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Facilitator Agenda Day 2 – Organizing Through Advocacy
	General Materials Needed:
	Room Set-up:

	
 
	

	


	Key Outcomes for the Event:
    

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

	

	What question(s) should this learning section answer? 
	Charts, handouts, articles, materials, slide
RED is for Facilitator
BLUE is for Participant
	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?

	2:00 -2:30 
	Facilitator Prep

	Entry Activity
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	2:30 – 2:32
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	How will we work together to support learning? 
	
	2 min- Welcome and review
Reentry
Agenda Review
Norm Review




	Participants will know how we are going to work, the basic schedule, and the logistics relevant to the training. 

	2:32 – 2:55
Ilyssa
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	Three Theories of Change Framework Pg 5-8

	23 minutes

(note: this session can be longer to taking time from the last session – up to 10 minutes. )


Discuss/review with participants Jane McAlevey’s 3 theories of change:
Pg. 5 of resource guide.  

5 minutes - Facilitator can summarize the 3 theories from the reading:

· Advocacy
· Mobilizing
· Organizing

7 minutes – Breakout
Prompt:
· Which theory would maximize membership?
· As staff, how would you describe your relationship to each theory of change?

7 minutes – report out and discussion
· Which theory did you choose?
· What does this tell you about advocacy?
· What are you wondering about?

3 minutes – A fighting Union is and Key Points

Key points:

· Handling advocacy at an individual level is a necessary skill
· Translating and transferring those skills to others through organizing is how staff help workers build power to win





	

	2:55 – 3:10
August
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	Why isn’t great advocacy enough?
	. 
Participants handbook-Problem Solving Steps page 94
	15 minutes - Why isn’t great advocacy enough?

2 minutes – discuss the question with participants 

13 minutes – go over the problem solving cycle and connect the need to have distributed leadership to not only solve problems but also not to organize ourselves in the same manner as the employer does.  One organizational structure advantages the employer at limiting power, the other allows our organization to grow power.

Discuss how the structures we intentionally or unintentionally replicate impact our ability to help solve problems (as staff) and grow capacity and power?

Go over Dumbar’s number slide – key point:  distributed leadership allows for a broad network that have strong ties vs weak ties.  Strong ties are the things that grow and sustain capacity and power.

Key Points:

· Without enough leaders who have enough connections with members (and non-members), you can’t build and use power
· The role of staff is in the facilitation of relationships by connecting and supporting leaders. 
· WE begin this work by focusing at the worksite level and building the sense of allegiance among workers using a shared narrative. 





	

	3:10 – 3:30
August
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	20 minutes total
(note: this session can be longer to taking time from the last session – up to 10 minutes. )

1 minute – frame the breakout as an opportunity to apply the concepts of problem solving and structure to potential real world scenario.

Scenario #1 
You, the union staff, get a call from a building rep and a president.
A well-respected teacher and union member, Mrs. J, was given an unfair disciplinary write up.
This is the situation: A parent complained that a 7th grade girl’s “about me” project showed 4 LGBTQ+ pride flags. The parent did not come speak to the teacher—she went straight to the school board. On the write up, the principal wrote that Mrs. J didn’t show “good judgement” and “clear classroom expectations of appropriateness.” In his disciplinary meeting with the member, the principal told Mrs. J that he’s a conservative Christian, “we can’t promote this here” and asked her if she would allow a Confederate flag or swastika on the wall of her classroom. He also announced that he needs to talk to the students about talking about their sexual orientation at school.
He directed her to turn in lesson plans weekly for his review. He ordered Mrs. J to take down ONLY the project with LGBTQ+ flags and leave every other student project up on the classroom walls.  Mrs. J didn’t want any student to feel targeted, so she took down every project. Mrs. J and her building rep both tried to talk to the principal and assistant superintendent about this unfair treatment of both students and staff. The administrator never addressed the issue, and just keep telling Mrs. J that she needs to “understand that parents have opinions too.”
The local president and building rep are horrified. There’s a history of homophobia in the district, including several union members who fear retaliation from their supervisors. The local officers know their superintendent and school board members well. They believe that the district leadership will back the principal’s actions. The president, building rep, and Mrs. J are game to try anything and believe that many of their colleagues would also be horrified. The local isn’t familiar with grievances and doesn’t have a grievance chair.

10 Minutes – Breakout
5 Minutes – Report out



	

	3:30 – 3:45
Ilyssa
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	How do we get members to lead?
	
	
15 minutes

Discuss where power comes from and how power grows from the development of individual agency that can be channeled through collective action (of said individuals)

Lead a discussion using the engagement grid.  Provide an overview of the grid and what it represents. Have participants think about how they foster agency within their members utilizing the prompts.

· What kinds of supports do you think are necessary for members to move higher on leadership and ownership?  Of those supports, what can you, as the UD, provide?
· What do you see as an obstacle in moving advocacy from the lower ownership quadrant to a higher ownership quadrant? What strategies would you apply to overcome that? 


Key points:

· People grow when they have to stretch.  When the union staff step back, members can step forward.   
· Tasks have to be meaningful and members need to own them 
· Our job is to look for opportunities to increase ownership and leadership wherever possible. 

	

	3:45 – 4:00
Melissa
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	How do we use great advocacy to organize?
	

	15 minutes

(note: this session can be shorter to allow for longer time in the breakouts and scenario. )This is the turn for the final session

Guide participants through the last slides within the context that what had been discuss previously is intended to ultimately be applied in campaigns…not every campaign is huge, but regardless of size, a campaign is how advocacy, problem solving, structure, and agency are applied to grow capacity and power.

Key points:

· Grievance and formal complaint unused or misused are typically invisible, with private, transactional relationships
· Campaigns are visible, with collective displays of power,  that transform member relationships with their Union.  

	 

	4:00
	ADJOURN
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                                                                                                                                                                                                                                                                                                                          ORGANIZING THROUGH ADVOCACY UNISERV FOCUS ACADEMY GOING BEYOND GRIEVANCE AND FORMAL COMPLAINT UNISERV FOCUS ACADEMY - WE WILL BEGIN SHORTLY - IN THE CHAT LET US KNOW: • WHO YOU ARE • YOUR STATE AFFILIATE • A CHANGE YOU ARE PROUD TO BE A PART OF HELPING COME ABOUT
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                                                                                                                                                                                                                                                                                                                               HONORING THIS SPACE We begin by acknowledging that through a history of colonization and brutality, we are currently on the traditional lands stewarded by generations of the Indigenous people. We honor these indigenous people, all elders, past, present, and emerging. We are called to learn and share these learnings about this tribal history, culture, and contributions that have been suppressed in the telling of the story of what we now call the United States of America.   
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                                                                                                                                                                                                                                                                                                                                                Facilitators:     Chad Williams UniServ Consultant Michigan Michigan Education Association cwilliams@mea.org             Beth Barton UniServ Director Illinois Education Association Beth.Barton@ieanea.org Seleste Harris UniServ Director Maryland State Education Association sharris@mseanea.org Monet Reilly UniServ Representative Pennsylvania State Education Association mreilly@psea.org   
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                                                                                                                                                                                                                                                                                                                             THREE SESSION AGENDA OVERVIEW  Session 1 – Know your role and   formal complaints   Session 2 – Change, problem solving, turning members into leaders  Session 3 – Turning advocacy into organizing into power   


image9.png
AGENDA REVIEW -TODAY

Change theory

dProblem solving

dTurningmembers into leaders





image10.svg
                                                                                                                                                                                                                                                                                                                             AGENDA REVIEW - TODAY •  Change theory  Problem solving  Turning members into leader s   
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                                                                                                                                                                                                                                                                                        THEORY OF CHANGE - BREAKOUT  Which theory would maximize membership? As staff, how would you describe your relationship to each theory of change?   
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                                                                                                                                                                                                                                                                                   DEBRIEF   Which theory did you choose?   What does this tell you about advocacy ?   What are you wondering about?
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                                                                                                                                                                                                                                                                                   A FIGHTING UNION IS…  A Union is a group of people affiliated around a common purpose. They are committed to collectively sharing their resources and taking collective risks to achieve the demands they make. Collectively, they believe that they deserve better than their current status.  A strong Union has a structure of people who are in relationship and in communication about workplace dreams, problems, issues, and possible solutions.  Your primary staff union role is to build this. 10
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                                                                                                                                                                                                                                                                                                                          KEY POINTS Handling advocacy at an individual level is a necessary skill Translating and transferring those skills to others through organizing is how staff help workers build power to win
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image25.png
“The best measures of a powerless union are large, wellfunded, staff-led,
lobbying department AND a staff that are focused on answering calls for help.
You might win some legal and policy demands — but you will not have enough
power to implement them and keep them.You might win some cases for
individuals, but you will never have enough leaders to create a just working
environment. Power is built through moneyposition, or people.”

(Leader from Seattle Education Association)




image26.svg
                                                                                                                                                                                                                                                                                                                           REMEMBER THIS…  “The best measures of a powerless union are large, well - funded, staff - led, lobbying department AND a staff that are focused on answering calls for help. You might win some legal and policy demands – but you will not have enough power to implement them and keep them. You might win some cases for individuals, but you will never have enough leaders to create a just working environment. Power is built through money, position, or people.” (Leader from Seattle Education Association) We have people.
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                                                                                                                                                                                                                                                                                                                                • Issues and complaints require problem solving, and problem solving has distinct components. • Problem - solving will involve all aspects of your staff role.  REMEMBER TH E COMPASS …
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                                                                                                                                                                                                                                                                                                                          PROBLEM SOLVING MODEL 6 STEPS  Problem Identification     Develop Alternative Solutions   Choose Solution and Actions   Implementation   Evaluation  Problem Analysis
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                                                                                                                                                                                                                                                                                                                          PROBLEM - SOLVING STEPS WHEN INDIVIDUAL IS THE CENTER  Problem Identification – Step 1  • What happened? • Where? • When? • Why? • How? • Who?  Problem Analysis – Step 2  • Past practices • Contract/policy/handbook • Laws • Venting?  Brainstorm Possible Solutions – Step 3  • Adversarial or collaborative? • Grievance remedies • Organizing remedies • Ways to solve the problem & the cost/benefits associated with each
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                                                                                                                                                                                                                                                                                                                          PROBLEM SOLVING STEPS – INDIVIDUAL (CONTINUED)  Choose Solution and Actions – Step 4  • Member needs • Association needs/procedures • District needs • Resources • What's your remedy  Implementation – Step 5  • Who does what? • When? • Where?  Evaluation – Step 6  • What happened? • Did it work? • Feedback?
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                                                                                                                                                                                                                                                                                                                          PITFALLS TO RESOLVING CONFLICTS  Not handling emotions first.  Failing to identify hidden agendas.  Not defining the problem/clarifying the issues.  Insufficient or disrupted brain - storming.  Fear of or over - dependence on Grievance/Formal Complaint  Lack of follow - up.  Not engaging members /building leaders throughout the process
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                                                                                                                                                                                                                                                                                                                                  ARE WE UNINTENTIONALLY REPLICATING THIS STRUCTURE? WHEN HELPING TO SOLVE PROBLEMS…
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                                                                                                                                                                                                                                                                                                                                          DO WE UNDERSTAND OUR ROLE AS STAFF IN THIS STRUCTURE? WHEN HELPING TO SOLVE PROBLEMS…
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                                                                                                                                                                                                                                                                                                                             HOW MANY LEADERS DO YOU NEED?    WHEN HELPING TO SOLVE PROBLEMS…
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                                                                                                                                                                                                                                                                                                                          KEY POINTS  Without enough leaders who have enough connections with members (and non - members), you can’t build and use power  The role of staff is in the facilitation of relationships by connecting and supporting leaders.  WE begin this work by focusing at the worksite level and building the sense of allegiance among workers using a shared narrative.
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                                                                                                                                                                                                                                                                                        WHO ARE MY PEOPLE? (BREAK OUT) • (Scenario – should be one that has a grievance/formal complaint potential) • Who are all the possible people who might be affected by the situation? • How would you identify or recruit the other people impacted by the scenario who were not named?   
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                                                                                                                                                                                                                                                                                                                                                  Power is the ability to act and cause others to act. What is power?
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                                                                                                                                                                                                                                                                                                                                                   Members using their collective agency to strategically make change . Power comes from
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                                                                                                                                                                                                                                                                                                                               AGENCY WITHIN EDUCATOR UNIONS • Agency is the ability for an individual to decide they can act. • When individuals have developed their sense of agency to the point where they feel they are capable of doing what is needed to win the fights they engage in, they take bigger risks and they grow.   
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                                                                                                                                                                                                                                                                                                                               ENGAGEMENT GRID DISCUSSION • What kinds of supports do you think are necessary for members to move higher on leadership and ownership? Of those supports, what can you, as the UD, provide? • What do you see as an obstacle in moving advocacy from the lower ownership quadrant to a higher ownership quadrant? What strategies would you apply to overcome that?   
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                                                                                                                                                                                                                                                                                                                          KEY POINTS • People grow when they have to stretch. When the union staff step  back , members can step forward.  • Tasks have to be meaningful and members need to own them • Our job is to look for opportunities to increase ownership and leadership wherever possible.
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                                                                                                                                                                                                                                                                                                                          HOW DO WE USE GREAT ADVOCACY TO ORGANIZE?
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                                                                                                                                                                                                                                                                                                                          REVIEW OUR DEFINITION…  O rganizing is identifying leaders and coordinating them into leadership teams, B uilding community and commitment around common goals, B uilding power from the resources of that community, U sing that power strategically to make concrete change in the world .
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                                                                                                                                                                                                                                                                                                                          ORGANIZERS ASK… • Who are my people? • What are their issues? • What do they want as a remedy? • What are they willing to do/risk to get the change they want? • Who has the power to prevent that change they want?
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                                                                                                                                                                                                                                                                                                                               ORGANIZING IS ALWAYS A CAMPAIGN. • A campaign is an action plan with a beginning, middle, and end, working towards a specific demand • A campaign involves a series of escalating actions (or tactics) • A campaign creates increasing pressure on decision - makers over time by escalating the intensity and visibility of the tactics and increasing the numbers of people involved • Campaigns are a way to identify in advance the ingredients we need to win and put them together in a way that maximizes our chances of success   
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                                                                                                                                                                                                                                                                                                                          KEY POINTS • Grievance and formal complaint unused or misused are typically invisible, with private, transactional relationships • Campaigns are visible, with collective displays of power, that transform member relationships with their Union.
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                                                                                                                                                                                                                                                                                                                               PREVIEW CAMPAIGN PLAN • How do we convert the individual grievance process to a campaign planning process?   


