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Facilitator Agenda: From Club to Fighting Union Day #1
	General Materials Needed:
	Room Set-up:

	1 Set of Handouts per Person
Name Tags or Name Tents
Sign-in Sheet
Pens and Pencils
	Chart Paper
Post its
Highlighters – 3 colors 
Chart Markers – non-permanent
	Round Tables
Projector, Screen and Speakers
Carousel stations and reporting stations around the perimeter
50 people

	Key Outcomes for the Day
Describing the kind of organizing that can actually build the power we need to get what our people want that can’t be won on their own.  
Lots of things we do are programs and clubs – they may build numbers within the constituency for a time (but will not sustain majority power) but they are not building power, power is built through collectively confronting uncertainty/the boss
Being able to identify and define organizing  -- includes winning stuff from the boss or the power holder
What does it look like when you are part of a culture of a fighting union – expectations of engagement and common practices of staff. 
Clubs are formed around identities and not issues -  organizing is about collectively demanding a solution to a widely felt problem
Limitations of Low Risk Solidarity Groups (does not add to base) (need a scenario? Or real stories? Chart carousel with monikers at top- and ask what they have won) ) 
· Why would I want to change a club- it is successful   Day 1
· Recognizing that clubs have limits – reframing what is success Day 1 
· How to add to the base of club to achieve power – success is winning bigger and bolder things Day 2
· How to build out a campaign that moves a club to a fighting union  Day 2 and Day3 

Methods and Concepts to achieve these Outcomes
One on Ones (reasons to have them – targeting the kind that is needed for the point of the campaign you are in, next level)
Raise Expectations – Levels of Engagement  - what we can win - (low risk social events – afraid to “be for something”  -- afraid that we will reject the real vision of the union)  and we miss the most powerful reason that someone might join and put their whole heart into it
Challenges of Leadership in a time of transformation – why might your employer not want a club to transform
Structure tests – do you have the right leaders to make the transformation – people get a lot of benefit from being leaders of clubs and there can become gate keeping to keep others out - (exercise that tries out recruitment based on fun and recruitment based on power -- you get the commitment that you recruit – recruit for fun you get frivolous – recruit for vision and hard work and you get folks who KNOW this is tough) 

Data Use
          Totally lost the audio about the “different scales of organizing” that Michelle began talking about             

	Time
	Essential Questions
	Resources
	Instructions, Activity and Debrief (Facilitators)
	Outcomes

	

	What question(s) should this learning section answer? 
	Charts, handouts, articles, materials, slide
	What are you saying, what are they doing, what questions will you use to guide learning and make clear the important points
Include an estimate for how long each section of the learning will take

	As a result of this section of learning, what will participants know or be able to do?

	8:30-9:00 
	How will we work together during our time? 
	
	30 Minutes Getting Started :
Welcome
Land Acknowledgement- Orgs to follow? 
Community Agreements
Agenda for our Time
Outcomes
Quick Intro Whip Around the Room  - Name, Pronouns, Location
	Participants will understand the structure of their time and how we will work together. 

	9:00 – 9:25
	Community Building
	Need the Picture cards File 
	25 Minutes Total – Picturing Power
2 minutes -Facilitator asks participants to choose 3 pictures from the piles on the tables.
Extra pics are picked up. 
8 Minutes - Each person provides name, pronouns, location and uses the three pictures to describe what power means to them AND shares with the others at the tables. 
5 minutes -Ask folks to move into new groups of not more than 3 – and share name, pronouns, location and their story of power
5 minutes - Ask folks to move into new groups of not more than 3 – and share name, pronouns, location and their story of power

5 Minutes  Debrief 
What are some common themes you heard as you travelled around the room 

	Participants will begin to develop a sense of community and begin to think about what power means. 

	9:30-10:20
	What is your current thinking about power? 
	Ganz definition and reading about power. 
	45 Minutes Total-  Power In Our Work
2 Minutes Intro - This training is about focusing on building the power necessary to achieve the things we cannot alone. If we could have won them already, we would have. But there are issues our members cannot change alone. 
(We will spend the next couple of minutes looking at power with and not power over.  I am not sure that the following segment actually does this – at least not explicity so – so maybe this moves into the closure section)
Get into quads (find someone you do not actively work with). 
15 Minute Group Discussion 
1. Each Person in the group develops a statement about how your employer defines power. 
2. Discuss within your group HOW your employer expresses their power?  AKA what does power look like in action? 
3. Each person draws their state and puts their name and statement about power on your poster.

20 Mins – Whole Room Share 
Introduce your team and share the commonalities between your definitions of power. 
9 Mins - Closure
Share this Definition with the group: 
Organizing and leadership is about accepting responsibility for enabling others to achieve shared purpose in the face of uncertainty. 
Now break it down for them -
Take out the word enabling, we lose structure and building a team. 
Take out the word achieve purpose, we lose the issues/problems that matter.
Take out the word uncertainty, then it is just socializing. If we were certain, it is likely already a pre-determined outcome. 

As we listened around the room, a good number of the examples and commonalities were about power over, or using power.  Think about this final closing definition – it is about BUILDING POWER together in order to USE IT to achieve a common purpose. ** love this concept and pointing this out. KB

1 Min Key Point
Organizing is about shared risk and accountability in the face of uncertainty. (Marshall Ganz definition)
Unity is the basis of our power. 
	Describing power and having a common definition.

	10:15-10:30
	BREAK


	10:30-11:15
	What is the difference between a community and a constituency?
	Community and Constituency Definition from Marshall Ganz
	45 Minutes - Communities and Constituencies 
Introduction -As organizers, we work to turn communities into constituencies let’s work to define both of those.

10 Minutes - Using the article from Marshall Ganz – identify the major differences between communities and constituencies.  How is power expressed differently in a community or in a constituency? 

20 Minutes - Now that we have some definitions, let’s apply those to our work.  Step 1 – about 10 minutes -Thinking about your affiliates, brainstorm a list of the constituencies within them that you are aware of.   
Step 2- about 10 minutes – what are the core values or interests in these constituencies? Are there any common values or interests across these? 

15 Minutes – Whole group AND Key Points
What did you discover by listing out these separate constituencies and their core values? 

Key Point:  Identify what we mean by constituencies –Constituencies are communities, people who share common values or interests, organized to use its resources to act in their interests. Not clients or customers. Constituents are the heart of an organization, they have voice. If we treat people like customers, they can only exit to make influence.

Key Point: Constituencies are distinct from communities. However, to organize them we still have to find their common values and interests by talking to them and building structure within. When we treat constituents like customers, their only avenue is to exit. 

Key Point: If we are only organizing a small group within the larger community it limits our ability to act and gives us fewer resources to leverage for change. 
	Understanding what a constituency is versus a community. 

	11:15 – 12:00 
	How has educator organizing changed across time?  
	TUSJ  3 Frames

Visions of Justice Article

Two Tensions

	45  Minutes – Framing Constituency Organizing Over Time
Intro - Let’s take a look at a framework for thinking about the various interests, values, and approaches that constituencies use.  This Frame was first developed by the Mooney Institute for Teacher Union Leadership as a way to help leaders assess what they were doing and where they wanted to go.

15 Mins – Using the 3 Frames of Unionism, and your brainstormed list of constituencies – assess which frames these constituencies are operating in.  They may be varied.  Write in the name of the constituency by the indicator that you think represents them. 

5 Minutes Debrief  – What are you noticing?  What is surprising?  

25 minutes -  The shift of Unity and Power Shift Over Time
You were asked to read the article Visions of Justice prior to arriving.  It is the story of the rise of teacher unionism in New York.   In your group discuss the following:
· How do the tensions of self-interest (industrial, and professionalism) and broader social justice concerns (social justice) make it difficult to move a community to constituency?  
· Across the history, as outlined in this article, when were the teachers most powerful? Least powerful?  How did unity or the lack of it contribute to this?
· How do you see these tensions in your own work with members?
Report out
Key Point:  Long lasting Unity within teacher unions requires BOTH a focus on self-interests and public interest.  
	Be able to identify three frames of unionism  they relate to constituencies. 
Reflect on the complicated reality of organizing public sector employees. 

	12:00 –1:00 

	LUNCH

	1:00 –1:45
	What are the different kinds of organizing? 
	Levels of Organizing

Club to Fighting Union 
	45 Minutes Levels of Organizing. 
If organizing is about turning our community into a constituency that can pool its resources, we need to examine organizing 

Review the Levels of Organizing.  Think on your current work. Where would you place your self on a spectrum of staff involvement? Based on your locals, where are they on the spectrum? 
Line up based on where the majority of your locals/work would land on this spectrum.  

Once you are lined up, fold the line. Have participants share why they placed their locals in that category. 

Now line up again. Based on the staff role, where would you place yourself?  (Have participants share out why and what they are expected to do. 

Back at your table- on a post it notes, what is one thing you could help your local/locals do to take organizing to the next level. 
· Put the post it note on a shared piece of paper. 

Key Point: Staff’s Role is to help coach and support leaders as we do this work. When staff step in, we take an opportunity away from a member. 

Key Point: Clubs are fixed, are not growing, and do not have enough resources to move the community to act. When we are constantly reaching out to connect with out constituency, only then do we learn what they value and care about. And invite them into a new shared purpose. 


	Organizing across affiliates looks differently, but advanced organizing has similar characteristics, regardless of where you are. 

	1:45-2:15
	How do we break the cycle of low expectations? How do we invite people into a different shared purpose?

	Examples of Why join

Red State Revolt (Building Expectations)

Club to Fighting Union Spectrum 
	30 Minutes Setting and Raising Expectations
Leaders join organizations and people, like we saw in the Spokane video. 
It is critical that we shift from a low expectations union toward a different shared purpose. Looking at two different websites (Louisiana and CTU), what do you expect to get? 

Looking at a club to fighting union spectrum, what is the expectation that clubs set? of a club? Of a fighting union?   Share at your table. 

Take some time at your table, reflecting on your work back home, as you do 1-1's, what do you want to invite people to? You will use this later in the day. Write it down.
What action and participation do you want to invite people into?  How are you creating a culture of commitment in your local? 

Key Point: Having low expectations for members or offering services does not set any expectation for involvement. It is critical that we invite members in and set the expectation that involvement is key to power. 
	

	2:15 –2:30

	BREAK

	2:30 – 3:00 
	What are the resources of my community? How can my leadership team ID them?
	
Case Analysis Worksheet

4 Cases
PAR
New Teachers
Organizing a Caucus
It’s Not Magic

[bookmark: _GoBack]Resource Assessment

	30 Minutes Resources for Change
Introduction: Resources are what people have. Resources are not just money, but also time, connections, literal supplies, etc. Resources are things our members have. 

Group Activity: Start by reflecting, if my local/work I support is a group of people who have similar values or interests, what are the resources they bring? Popcorn out across the room. 

Using the chart in your handout, page 49- lets analyze the resources of other campaigns. 

The Case Studies: Organizing a Caucus in Philadelphia, step by step and/or Red for Ed Movement Two Years In
· Break into 3 teams and assign groups the three articles. 
· Read them and assess their resources. 
· Chart them up. 
· Share out. 

Final reflection for you and your back home work:  
Where does you organization get the resources, it needs to carry out its action program?  Does it draw more heavily on people, money or both?   What impact does this have? 

Have participants quietly reflect and then find someone new to share with. Popcorn share out. 

Key Learning Point: When we are consistently brining in people to our union, we are adding in fresh and new resources to help win the things we cannot alone. Money is a vital resource, but the time, connections, and relationships of our members are the strong currency we have as a union. 

	

	2:45- 3:45
	Finding Leaders,
Why do we need to ID leaders?
 How do we identify leaders?

	[image: ]

Leadership Development Cycle

Natural Leader ID 

Chris Smalls

These are the Workers

Activist Mobilizer Leader




	Leaders are those who enable people in the face of uncertainty. 
Quick share out: How do you ID leaders in your state? 

We will watch a video from Spokane Washington (a very conservative part of the state) about the power of 1:1’s and finding trusted and respected leaders: Solid Gaines Through Solidarity 1920x1080 - YouTube 

· You should know that in this video: the people invited to the dinners were specifically asked because they were leaders. 

Leaders are not fixed to a certain characteristic, have been trained by the organization, or must be members of the union. They are those people who are trusted and respected by their colleagues. 

Why trusted and respected? 
Trusted: they are those people who will have your back when you need it. (The teacher you can count on to speak up when something needs to be said or done). 
Respected: You see their work and know it is quality and/or something that is similar in its value to you. 
Without respect, they maybe your friend, but not someone you would trust to have your back. 
Without trust, you know they do good work, but when the boss asks what's going on, you are not sure they won’t throw you under the bus.  

It is that intersection that we find people with a resource of gold- the resource of relationship and connection between people. 

Now it is your turn to ID leaders in the stories below. 
Activity: Using the Leadership, Mobilizer Activist Handout on page 122-123

· Divide into groups of 4-5.
· Answer the questions on page 121.
· Chart it up. 
On page 122
· Silently reflect on those questions. 

Here is a video of the Jane Mcalevey: Jane McAlevey on Deep Organizing - YouTube

What did you see?
· Stop and note about 1-1. Did Jane accept the “No”, did Jane give up on a leader- no. 
· She acknowledges, and then focused on the importance of the task and work ahead and who the persons involvement would make all the difference- and clearly had an ask for them that would make a difference. 

Key Point: 
Patient and persistent identification of the trusted and respected leaders. And it may not be someone who is with us. 
Members pick their leaders, we cannot pick them for them. 
We cannot grow and become a fighting union without bringing in new leaders. The identification and inclusion of new leaders is the core of a fighting union. 
Then we have to figure out what matters to them. 
Cannot shy away from really hard conversations- they are critical to making the change we need. 
Unity is the basis of our power and without mass involvement and engagement of our constituency- we do not have the power we need to make the change we cannot alone.  

	

	
	How does our invitation to membership change the work?
	Membership Rentation Data 
	How and why educators join our union shapes their expectations and commitment going forward. A person may join for protection, or to further a shared purpose, or any number of reasons. But a person who joins for protection may have a quite different idea about what it means to be in a union than someone who joins to achieve a shared purpose.
The decisions we make about how to ask someone to join, and even who asks them to join, can shape their reasons and expectations for joining.
Below is a list of typical reasons that someone might join our union. Add some of the ones you have heard that aren’t on the list. 
Then place the letter next to each reason in a cell on each row of the rubric (so, where does A go on the first row, and where does it go on the second row?) For some statements, we may not have enough information to be able to place them on both rows.
	 
	Little
	Some
	Much
	A lot

	What do I think might be expected of me as a member?
	 
	 
	 
	 

	What level of connection and solidarity with my coworkers does joining imply?
	 
	 
	 
	 


 
A. I joined because it’s the right thing to do 
B. I joined because we need to stand up for our profession 
C. Our working conditions are our students’ learning conditions, and we need to improve them both!
D. I joined because others were all doing it at orientation 
E. I joined because the people were nice and it sounded good 
F. I joined because it sounds like it won’t cost much when they called me on the phone.
G. I joined because parents are so litigious, and I don’t want to lose the job I worked so hard to get
H. I joined because everyone needs insurance. 
I. I joined because Mary, the building rep, came and told me that everyone here belongs 
J. I joined because my mentor teacher, Jaime, said as a new teacher I might need protection. 
K. I joined because my mentor teacher, Ronald, told me that we are in a big fight with the new district administration and that they want to make special ed ratios worse, which I think would be terrible! 
L. I joined because my friend Teresa is a member. 
M. I joined because I had an issue with the principal and someone from the union office helped me.
N.  


	

	3:45 –4:15
	How do we break the cycle of low expectations? How do we invite people into a different shared purpose?

	Examples of Why Join

Red for Ed 

Club to Fighting Union Spectrum 
	Leaders join organizations and people, like we saw in the Spokane video. 
It is critical that we shift from a low expectations union toward a different shared purpose. Looking at two different websites (Louisiana and CTU), what do you expect to get? 

Looking at a club to fighting union spectrum, what is the “action program” of a club? Of a fighting union?   Share at your table. 

Take some time at your table, reflecting on your work back home, what do you want to invite people into? What is the action program you want to invite people to? 

Find a new person and share out your invitation! 
	

	Next DAY
	
	
	Organizer Roundtable – Conversations about Organizing  Topics

	

	4:15-4:30
	
	
	Closing
	

	4:30 -5:-00
	Adult Choice Networking

	5:00
	ADJOURN






Facilitator Agenda: From Club to Fighting Union Day #2
	General Materials Needed:
	Room Set-up:

	1 Set of Handouts per Person
Name Tags or Name Tents
Sign-in Sheet
Pens and Pencils
	Chart Paper
Post its
Highlighters – 3 colors 
Chart Markers – non-permanent

	Round Tables
Projector, Screen and Speakers
Carousel stations and reporting stations around the perimeter
50 people

	Recognize that they take a risk
Opportunities to build structures that scaffold the movement into risk
Identifying Leaders because they have followers not their personal attributes 
Beyond Leader identification – how to you listen to their “objections and differences” and move them to the shared values (enhanced one on one)
Expansion beyond the safe 1/3 - communication outside of the safety of your community(how do we move away from the niche – transforming culture, small changes through organizing.)  Is there a benefit in designing an exercise that has several “clubs” with similar “visions” and having teams work to get them to work together?
How do you invite into the base by inviting them to tackle an issue they cannot win alone and help them FACE uncertainty by joining with others. 

Methods and Concepts
Recognizing Competing Clubs moving multiple clubs together – strategies that encourage the joining together (ex. Invite the best of the others,  
Data Mapping – natural leaders,  map connections to larger constituency (michelle, draw our your leadership team. Draw out the leadership of your club, how are they connected to others, how were they invited and what qualities did we use to extend an invitation?)   What kinds of data do we need – there are leaders and followers – who is trusted and respected 
Identifying leadership – do we want to do a leadership ID activity?  
Identifying issues – need the right leaders to move the issues
Assessing a worksite if they are ready to take action --


	Time
	Essential Questions
	Resources
	Instructions, Activity and Debrief (Facilitators)
	Outcomes

	

	What question(s) should this learning section answer? 
	Charts, handouts, articles, materials, slide
	What are you saying, what are they doing, what questions will you use to guide learning and make clear the important points
Include an estimate for how long each section of the learning will take

	As a result of this section of learning, what will participants know or be able to do?

	8:30-9:00
	
	
	Re-entry
Housekeeping Details
Feedback on Feedback
	

	9:00am-9:30am 
	
	
	Community Building Activity 
6 Random Drawn Pictures are Up on the Wall. 
Go to the picture that describes your work as an organizer and report out. 

	

	9:30am-10:15am
	Tactics for engagement
(45 minutes) 
	Ladder of Engagement


Advocacy Mobilizing Organizing Grid


Map the Allies
And the Worksheet
	How and what are we using to welcome in leaders to transform their union and their relationship with their union? 
As we get into this work, let's do a quick share out. What are the activities that your current work assignment asks members to do?

Reflecting on yesterday's definition of leadership: Do we ask them to lead other in the face of uncertainty?

We want to start the day by talking about engagement. Engagement and what we ask people to do is directly linked to their decision to stay engaged and how much effort they contribute to the resolution of the problem in front of them. Go to your Engagement Grid Handout. Our colleague at NEA, John Donaghy, broke down what brings us to organizing which is the intersection of ownership and leadership. We defined leadership yesterday (enabling others in the face of uncertainty). Ownership is the accountability and responsibility for the outcome of something. 
Let's break it down 
· Servicing- low ownership, low leadership. You are receiving something while doing very little to achieve it. 
· Tasks: Low ownership, but high leadership. You are asking to do something and have responsibility, but are not responsible/accountable for the outcome.
· Socializing: High ownership, and low leadership. You have high accountability, but it takes very little engagement to get this outcome. 
· Organizing: High ownership and low leadership. You have high accountability for the outcomes and it takes brining in others to achieve this work. 

Here is an example: We do professional issues ‘organizing’. Staff write the training and then invite members to it. Where does this land on the grid? 
· How would you move it past a task and into organizing? 
· Have participant work at their table to change the elements of this situation into a tactic that is focused on engagement? 
Share out. 

Now we will do some real life practice. 

Each table gets well known club; Retirees, LGBTQ group, ESP’s, Aspiring Educators, Members of Color Group, Student Group, & Professional Issues Group. 

Start with what Tasks is typically assigned to this group and what is their purpose?
What are activities that this group could do that would fall into each quadrant- (socialize, tasks, service, organize) be specific about the activities they would do. 

Now that you have filled it all out- what activities could you do AND values you share that link ALL the groups together. Post all the posters along one wall. Get to the wall, reflect on the charts posted, write down ideas that would connect you to other groups and common values. How many groups can your constituency get connected to? 

Work your 1-1 skills, have conversations and see how many alliances you can build. 

Share out. 

Key Point: Is how and what we invite members to do, sets the tone for the relationship and the expectations of what is possible. 
If we never move on from BBQ’s and Dinners, like Spokane did, we get stuck in socializing and not building power. Your culture becomes socializing, and once that is set it is hard to change. 

Key Point: It is critical that would special interest groups get and stay connected to other groups in the union. It allows our specialized groups the ability to leverage more resources to achieve the things they cannot alone.

	

	10:15-10:30
	BREAK

	10:30-11:15
	
	One on Ones

Developing Your Script

IAF

Listening Resources

Core Values
	One Hour ONE ON ONES FOR LEADERS WITH FISHBOWL. 
Looking at page 135, where is the majority of your work? Recruitment, Maintenace, or mobilizing. 

We do 1-1s to build relationships. Mary Beth Rogers once said, “Organizing is a fancy work for relationship-building. We define organizing as leadership that enables people to turn the resources they have into the power they need to make the change they want. Power comes from commitment to work together to achieve a common purpose and commitment is developed through relationships. These are our public relationships- not our private relationships. They focus on the shared work and through sharing common values and interests- we create understanding that is the bedrock of public relationships. 

How does your affiliate or local back home develop commitment with members? (Have participants share out). 

So we do these quick blitzes and call them 1-1's. We identify leaders by asking members- then what do we do with them? 

The follow up with identified leaders is key. For identified leaders, as we invite them into our organization, we take the time to do relational meetings. We are going to watch a video about relational 1-1's with Ernesto Cortez. He is an organizer with IAF in the south. 
In between his lecture, you will see people practicing 1-1's. 
Ernesto Cortes on Relational Meetings - YouTube 

Learning Points from Video if not said out loud. 
· Listen and ignore the qualities that you think people have to check. 
· Organizing is selective, and must be if we are to build the structures the move people forward. But you must be able to check your own bias in this work, or you will continue to pick people that you like. 
· Relational meetings for those you want to dig deeper with, the wide net is 2-3 minutes with other people. 
· You also need to share in these conversations, reflect a little on your own story and what you share as part of your public life. 
· Tension is not a negative, it is energy. Where does energy come from? 

Go to page 143. Individually, reflect on how you would overcome these objections. 
We will practice the relationship recruitment 1-1 with leaders. 

Relational Fishbowl! 
· Trainers will be the leader you are going to talk to. ,
· One trainer will be the facilitator and stop people and ask another participant to jump into the conversation. 
· The member/trainer will put up three objections each round. After the participant/organizer gives a response to the objection- the facilitator will say stop, thank the current participant, and have another participant/organizer jump in where the other person left off. (This will mean the member/trainer will have to respond to the previous person- but it allows the person to pivot and have to practice). 
· After three objections and responses- stop and reset. Ask the group what went well and what did not. 
·  And go 2 more times. 

Background: 
· Trainer/member: You are a leader who has not been very involved in the union but you are very involved in your worksite. You are 9 years into your profession.  You have thought about being a union member, but time has passed and you have not see a reason to join at this point. You do not particularly care about professional issues, and are worried about your pay and being able to afford to stay in the profession. Maybe a few years ago you would have been interested in professional issues. 

· Participant/organizer: You have done the 1-1's in the building and this person was ID-ed as the most respected person. You got them to agree to another meeting. You want them to join your professional issues team. 

3 rounds of 3 people. 


Key Learning 
· Relational Meetings are not just ‘get to know you’. They are intentional, not with everybody, and the goal is to walk away with the foundation of a public relationship and commitment to keep working together. 
· We have to pivot and focus on what members care about. If we keep agitating on our interests and not theres- we lose the chance to learn more and go deeper. 

	

	11:15-11:40
	Issues that win
	Levels of Organizing

Case Studies from Day 
	Issues are central to organizing. Without knowing the issues our people face we end up either focusing on issues that are too big, aka problems, or without a focus to our efforts and energy. Problems have underlying issues, and as staff, we help members dig into the larger issues and work out what is underlying the problems they face. 
Reminder: Issues are fixable, widely felt, and deeply felt. Using handout on page ___. 
Looking back over yesterday's work: 
· What are the typical ‘club union’ issues? Using the levels as a guide. 
· What is a fighting union issue? 

Looking at the previous reading from NC, Seattle, and New England- what were the issues people most cared about? 

Looking back home: What are the issues people most identify that they want addressed?
Chart it up. Use the Issues to Problem. 

Key Point: Issues are what move people and give organizations purpose. If we are to move from club unions to fighting unions, picking strong issues to build teams of members around is critical to engagement and changing the narrative of your union. 

	

	11:40-12:00
	“The Boss”
	Use the Case Studies
	Club unions typically have low expectations and if they do have an issue to work on- there is no target for change. 
Ask participants: When you ask your members back home who has the resources to make the change they want? 
Answer is typically, I do not know or “the board”. With no sense of who that is. 

In order to organize, we need to assess who has the resources to make the change we seek. As staff our role is to help define that for members. 

Who is the boss?
Being able to Identify the boss is critical to any union campaign. The “boss” is the person who has the ability to deliver the resources to address the issue that your people face. In a fighting union, we identify the boss or target that has the resources to deliver on what our people need. Without a clear target, we are acting without strategy, and actions without strategy are wasted resources. 

Looking at a club model of union work, who is the boss or the fight with? 
Organizing a Caucus Step By Step, analyze who was the boss was and how the local “won” their campaign. 

Key Point: Having a clear target to mobilize our leaders around the issues we cannot address alone is critical. Without a clear target, we do not have an effective strategy or plan. 

	

	12:00 to 1:00
	LUNCH

	1:00 –1:35
	Structure Tests 
	Power as a function of unity

Tactic Review 
	So I have all the right people committed... what now? 
Structure Tests! We then see if the people who have committed can act together and leverage their resources for change.  What is a structure test? It is essentially a tactic, set within a larger campaign and strategy to engage leaders. We test to see if we truly have commitment to act together. Now, we know not to start with the hardest tactic, but something that engages and shows our effectiveness and brings people on board. (Use the tool on page 147) to highlight the idea of unity and courage/effort. 

Looking at the handout 87-95. Read this story- reflect on the specific story on page 93. Assess the effectiveness of this tactic (of voting down school budgets). Using the tool on page 162. (Can be done by table.)

· What were the strengths and weaknesses of this tactic? 
· Where was this local in the levels of organizing 

Share out. 

Key Learning Point
· If we stay in the 1-1s and never ask to act or choose to act, we stay in the basics to beginning of organizing. 
· Building power with each other and giving leaders the role of doing the tasks and organizing of the action helps to build the over all unity and allows us to leverage more resources for change. 

	

	1:35-2:15pm
	Can participants reflect on this mornings work and put the concepts together? 
	
	Think back to the work we did this morning and get back into your assigned constituency groups. (Get back into those groups). 

Lets put a few things together. 
· What structure test could you employ with your partnership groups to address the pain your group feels and act on the values you have?  
· Who has the power to address your constituency needs?
· What resources do you have?

Add charts to your paper. 

Key Learning Point
· Coalition Work within our union or with other groups is delicate and requires us to hold onto our interests while seeking commonalities. 
· The more we partner, the more resources we have to leverage for change. 

	

	2:15-2:30
	BREAK

	2:30 – 3pm 
	
	
	
	

	3pm- 4:15pm
	What are the structures of winning campaigns? How can we rebuild club structures to be more effective?
	
	Reflecting on things that moved from Clubs to Fighting Union 
Three stories: Amazon Union, Seattle PAR, North Carolina. 
Use the analysis on page 50 as your guide. 

· Identify: At what level of organizing are these groups are at? 
· What were their tactics they used to engage people? 
· Who were the identified leaders?
· What is their constituency? 
· What were the resources (using information from yesterday). 
· Which frame of unionism are they in? 
· Who was the boss/target?
· How Club or Fighting Union are they? 

Then...
· If you were going to bring this to life, how would you take it to the next level?

	

	4:10-4:30
	
	
	Closing: Vouchers and Getting Home 
	

	4:30-5:00
	Adult Choice Networking

	5:00
	ADJOURN








Facilitator Agenda: From Club to Fighting Union Day #3
	General Materials Needed:
	Room Set-up:

	1 Set of Handouts per Person
Name Tags or Name Tents
Sign-in Sheet
Pens and Pencils
	Chart Paper
Post its
Highlighters – 3 colors 
Chart Markers – non-permanent

	Round Tables
Projector, Screen and Speakers
Carousel stations and reporting stations around the perimeter
50 people

	Key Outcomes for the Day   
What is an organizing plan that moves a club to a fighting union
Clubs are focused on a problem but it is not a fight with the boss and/or on the issues their larger constituency would engage on. 
Cooperation with the boss will not win the fight for the workers. 
FSE – F---ing social events 😊   or WBF – winning boss fights
Leaders and managers can be moved by wins --- then we can “undermine” that charge.  Has to be a recognition of a failure in order to move forward

 Bring something from home for this day -- ? 
Working within one constituency OR stitching together several constituencies? 
                      

	Time
	Essential Questions
	Resources
	Instructions, Activity and Debrief (Facilitators)
	Outcomes

	

	What question(s) should this learning section answer? 
	Charts, handouts, articles, materials, slide
	What are you saying, what are they doing, what questions will you use to guide learning and make clear the important points
Include an estimate for how long each section of the learning will take

	As a result of this section of learning, what will participants know or be able to do?

	8:30-9:00
	
	
	Re-entry
Housekeeping Details
Feedback on Feedback
	

	9:30-10am
	Opening Activity
	
	Community Building 
	

	10:30-11am
	Setting the Stage
	
	Reminders on Power and Levels of Organizing. (Something?)
	

	10-11
	
	
	Back Home Work: 
This is not to think about a campaign- but a reflection of the current and to the possible. Where is your work currently? How can you take it to the next level? (Dream big!). 

Start with where you are currently on the levels of Organizing, where do you want to be. 

Draw your roadmap for getting there. Start with your goal. 
· What activities and actions do you want your local or group to be focused on? 
· Where are you now in the levels of organizing? 
· Who is your constituency?
· What steps can you take to get there given the levels? 
Be as specific as possible

Thinking to your back home work: Draw this out. 
· What is your current constituency group
· What are they asked to do? 
· In a perfect world what would you ask them to do? 
· Who are the leaders and how or how will you find them? 
· What are your communities/local/groups resources?
· Who are your leaders? How will you create a cycle of interruption and leader identification? 
· What the issues and who has the resources to give your constituency what they want? 


	

	11:00-11:15
	BREAK

	11:15-12pm
	
	
	Finish your back home project
	

	12-12:30pm
	
	
	Presentation Time
· Share out in front of the group. 
Participants will write post it notes giving specific feedback. Not general or “good job”, but questions about potential missing links or feedback about positives. 
	

	12:30-1pm
	
	
	Closing
· Some kind of recognition and time to do evaluations? 
	

	
	
	
	
	

	
	
	
	
	

	1:00 -2:00
	LUNCH and ADJOURN
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Facilitator Agenda :   From Club to Fighting Union  Day  # 1  

General Materials Needed:  Room Set - up:  

1 Set of Handouts per Person   Name Tags   or Name Tents   Sign - in Sheet   Pens and Pencils  Chart Paper   Post its   Highlighters  –   3 colors    Chart Markers  –   non - permanent  R ound Tables   Projector, Screen and Speakers   Carousel stations and reporting stations around the perimeter   50 people  

Key Outcomes for the Day   Describing the kind of organizing that can actually build the power we need to get what our people want that can’t  be won on their own.     Lots of things we do are programs and clubs  –   they may build numbers within the constituency for a time (but will not sustain majority power) but they are not building pow er, power is built through  collectively confronting uncertaint y/the boss   Being able to identify and define organizing   --   includes winning stuff from the boss or the power holder   What does it look like when you are part of a culture of a fighting union  –   expectations of engagement and common practices of staff.    Club s are formed around identities and not issues  -    organizing is about collectively demanding a solution  to a widely felt problem   Limitations of Low Risk Solidarity Groups (does not add to base) (need a scenario? Or real stories? Chart carousel with monik er s at top -   and ask what they have won) )       Why would I want to change a club -   it is successful   Day 1      Recognizing that clubs have limits  –   reframing what is success Day 1       How to add to the base of club to achieve power  –   success is winning bigger and bolde r things Day 2      How to build out a campaign that moves a club to a fighting union  Day 2 and Day3      Methods and Concepts to achieve these Outcomes   One on Ones (reasons to have them  –   targeting the kind that is needed for the point of the campaign you are in , next level)   Raise Expectations  –   Levels of Engagement   -   what we can win  -   (low risk social events  –   afraid to “be for something”   --   afraid that we will reject the real vision of the union)  and we miss the most  powerful reason that someone might join a nd put their whole heart into it   Challenges of Leadership in a time of transformation  –   why might your employer not want a club to transform   Structure tests  –   do you have the right leaders to make the transformation  –   people get a lot of benefit from being   leaders of clubs and there can become gate keeping to keep others out  -   (exercise that  tries out recruitment based on fun and recruitment based on power  --   you get the commitment that you recruit  –   recruit for fun you get frivolous  –   recruit for vision an d hard work and you get folks who  KNOW this is tough)      Data Use              Totally lost the audio about the “different scales of organizing” that Michelle began talking about                

Time  Essential  Questions  Resources  Instructions, Activity and  Debri ef   (Facilitators)  Outcome s  

   What  question( s )  should this  learning section  answer?    Charts,  handouts,  articles,  materials, slide  What are you saying, what are they doing, what questions will you use to  guide learning and make clear the important points   In clude an estimate for how long each section of the learning will take    As a result of this section of  learning, what will participants  know or be able to do?  

8:30 - 9:00   How will we  work together  during our  time?    30 Minutes  Getting Started :   Welcome   Land   Acknowledgement   Community Agreements  Participants will understand the  structure of their time and how  we will work together.   

