retention demands a ‘high-touch” approach to existing member engagement, from across the enterprise. Member-led professional development can be an important part of the value proposition in these states. For C4OAS, our ability to help states scale up more robust worksite leadership systems will build sustainable capacity. The goal is a distributive leadership model of teams of building reps in individual schools and worksites, with differentiated roles and responsibilities. Expanding the ranks of building reps/teams helps build the bench – building future capacity. And it puts trusted and respected worksite level leaders at the forefront of member engagement.

In addition, many of our states face existential threats from conservative politicians to kneecap them through loss of payroll deduction of dues. Building financial independence from hostile politicians is a critical priority for the future sustainability of affiliates in states with ultra-conservative Republican legislatures. Failure to do so risks their very survival.
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