Online UniServ and Organizer Discussions –Leadership Tests and Tactics to Win
April 25- 2:30 Eastern
Who is doing the work in your union? Affiliate Staff are responsible for supporting the growth and development of strong local affiliates. Strong affiliates have a high ratio of engaged leaders to rank and file members and structures that allow for rapid response, relationship development and collective action. This session is meant for organizers at every stage of this process from those just starting to make the shift in their affiliate to those who feel they have successfully shifted the focus to organizing. We will focus on best practices for engaging in the culture-shifting work of bringing organizing work to the center of our union culture.  

•	Design tactics with member leadership and ownership as outcomes
•	Understand engagement as a function of risk and solidarity 
•	Develop escalating actions with leadership in mind 

Potential Content from F2F Leaders & Structures
· Day 1: Levels of Engagement (Hero to Host)- emphasize letting them fail
· Day 2: Why is coaching an important practice
Needed Content?
· Strategy vs Tactic
· Rather than how do we use tactics to move the boss, How do we use tactics to engage membership and build leaders
· Tactics as Tests
· Crossroads of Tactic Escalation & Leadership Development
· Jane McIlevy- evaluating tactics- meeting participation thresholds
· Staff role- 4 roles compass- Org through Advocacy training- shifting from service to organizing
· Activity: what would you do? With leadership opportunities in mind
· What are the types of work Staff people are engaged in that support and cultivate the types of leaders and structures in this book? ​
· What changes in your work/expectations would you (and your leader/manager) need to make room for in order to cultivate social justice unionism as presented in this book?

Max 30 slides/3 hits + 1-Pager Takeaway- local role/staff role in each of the three
Timing: 
· 10 min intro
· 20-25 per section (including any breakout time of 10-15)
· 5 min closure

1) Assumption: Leaders are trusted & respected; Using tactics to identify who is a leader, mobilizer, activist (Vanessa)
a. Do we need to define each of these?
b. Scenario to do ID?
c. Utilize Heidi’s handout from her CAT
d. How are relationships used to identify and build these roles and structures
2) Why a campaign?  It goes beyond the win…; Coaching members in using escalating actions to grow engagement and leaders (Jessica)
a. Campaign mountain- in the demands/targets phase of the campaign, how can we coach leaders to design tactics to grow engagement and develop leaders
b. Leaders need to take ownership of the tactics- staff should not be making these decisions
3) Coaching Through Debriefs- points throughout campaign mountain- always evaluating (Heidi)
a. What does success look like
b. Evaluating tactic turnout goals
c. Escalating once turnout goals have been met
d. Is there a connection between what doesn’t work and who is involved?
e. Is a failed tactic due to a disconnect between the tactic and goal?
f. What next…how to maintain structures and leaders after the win (or loss)
i. Using 1:1s to maintain leaders in a 1:10 structure
