
 

LGBTQ+ 
Strength and Power 
Building from Clubs 
to Fighting Unions 

Participant Handouts 
Participants will develop the skills and learn 
the methods of identifying, developing, and 
supporting leadership in winning campaigns. 
They will work in teams with colleagues to 
plan, evaluate, and discuss leaders, 
leadership, and structures that build power. 

Lead Contacts: 
Anthony Brisson 
NEA Center for Social and Racial Justice 
abrisson@nea.org  

Ellen Holmes 
NEA Center for Organizing and Affiliate Support 
eholmes@nea.org 
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Community Agreements for Our Time 
 
Awareness and Self-Knowledge  
This requires self-knowledge and self-awareness. Self-knowledge allows you to see what causes you pain and conflict and 
enables you to embrace your contradictions and inconsistencies. It allows the space to work on things about yourself that 
you are not happy with. In turn, self-awareness helps to prevent you from projecting your negative aspects onto other 
people. Bringing your best self also requires that you have a positive attitude, are willing to deeply explore your 
perspectives and remain open to the perspectives and experiences of others. While engaging with peers and content, 
make space for others to engage as well. 
  
Listening for Understanding 
Be an active listener. Active listening involves paying full and careful attention to the other person, looking them in the 
eye, avoiding interruptions, reflecting your understanding, clarifying information, summarizing the other person’s 
perspectives and sharing your own. Remember that most people need time to open up and might not be willing to 
immediately share their personal stories, hopes, fears and/or concerns.  
  
Being Gracious 
Being kind is a vital way of bringing meaning to our own lives, as well as the lives of others. Kindness is about caring 
genuinely for others around you, wanting the best for them and recognizing in them the same wants, needs, aspirations 
and even fears that you may have. Being kind and generous allows us to communicate better with others, to be more self-
compassionate and to be a positive force in other people’s lives. We are gracious when we accept and genuinely work to 
use the pronouns that others ask us to use. Being gracious includes following the COVID protocols that are in place to 
protect the health of this learning community.  
  
Staying Engaged 
Staying engaged requires you to be morally, emotionally, intellectually and socially involved in the conversation. Staying 
engaged means that you are listening with curiosity and willing to deepen your understanding. Staying engaged might also 
require you to sustain the conversation even when it gets uncomfortable or diverted.  This means a commitment to 
keeping your electronic communications to a minimum with folks not present in this learning community.  This also 
means being present for all portions of the learning agenda.  
  
Being Open and Suspending Judgment 
Listening with an open mind includes being receptive to the influence of others. You can suspend judgment by becoming 
aware of preconceived notions and listening to everything someone has to say before jumping to conclusions. Most 
importantly, suspending judgment also means listening to what the speaker has to say for understanding, not just to 
determine whether the speaker is right or wrong.  This means that we recognize each of us will make mistakes and that 
we have the capacity to grow.  We should expect imperfections.  
  
Saying “I”- tell your truth 
Speaking your truth in authentic and courageous conversations about race and other issues where 
experiences/perspectives may differ widely from yours requires a willingness to take risks. It means that you will be 
absolutely honest and candid about your own thoughts, feelings, experiences and opinions and not just saying what you 
perceive others want to hear. Speaking your truth will require you to speak from the “first person” and use “I” 
statements.  
  
Lean into Discomfort  
Leaning into discomfort will require you to let go of `understandings and stereotypes that you may be holding onto in 
order to move forward. Leaning in means that you will avoid pre-judgment and be open to the kernel of wisdom in each 
individual’s experiences. Leaning into discomfort will require you to sit through moments of embarrassment, confusion, 
anxiety, and/or fear.   
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Reaching Empathy 
Empathy and compassion allow you to understand the other person’s point of view. When you are empathetic, you are 
more understanding, patient and kind. Expanding your capacity to feel empathy will also allow others to enter your circle 
of human concern. Sharing, using, and respecting pronouns is a very simple form of empathy.  

Expecting Non-Resolution and Non-Closure 
Expect and accept that there may not be closure. It is not likely that you will resolve your personal understanding about 
race or another person’s racial experience in a single conversation. The more you talk about race or other issues with 
another person, the more you learn and the more they will learn. Authentic and productive conversations about race and 
other issues where experiences/perspectives may differ widely from yours are continuous and always evolving. This 
means that sometimes we will have unfinished, unexplored, and shortened conversations about some concepts.  

*Adapted from “Embracing equity and inclusion”, Annie E. Casey Foundation

What questions do you want to ask about any of the ideas in these agreements? 

What additional agreements do you need in order to be a fully participating member of our learning community? 

Can you commit to these agreements?  If not, what would it take for you to be able to commit? 
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248 TEACHER UNIONS AND SOCIAL JUSTICE

W
hy have unions gotten so weak, and how can they strengthen? In 
her book No Shortcuts: Organizing for Power in the New Gilded 
Age (Oxford, 2016), labor organizer and strategist Jane McAlevey 
argues that a major factor in labor’s decline has been that unions 
have abandoned the work of organizing, relying instead on the 

more superficial methods of building power, namely mobilizing and advocacy. 
What are these three different methods of union strength, and what path toward 
power does each build?

To organize is to build mass support and strength among ordinary people. 
Organizing draws its power from working people’s biggest strength: our numbers. 
Working people may or may not see themselves as activists or politically active 
or even in political agreement, but through organizing, they come together to act 
in common cause. The work of organizing is systematic and rigorous: It requires 
connecting with every single worker in a shop, every educator in a building, every 
building in a district. At its core, it asks people to understand their own agency 
and to make choices about how they will exercise it. The work of organizing is 
difficult; ordinary people are seldom confronted by their own agency nor asked to 
make choices that recognize their own power. As McAlevey notes in her first book, 
Raising Expectations (and Raising Hell): My Decade Fighting for the Labor Move-
ment (Verso, 2012), a memoir of her organizing work: “In the normal course of 
human events, workers don’t expect much from their jobs, government, or unions, 
because the reality is they don’t get much. The job of the organizer is to fundamen-
tally change this.” The work of organizing is difficult, but as McAlevey argues, it is 
essential: There are no shortcuts.

Mobilizing, by contrast, activates an already-convinced membership. Mobi-
lizing encourages those who already support a cause or a mission to take action 
to defend their belief—for example, by attending a protest, wearing a button, or 
signing a petition. Mobilizing is a very important step for building movements, 
but it is not the same thing as organizing. The crucial difference between mobiliz-
ing and organizing is that mobilizing relies on the actions of people who have al-
ready been brought on board; organizing is the work bringing ever more people on 
board, having a stake in the direction and outcomes of the actions (mobilizing can 
be an important component of organizing). McAlevey distinguishes mobilizing as 

Three Theories of Change
Organizing, Mobilizing, and Advocacy

BY ELENI SCHIRMER
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249REIMAGINING OUR UNIONS TO BUILD POWER

relying on the participation of a “self-selecting” group—people who have chosen 
to participate in something due to personal preferences or beliefs, such as envi-
ronmental protection groups, the ACLU, or Planned Parenthood. Organizing, by 
contrast, relies on “structure-based” groups, groups determined by a predefined, 
often structural, relationship, such as working for the same employer, living in the 
same housing complex, or attending the same place of worship. Membership in 
a structure-based group, unlike a self-selecting group, is not a result of personal 

BRIAN STAUFFER
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250 TEACHER UNIONS AND SOCIAL JUSTICE

affinity. In a structure-based group, the number of possible members—and there-
fore people to organize—is finite and knowable: the number of workers in a firm, 
residents in a housing building, or members in a church, for example. Whereas 
mobilizing relies on participation from a self-selecting group, organizing builds 
high participation among all eligible individuals.

Advocacy is the work of creating change through the actions of professionals 
or technical experts—lobbyists, pollsters, lawyers, communication specialists, re-
searchers. Advocacy relies on the expertise, status, and know-how of these groups 
of people to make change. Advocacy usually happens in a closed-door room; or-
dinary people play a small to nonexistent role in its efficacy. Advocacy has become 
a dominant strategy for unions and liberals. But its efficiency comes at a cost; it 
disables the masses of ordinary people who have a stake in the issues under scru-
tiny by advocates.

These three forms of making change do not exist in isolation; a successful 
campaign may very well rely on all three strategies. Yet organizing, McAlevey ar-
gues, is the most fundamental: The base of any campaign should come from its 
organizational capacity above all. Yet in reality, according to McAlevey, it’s often 
the strategy most avoided or shortchanged. After all, it is often hard, slow work that 
requires building connections with mass numbers of people. As a result, it’s often 
sidestepped for quicker grabs for power—mobilizing or advocating support, rather 
than organizing for it.

McAlevey’s framework rests on a more fundamental argument about power. 
In an age of massive inequality, many see power as the province of the elite—the 
small, powerful minority who run the courts, the banks, and the media in the U.S. 
and around the world. From this perspective, forging change is the process of al-
tering who occupies those powerful institutions: voting in new leaders, appointing 
new judges, securing better regulators who can safeguard the system with an eye 
toward fairness. In McAlevey’s words, this belief is little more than replacing one 
set of elites with another, better set of elites. It relies on advocacy and, to a certain 
extent, mobilizing to get the job done.

Yet exclusively focusing on the undemocratic hyper-concentration of elites 
obscures the power of ordinary people. Ordinary people have two major forms of 
power: our numbers—there are more of us than them—and our ability to withhold 
our participation in a system that denies us fairness, dignity, and health: They need 
us to keep working. Organizing, especially organizing with an eye toward build-
ing strikes, activates both forms of power. Successful labor movements and social 
movements often use a combination of advocacy, mobilizing, and organizing. But 
as McAlevey argues, organizing is the most important of those tasks—yet often 
the most overlooked. Her work aims to bring the movement back into labor, and 
winning back into the movement. O

Eleni Schirmer reads, writes, and teaches about labor movements and education. She 
has a PhD in Educational Policy Studies from the University of Wisconsin–Madison.
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251REIMAGINING OUR UNIONS TO BUILD POWER

Reprinted with permission of Jane McAlevey from her book No Shortcuts: Organizing for Power in the New Gilded Age 
(Oxford University Press, reprint edition: April 1, 2018).

MOBILIZING

Primarily elites. Staff or 
activists set goals with low 
to medium concession 
costs or, more typically, 
set an ambitious goal 
and declare a win, even 
when the “win” has no, or 
only weak, enforcement 
provisions. Backroom, 
secret deal making by 
paid professionals is 
common.

Campaigns, run by 
professional staff, or 
volunteer activists with no 
base of actual, measurable 
supporters, that prioritize 
frames and messaging 
over base power. Staff-
selected “authentic 
messengers” represent the 
constituency to the media 
and policymakers, but 
they have little or no real 
say in strategy or running 
the campaign.

Grassroots activists. 
People already committed 
to the cause, who show 
up over and over. When 
they burn out, new, also 
previously committed 
activists are recruited. And 
so on. Social media are 
over-relied on.

ADVOCACY

Elite. Advocacy 
groups tend 
to seek one-
time wins or 
narrow policy 
changes, often 
though courts 
or backroom 
negotiations 
that do not 
permanently 
alter the 
relations of 
power.	

Litigation; 
heavy spending 
on polling, 
advertising, 
and other paid 
media.

None

ORGANIZING

Mass, inclusive, and collective. 
Organizing groups transform 
the power structure to favor 
constituents and diminish the 
power of their opposition. 
Specific campaigns fit into a 
larger power-building strategy. 
They prioritize power analysis, 
involve ordinary people in 
it, and decipher the often 
hidden relationship between 
economic, social, and political 
power. Settlement typically 
comes from mass negotiations 
with large numbers involved.

Recruitment and involvement 
of specific, large numbers of 
people whose power is derived 
from their ability to withdraw 
labor or other cooperation 
from those who rely on them. 
Majority strikes, sustained 
and strategic nonviolent 
direct action, electoral 
majorities. Frames matter, 
but the numbers involved 
are sufficiently compelling 
to create a significant earned 
media strategy. Mobilizing is 
seen as a tactic, not a strategy.

Organic leaders. The base is 
expanded through developing 
the skills of organic leaders 
who are key influencers of the 
constituency, and who can 
then, independent of staff, 
recruit new people never before 
involved. Individual, face-to-
face interactions are key.

Th
eo

ry
 o

f P
ow

er
St

ra
te

gy
Pe

op
le

  F
oc

us

Place a check mark next to the descriptor that best matches your 
understanding of how your union works. 
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Organizing Notes 
 

Structuring Leadership 
 
 

What Is Leadership? 
 

  

Many of us call to mind historic figures like Dr. Martin Luther King, Nelson Mandela, 

Jane Addams, Robert Kennedy or President Reagan. In reality, we find leadership everywhere - 

linking together networks through which we work to achieve common purposes.  In every 

community, church, classroom, and organization hundreds of people are doing the work of 

leadership without which these efforts would not survive.  

 So what do leaders do that makes them leaders? They accept the responsibility for 
working with others to define desired outcomes and achieve them in an uncertain world.  When 
we know what to do, when there are no surprises, no new challenges to face, and we’re following 
a routine, what need do we have of leadership?  It’s when we enter the domain where the rules 
don’t quite work, where we don’t know which rules apply, where we’re trying to do something 
that hasn’t been done before – or that we haven’t done before - that’s when leadership enters the 
picture.   

Leadership as Relationship 
 

 Relationships are the foundation of organizing, including the exercise of leadership. 
James McGregor Burns argues leadership relationships emerge through repeated “exchanges” or 
“transactions” among leaders and followers or constituents. 1 Leaders offer resources constituents 
need to address their interests and constituents offer resources leaders need to address theirs in 
turn. These relationships may form between individuals, a team, a group, a community, or even a 
constituency enabled to work together effectively.  
 What do we exchange in this kind of relationship? Constituents may get a sense of 
empowerment, access to resources, help solving a problem, etc.  Leaders may get the same 
things - and they get something that is worth accepting the responsibilities that come with 

 
1 J. M. Burns (1978). Leadership. (New York, Harper and Row).  

“Leadership is accepting responsibility for enabling others to achieve shared 
purpose in the face of uncertainty” 
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leadership. Dr. King describes this as the “drum major instinct” - a desire to be first, to be 
recognized, and even to be praised. As much as we may not want to admit it, this might sound 
familiar. Rather than condemn it - it is, after all, part of us - Dr. King argues it can be a good 
thing, depending on what we do to earn the recognition we seek. He quotes Jesus as saying to 
James and John, “if you want to be my disciples you not only “can” be first, you must be first - 
first in love and first in service.”2 
With this view of leadership, who makes leaders? Can they be self-anointed? Can I decide one 
day that I am a leader? Or must I earn leadership by entering into relationships with those who 
enable my exercise of it?  This makes it easy to recognize. There is a simple test. Is there a 
constituency? Fine speeches, a wonderful appearance, lovely awards and excellent work aside - 
no constituency, no leadership.  

Leadership and Structure 
 
 Many of us may not want to think of ourselves as followers or as leaders for that matter. 

Often we are told, especially in elite institutions, that we are all leaders...or we should be. 

Leadership is highly praised, but no one says anything about good constituents, 

collaborators…or citizens. But organizations that depend on collective action can be effective 

only if people learn to practice good leadership and followership.  

Leading and following are not expressions of who we “are” but of 

what we “do” – in this meeting, committee, project, organization, 

or institution. We may play a leadership role with respect to one 

project and followership role with respect to another.   

What are the differences in those roles? Most importantly, 

leaders accept responsibility for a “whole” – a whole team, a whole 

project, a whole job – while others accept responsibility for a “part” 

of the whole. Leaders accept responsibility for seeing to the work 

that a group must do to work together successfully.  

But what type of leader should you be, and what are you looking for in others?  Sometimes 

we think the leader is the person everyone goes to, like this “I’m the leader!” approach. 

 
2 Martin Luther King, J., (1986 (1991)), The Drum-Major Instinct (4 February 1968). A Testament of Hope: The essential writings 
and speeches of Martin Luther King, Jr., (New York, HarperCollins) 259-267. 

“I’m The Leader” 
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But what does it feel like to be the “leader” in the middle?  What does it feel like to be the 

arrow that can’t get through?  What happens if the “leader” in the middle drops out?  

On the other hand, some of us question the whole concept of 

leadership. Shouldn’t everyone be considered a leader? Is leadership really 

necessary? Isn’t it repressively hierarchical? Why do we need this kind of 

structure at all? Can’t we just “come together”? Sometimes this works. 

But who’s responsible for coordinating everyone?  And who’s responsible 

for pushing the whole group forward when you can’t reach a decision?  

In her Tyranny of Structurelessness, feminist sociologist Jo 

Freeman argues that organization (or collaboration of any kind) 

simply doesn't work if we don’t have ways to assign clear 

responsibilities and hold ourselves accountable for fulfilling them.3 

The idea of a structureless group, she writes, “becomes a 

smokescreen for the strong or the lucky to establish unquestioned 

hegemony over others.” And, “for everyone to have the 

opportunity to be involved in a given group and to participate in its 

activities the structure must be explicit, not implicit.” 

A third option is an interdependent leadership team in 
which individuals can bring complementary strengths to bear on 
solving a common problem. On the one hand, leadership doesn’t 
rest on one person. On the other hand, it is clear where 
responsibility for leadership does rest. Effective leadership doesn’t 
imply domination but rests on interdependence and collaboration 
to create more “power to,” based on the interests of all parties. 
Domination is the exercise of “power over,” a relationship that 
meets interests of the “power wielder” at the expense of everyone 
else.  

An organizer’s job is to reach out and find leadership from within his or her constituency 

who can who can recruit and coordinate others.  They may not be people others usually see as 

 
3 J. Freeman, (1970), "The Tyranny of Structurelessness." Women's liberation movement, USA.  

Snowflake/ 
Interdependent Leadership 

“We’re All Leaders” 
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leaders, but they are people committed to change, willing to invite others to join them in the hard 

work of moving a campaign forward. 

 

These leaders will be the backbone of you organizing campaign. You must be able to trust 

them to delegate responsibility to other dedicated, reliable people, and to follow through on 

commitments.  You may be the leader in the middle, or part of a leadership team in the middle, 

guiding others’ efforts and being held accountable for outcomes, but you will be deeply reliant on 

your relationships with others for success. 

 
Leadership and Authority 

 
 We are wise to distinguish “authority” from “leadership.” Authority is a “legitimacy” of 
command usually attached to social positions, offices, or roles - legitimacy supported by cultural 
beliefs as well as coercive resources. An organization is a way to formalize authority relations 
among the participants – people’s rights and their obligations. Bureaucracies structure authority 
as a set of rules according to which manager’s direct subordinates. Markets structure authority as 
a set of rules according to which people make enforceable contracts based on their individual 
resources.  Civic associations usually structure authority democratically in that leaders are 
accountable to the constituents whom they serve.  Exercising leadership in a civic context can 
require more skill than other settings because it depends more on persuasion than on command.  

Most of us have been in situations in which those with authority have not earned their 
leadership, but try to compel cooperation based solely on their legitimacy or "power over". In 
these circumstances, to what extent do we think our interests are acknowledged and addressed? 
How does this affect our motivation and performance?  

Cultures have institutionalized beliefs about who is “authorized” to lead and who isn’t 
that can bar certain “kinds” of people from the opportunity to earn leadership. Leaders who 
develop under these conditions constitute a challenge to conventional ideas of authority. 
Authority can also be a resource a person can draw upon to earn their leadership. And sometimes 
leaders find authority has been conferred upon them as a result of their having earned their 
leadership. But leadership and authority is not the same thing.  
 Finally, we can distinguish leaders from “activists.” Hard working activists show up 
every day to staff the phone bank, pass out leaflets, and put up posters, and make critical 
contributions to the work of any volunteer organization. This is not the same, however, as 
engaging others in doing the work of the organization. 
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Leadership Development 
Letting Others Lead  

 
So if leadership is so important to organizations, how can organizations make sure they 

have the leaders needed to accomplish its mission? Organized people empower themselves to 

make lots of things happen less by the efficiency of their systems than by the depth of their 

leadership capacity. This is particularly true of civic associations that bring people together, 

facilitate understanding one another, and enable them to act together on common interests.  

 Take a look at the “leadership quotient” of your organization. How many leaders do you 
see doing leadership work? Is there one “leader” with everyone else linked to that leader like 
spokes to the hub of a wheel? Or are there lots of “leaders” linked with each other and with other 
members, multiple centers of coordination, inspiration and action.  Are some people “followers” 
in relation to some “leaders” but “leaders” in relation to other “followers”? Or are some people 
always “leaders” and others always “followers”?  Is it "leadership rich" or is it "leadership 
poor"? 

Chart #1 

 

 
 

Giving Up Control to Build Power 
Leadership Team or “Lone Ranger” 

 
 So why aren’t “leadership rich” organizations an everyday thing? Why is it that so often 

we wind up the dot in the middle of all the arrows? How can we build a “leadership rich” 

organization?   
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It’s not a new problem. As recounted in Exodus, Moses required the intervention of his 

father-in-law Jethro, who had his own interest in the matter to begin getting the picture.4 He was 

trying to do it all himself, but why? Because he was hungry for the power? Because he needed to 

keep himself busy? A more likely explanation is that, like many of us, he wanted it done right, 

and he thought that meant that he had to do it himself. But as long as he was trying to do it all 

himself, it couldn’t be done well, much would not get done at all.  The belief that holding onto 

all the control would ensure all was done well was an illusion. So Jethro offered him a way out. 

Find the courage to let go of some of the control and risk letting others share in the responsibility 

for leading. But not just anyone – he urged him to find people with leadership potential, people 

who were “capable, God-fearing, and honest”. 

 As important as how we structure our organization is, nothing is more important than 

coming to terms with this fundamental question: are we willing, and able, to let go of enough 

control to let others lead? Can we let go of enough control to allow our organization to build the 

power that can only be achieved by letting it grow leadership rich? 

 Successful organizers form leadership teams with whom they can work early on in their 

campaign. Although it can be a mistake to recruit people to act as an "organizing committee" too 

early - especially if you are not careful to recruit people drawn from the constituency who are not 

seen as leaders or, at least, potential leaders - organizers more often err in delaying too long. The 

sooner you have a team of people with whom to work, the sooner the "I" of the organizer 

becomes the "we" of a new organization. Once you have formed a leadership team you can more 

easily establish a rhythm of regular meetings, clear decisions and visible accountability that will 

help make things actually happen. You don't build an organization of 500 people by recruiting 

them all yourself. You build it by finding people willing and able to commit to help building it 

with you. If you don't have a leadership team working with you by midterm, it’s time to look 

very closely at why.  

Despite the “alpha” mythology, most effective leaders have always led through teams.  

Moses, Aaron and Miriam, for example, in the Exodus story or Jesus and His twelve disciples in 

the New Testament, or Martin Luther King, Ralph Abernathy, Rosa Parks, Jo Ann Robinson and 

E D Nixon during the Montgomery Bus Boycott.   

4 The Bible, Exodus 18. 
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  Structuring a leadership team is a way to organize interdependent leadership – individuals 

working together to achieve a common outcome, like an athletic team, each person responsible 

for coaching the team on a different activity.  Well-designed teams put to productive use the 

unique talents of the individuals who make up the team. 

Structuring a leadership team creates strategic capacity: the ability to strategize creatively 

together in ways that produce more vibrant, engaging strategy than any individual could create 

alone.  In the Obama campaign, the field structure created multiple layers of leadership teams to 

engage people creatively and strategically at all levels of the campaign.  Each state had a state 

leadership team that coordinated regional leadership teams (of Regional Directors and 

Organizers), which coordinated local neighborhood leadership teams of volunteer leaders.  At 

every level the people on leadership teams had a clear mission and could strategize creatively 

together about how to carry out their mission.  This structure created multiple points of entry for 

volunteers, and multiple opportunities to learn and exercise leadership. 

So why don’t people always work in teams?  

We have all been part of groups that did not work well. They factionalize, alienate each 

other, or all the work falls on one person. Some aim to keep the pond small so they can feel like 

big fish.  So many of us conclude: I’ll just do it on my own; I hate meetings, just tell me what to 

do; I don’t want any responsibility; just give me stamps to lick. For example: 

 
• You are in a team meeting.   You find that it’s never clear exactly whom you can count 

on to step up, take responsibility, and get the work done. So two or three people often 
wind up doing all the work, which means that no matter how hard we work, it still can’t 
get done.  

 
• Whenever we need to make a decision we always seem to be missing some crucial piece 

of information, skill, or set of relationships.  
 
• We talk and talk and talk, but, when it’s all over, we realized that we each had a 

different idea of the outcome we were talking about.  
 
• When we get stuck, we have nowhere else to turn for help. We help each other as much 

as we can, we may contact another volunteer leader, but it’s not clear where we can go 
for expert advice.  
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There’s just one problem: we can’t become powerful enough to do what we need to do if 

we can’t even work together as a leadership team. But you can create the conditions that will 

increase the odds your team will work drawing on the craft of team design.      

 
Three Outcomes of an Effective Team 

 
• The team accomplishes the goals for which it is responsible.  

 
• The team is operating in ways that make it better as a performing unit over time 

 
• The team contributes the learning and well-being of individual members 

 
 

Three Conditions for and Effective Team 
 

These are conditions that you as an organizer are able to create in the way you design 

your leadership team: who is selected, what is required, what expectations you establish, etc.  

 

• Your team is bounded. It is clear who is on the team and who is not on the team. It is clear 

how new people can join the team and what is expected of those who must leave the team. 

 

• Your team is stable. People commit to clear terms of service: regular meetings, length of 

time, etc. Your team is not a revolving door, never knowing who will show up.  

 

• Your team is diverse. Your team has the appropriate diversity of skills, talents, viewpoints, 

and constituencies that will be needed to do a good job.  

 
 

Three Steps in Launching an Effective Team 
 

 These are three decisions that a leadership team must make at the very beginning to put 

itself on a constructive path. There are no “right” answers as to what these decisions must be, 

only that they must be made to give the team the structure it will need to do whatever it wants to 

do well.  
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•   Establish a shared purpose.  You do the work, based on your shared values and the 

relationships you have formed, to clearly articulate your common purpose as a team. It is 

clear, challenging, and matters. You have defined your goal, whom you work with, and 

the kinds of things you will do?  

 

•   Establish clear ground rules or norms. Your team sets explicit expectations of how you 

will work together: how you will make decisions, manage your time, and honor your 

commitments. What are things you will always do and what are the things you will never 

do. And how will you correct yourselves if you do them. Perhaps you most important 

norm is how you will make decisions. Steps that can guide effective decision making are: 

defining the problem, establishing criteria, brainstorming possibilities, synthesizing ideas, 

formulating options, evaluation options against the criteria, deciding. Some prefer 

deciding by vote; others, by consensus; others by delegating the decision to an individual.  
 

•   Organize the work into interdependent roles. Everyone should have responsibility for their own 

share of the leadership work needed to achieve the goal.  Role requirements need to be clearly 

described. Team members need to assess their strengths and limitations, to the greatest extent 

possible, matching individual capabilities with role requirements. Because roles are designed to 

be interdependent, everyone has a stake in everyone else’s success. Team members speak up 

when they need help and get it.  No one works in a silo that’s secretive to others.  The team with 

diverse identities, experiences and resources brings more to the table than a team that is very 

homogeneous. 

Leadership Development Cycle: 
Identify, Recruit, Develop 

 
 Leadership development work occurs as a cycle, as shown in Chart #6: identifying 
potential leaders (opportunities for them to emerge), recruiting them into leadership positions 
(opportunities for leadership to be earned), and creating opportunities for them to develop their 
capacity (opportunities for leaders to grow) on an ongoing basis. It requires learning how to 
delegate - and mean it; creating a supportive organizational structure; and providing coaching.  
 
 Identifying leadership requires looking for it.  Who are people with followers?  Who 
brings others to the meetings? Who encourages others to participate? Who attracts others to work 
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with them? Who do other people tell you to “look for??” Alinsky writes about community 
networks knit together by “native” leaders - people who take the responsibility for helping a 
community do its work out of their homes, small businesses, neighborhood hangouts, etc. They 
can be found coaching athletic teams, organizing little leagues, serving in their churches, and 
surfacing in other informal “schools” of leadership.  Where would you look for these kinds of 
leaders around here?  

Although leading is a matter of “doing” and not “being” – and people do leadership work 
in different ways - there are some clues you may want to attend to, especially when looking for 
people that will make good organizers.  It is hard for a person who has not learned to be a good 
listener to become a good organizer.  You have to understand the interests of your constituency 
if you are to help them act on those interests.  Listening means learning to attend to feelings - 
empathy - as well as to ideas because the way we feel about things affects our actions more than 
what we think about them. Curiosity helps us see the novel as interesting rather than threatening, 
enabling us to learn how to face new challenges that are always a part of organizational life. A 
good imagination helps because strategizing is a matter of imagining different futures and 
possible ways to get to them.  A sense of humor helps you from taking yourself and your 
troubles too seriously and helps keep things in perspective. A healthy ego is very important.  
Arrogance and a wish to dominate others are usually signs of a weak ego constantly in need of 
reassurance. Leadership also requires courage - the willingness to take risks, make choices, and 
accept the consequences. 

Recruiting leadership requires giving people an opportunity to earn leadership. Since 
followers create leaders, they can’t appoint themselves and you can’t appoint them. What you 
can do is create opportunities for people to accept the responsibilities of leadership and support 
them in learning how to fulfill these responsibilities.  If you have to get the word out for a 
meeting, you can get three of your friends to help you pass out leaflets in the Yard one day or 
you can find one or two people in each House who will take responsibility for recruiting 5 people 
from their House to attend. They earn their leadership by bringing the people to the meeting.  
What other ways can you think of that you can give people the opportunity to earn leadership? 

No matter how careful you are, leadership development requires coming to terms with the 
fact that it entails risk. Risk small failures early in the life of a project in order to avoid big 
failures later on. If you take the risks required to learn to delegate, you will learn how to do it and 
you will learn who "comes through" and who doesn't.  It is important to learn this with a small 
meeting at stake and not the monster rally of 5000 at which only 50 people show up. One reason 
to set up quantifiable goals, regular reports, and ongoing evaluation is to detect early failure and 
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success so they become "learning opportunities" for everyone.  "So, Mary, why did that work so 
well?" "So, Sam, what happened there? What could you have done differently?" Don't assume 
everyone is going to do everything right from the very beginning because it never happens. Also, 
it is often not completely clear what the "right" way is at the beginning of a project. Think about 
how to turn this fact to your advantage. Where can you get the courage to take the risk of letting 
other people share in the responsibility for outcomes you care about? 
 We only develop good judgment about whom to select by taking risks, making choices, 
experiencing success and failures, and learning from this experience - and we will still be 
surprised. On the other hand, the more experienced we are the better judgment we can begin to 
develop. There is no "rule book" to go to on this, but if you are afraid to risk making choices, 
you never learn to make good choices. Here are some questions you might ask yourself. How do 
you select to whom to delegate? How do you know who the right person is? How can you find 
out ahead of time? How do you know when a person is ready for a big job? Are you selecting 
them because they are easily available or because they are the right people for the job? Are you 
selecting them because they already know what to do because you have worked together before 
or because they "look as if they can learn what to do" with some good coaching? Or did you 
select them because you "heard" they were good? Where did you hear that? Who told you? 
Should you believe them? How do you know?  
 
 Developing leadership requires structuring the work of the organization so it affords as 
many people as possible the opportunity to learn to lead - delegation. Distributing the leaflets 
through House Committees, for example, shares the responsibility for engaging others with many 
people. It is true organizing the work in this way can be risky. You may delegate to the wrong 
people; they may let you down; etc. But as Moses learned from Jethro, if you fear delegating, the 
strength of the community is stifled and can never grow. But you can do things to increase the 
chances of success. Leadership training sessions help clarify what is expected of leaders in your 
organization, give people the confidence to accept leadership responsibilities, and express the 
value your organization places on leadership development. 
 Developing leaders is not about assigning tasks, but offering responsibility. It is different 
to ask: “would you make these 50 phone calls telling people about the meeting?” versus “would 
you take responsibility for getting 10 people to come to the meeting?  You will?  Great!  Here’s 
some things that may help you contact them and get them there -- a list of names and phone 
numbers of people who said they were interested, 100 leaflets, some posters, and some sign-up 
sheets you could use to get commits."  Do you see the difference? With the “task," the person 
can become a kind of yo-yo: go do this, come back for what’s next, go do that, come back for 
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what’s next. They are “helping” you with your responsibility. With a “responsibility,” the person 
takes it and runs with it, and you can help them meet “their” responsibility.  But when looking 
for someone to take responsibility, don't make the responsibility easier, and easier, and 
easier…until there’s nothing left.  The challenge is in learning to motivate people to accept the 
level of responsibility needed to get the job done. And when a person has accepted 
responsibility, the motivation work continues. Keeping others motivated, keeping yourself 
motivated, and getting the work done go together.  All are based on real accountability, lots of 
coaching, and lots of recognition of success.  
 Responsibility is only real, however, if the person is clearly accountable for the 
responsibility he or she accepted. Accountability should be regular, specific, and timely. The 
point of accountability is not to catch someone to punish them, but to learn what kind of results 
they are getting so everyone can learn from them. If someone is having trouble, we need to learn 
why so we can figure out what to do about it. If someone is being successful, we need to learn 
why so we can try the same thing in other places. Without accountability the most important 
learning we can do in the course of a campaign - systematic reflection on our own experience - is 
impossible. You cannot expect a person to take responsibility without authority. If you want 
someone to take the responsibility to get 10 people to a meeting, hold them accountable, provide 
training, offer support - but give them the authority to do what they’ve been asked to do. If you 
see or hear of them making a mistake - or think you can do it better - this means going directly to 
them, not around them or taking care of it for them. It is really a matter of basic respect.  
 

Chart #2 
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Leadership as Coaching and Coaching Leadership 
 

Once a person accepts responsibility, it is in your interest to offer her as much support as 
she wants to ensure her success. The challenge is learning how to offer support without taking 
back the responsibility. “Oh, you’ll get the ten people to come? Great! Let’s sit down for a few 
minutes and “role play” just what you’re going to say to them." Or “give me a call to tell me how 
it's going - or if you run into problems.” A regular coaching session means you want to meet not 
because you think they are in trouble, but because you are interested in their work. These 
sessions can be very useful for learning what's really going on out there as well. And coaching is, 
of course, one of the best ways to make mentoring real.  
 The Hackman and Wageman article on team coaching is particularly useful in focusing 
on how to coach a leadership team, not only individuals, with sensitivity to the timing issues 
involved in a campaign type of project. Ongoing support for leadership development comes more 
and more to be in the form of leadership team coaching and teams themselves become more 
typical of how organizational life is being structured. And as more activity is outcome focused, 
rather that process focused, the more time issues will become critical. So learning how to coach 
multiple people within a changing time dynamic is will be critical for your success as an 
organizer.  

Conclusion 
 Although identifying, recruiting and developing leaders is critical to the capacity - or 
power - of most organizations, it is the particular focus of organizers whose work is to be leaders 
of leaders. The primary responsibility of an organizer is to develop the leadership capacities of 
others and, in this way, of the organizations through which their constituents act on their 
common interests.  
 

 
© Marshall Ganz, Kennedy School, 2014 
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Ella Baker’s Legacy: A Different Model of Leadership 

As a community organizer, Ella Baker brought a different style of leadership to the civil rights 
movement—one that contrasted with the traditional model that celebrated a few charismatic 
individuals. Baker believed in deemphasizing top organizational figureheads and instead cultivating the 
abilities of everyday people to collectively join together and take action. She upheld the idea that 
organizations should be run by those most impacted by the problems the organization is trying to solve. 

In a June 12, 2015 article in Colorlines, Barbara Ransby discussed Baker’s approach to leadership: 

Although she objected to the top-down, predominately male leadership structures that were 
typical of groups like the Southern Christian Leadership Council (SCLC) and the NAACP in the 
1950s and ’60s, she realized the necessity for grounded, community-based leader-organizers 
such as sharecropper Fannie Lou Hamer and Cleveland, Mississippi-based local organizer Amzie 
Moore. Baker was not against leadership. She was opposed to hierarchical leadership that 
disempowered the masses and further privileged the already privileged. 

When Oprah Winfrey complained that recent protests against police violence lack leadership, 
she was describing [Martin Luther King’s] style of leading, or at least the way in which the King 
legacy has been most widely branded: the reverend as the strong, all-knowing, slightly imperfect 
but still not-like-us type of leader. 

Baker represented a different leadership tradition altogether. She combined the generic concept 
of leadership— “a process of social influence in which a person can enlist the aid and support of 
others in the accomplishment of a common task”—and a confidence in the wisdom of ordinary 
people to define their problems and imagine solutions. Baker helped everyday people channel 
and congeal their collective power to resist oppression and fight for sustainable, transformative 
change…. 

That collective effort required leaders who were accountable to one another and were not 
singular. There were many organizers in groups such as SNCC who modeled Baker’s brand of 
what sociologist Charles Payne has called “group-centered leadership.” 

Rather than someone with a fancy title standing at a podium speaking for or to the people, 
group-centered leaders are at the center of many concentric circles. They strengthen the group, 
forge consensus and negotiate a way forward. That kind of leadership is impactful, democratic, 
and, I would argue, more radical and sustainable, than the alternatives. 

https://www.colorlines.com/articles/ella-taught-me-shattering-myth-leaderless-movement 

Another way in which Baker’s leadership style contrasted with the norm within many civil rights 
organizations was her emphasis on valuing the contributions of women. Baker was opinionated and 
outspoken, even when social norms held that women should be quiet and deferential. At both the SCLC 
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and NAACP, she protested the fact that formal power rested in the hands of men, who almost 
exclusively were given top offices, while women were relegated to support roles.  

Congressperson John Lewis, himself a prominent civil rights activist, wrote in his memoir Walking with 
the Wind: “Long before people began using the term ‘male chauvinism,’ Ella Baker was describing it and 
denouncing it in the civil rights movement, and she was right. There were very, very few women getting 
credit for their work, and even fewer emerged into leadership positions.” 

In a January 16, 2017 article for Time magazine, journalist Julie Scelfo notes that the prevalence of 
sexism, even within the movement, may be one reason that Baker is less well-known today than she 
might be otherwise: 

Despite her level of experience and proven track record, [Martin Luther King, Jr.] had difficulty 
allowing a woman’s decisions to trump his own, and her idea was that the organization should 
devote its resources more to promoting and enabling its overall mission rather than celebrating 
a charismatic leader. Wyatt Tee Walker, an early SCLC board member, told the filmmaker 
Joanne Grant that the ministers’ refusal to follow Baker’s advice was in practice with the era’s 
norms. “This was before the days of women’s liberation,” he says in the 1981 film Fundi: The 
Story of Ella Baker…. 

Despite Baker’s gifts for leadership and oratory, the SCLC pastors, intent on preserving their 
patriarchal hierarchy, refused to allow her to share in their prestige.  

https://time.com/4633460/mlk-day-ella-baker/ 

Scelfo goes on to discuss another reason why Ella Baker may be less well-known and widely celebrated 
today than some other civil rights activists: 

Baker spent years of her life performing the essential—but far from glamorous—act of listening, 
a crucial first step in helping beleaguered Blacks develop enough self-worth to demand being 
treated with dignity in an environment where they had every reason to fear brutality and 
economic reprisal from their white neighbors. She also understood group dynamics and how to 
empower people to join forces, a delicate task that involves responding to a wide array of 
human feelings. 

A narrative about this kind of work is inherently less dramatic and far more complicated than, 
say, the tale of a discreet act of bravery on a bus. But great leaders have recognized for 
centuries that high emotional intelligence, or the ability to recognize and respond to other 
people’s feelings, is central to successfully influencing them. 

https://time.com/4633460/mlk-day-ella-baker/ 

Baker possessed this type of intelligence and infused it into her approach to organizing. In doing so, she 
paved the way for many young people and women to grow in their own leadership.  

Today, her legacy can be seen in organizations like Black Lives Matter, which promote a “leaderful” and 
feminist style of organizing. Because of this, Baker not only helped change the world, she changed how 
people went about changing the world.  
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Leader Mobilizer Activist Discussion Activity  
(Adapted from Jane McAlevey 2021)  
 
Based on what's in the scenario only: 

 
1. Who do you identify as the Leader who has moved people the most? Why?   
2. Who is the mobilizer – actively working on the behalf of the union and carrying out actions 

that get others involved? Why?  
3. Who is an activist – a pro-union supporter and may take action if asked? Why?  
4. The BIG discussion - In what order should you be building relationships with your choices? 
 
Scenario: 
You work for a union representing a small college. It has more than 40 buildings, 100 faculty 
members and 2,600 students. There is only a faculty unit at this college. Support staff are not yet 
represented. Because of a budget shortfall that happened just before the last negotiations nearly 
three years ago, there were layoffs, class sizes grew, and the raises barely kept up with inflation. 
Members weren’t happy with the contract settlement and there’s been the most turnover of staff 
since that anyone can remember. The local has a new contract to negotiate starting four months 
from now. You have just been assigned to this local, and you are trying to figure out how to 
build a strong local before contract negotiations begin. You’ve just finished meeting with the 
former union president who left at the end of the last college year to return to the private sector, 
and here is what you’ve learned from talking to her, and a couple others, about potential leaders 
and other workers who wield influence: 
 
Tina Love is an Associate professor of English in the Arts and Humanities school and has 
been at the school for seven (7) years. She is well liked and personable. She is always sharing 
and liking the state affiliate’s posts on social media and seems to really like the union. She 
was recruited to the college by Grow Your Own* and she still participates in this program as a 
mentor to incoming staff who come from the same program. She knows A LOT of staff 
through this effort and from the annual incoming cohorts of new staff she helps mentor. She 
also regularly organizes well-attended happy hours with professors, lecturers, facilities, and 
adjuncts from across the different buildings at the college. She volunteers with a couple of 
local community organizations and regularly wears her union button on her jackets. 
 
Destiny Jackson is a Senior Lecturer in the Nanotechnology school and has been there for 10 
years. Destiny never publicly supported the union, saying unions are for blue collar workers, 
not professionals. Once Janus passed, she dropped her membership. She was recently 
appointed by her Chair to sit on the Academic council, a form of shared governance, with 
administrators to discuss issues in the school. During a department staff meeting Destiny 
asked that the position be elected and a majority of the nanotechnology staff voted for her to 
be on the council. Recently, her school’s administration decided to change the course 
offerings for next fall’s academic year without discussing the change with the academic’s in 
the Nanotechnology school, a violation of the school’s internal shared governance procedures. 
Destiny worked with the others on the council to hold a town hall meeting to talk about the 
change and find out if most were in favor of the change. After a majority in the meeting 
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objected to the change, Destiny got them all to sign a letter objecting to it, and made a plan 
with others there to get other site councils to sign as well. She then took the letter to the 
administration and they backed off of the change. 

Paul Hammer works as a Math professor in the school of Math and Sciences. He is the most 
senior and has been teaching for 14 years. He’s always been a union member. He coaches the 
community’s boys’ basketball team. He received an University Exellence in Teaching award 
from the college several years ago and was named “Researcher of the year” last year. 
Professors go to Paul to get advice on how to navigate the evaluation and tenure system since 
he was able to achieve the seemingly unattainable rating of Excellence. When Destiny pulled 
together the meeting about the course offerings, she asked Paul to get signatures in his school 
for the letter. Paul got all but two of the other staffers to sign. When the previous union 
president asked him to run for president, Paul declined, citing his busy schedule during 
basketball season, and leading community leagues in his free time.  

Ted Nailer works as a Math professor in the school of Math and Sciences. He was a student 
of Paul Hammer.  He has only been there for four years and was also basketball player on 
Paul’s team. Ted does whatever Paul asks of him as he sees Paul as his mentor in all things. 
Paul told Ted he needed to join the union to protect his job – and when Ted had been there for 
two years, he obediently became the building rep when Paul suggested it was a good way to 
be “in the know.”  Ted does a good job distributing union information and helps members get 
connected with the Union staff whenever they have a problem.  When Paul asked Ted to run 
for President, Ted did it knowing that it would be easy to do as it was uncontested.  He knows 
that the local will be bargaining this year, but he is good with spreadsheets and Paul said that 
the same people do the bargaining all the time.  Ted is feeling good about his new role.  

Jorge Rivera is an Associate Professor of Art in the Carnegie School of Drama and Theatre. 
He’s been there 4 years and the students really like him. His colleagues appreciate the fun 
energy he brings to the classroom and the school. He’s always got a smile and something nice 
to say to people. Jorge is pro-union, and helped Paul get a few of the signatures when Paul 
was passing the letter about the course offerings. He is always busy preparing for his own big 
art shows of his own work and thinks people should just be pro-union and says he can’t be 
bothered with them if they aren’t. He values his union membership because it has allowed him 
to be part of the statewide committee about arts instruction and this provides him with 
connections to other art professionals from across the state.  

Things to Consider When You are Planning to Run a Campaign 
Assessing Your Current Worksites:  

1. How many people have been identified as trusted and respected by a number of people in the
worksite/ local? (Leaders connect mobilizers into structures)

2. How many people are actively working in support of the union and have a group of folks that
they influence? (Mobilizers get activists to show up and act)

3. How many people are ready to take pro-union action? (Activists see their relationship with
the union as a participatory one)
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Leader Mobilizer Activist Discussion Activity  
(Adapted from Jane McAlevey 2021)  
 
Based on what's in the scenario only: 

 
1. Who do you identify as the Leader who has moved people the most? Why?   
2. Who is the mobilizer – actively working on the behalf of the union and carrying out actions 

that get others involved? Why?  
3. Who is an activist – a pro-union supporter and may take action if asked? Why?  
4. The BIG discussion - In what order should you be building relationships with your choices? 
 
Scenario: 
You work for a union representing a small school district that serves all grades from K-12 across 
three sites: an elementary school (K-6), a middle school (7-8) and a high school (8-12). The 
elementary and middle schools are located next to each other and the high school operates on its 
own site about 4 miles from the elementary and middle. Because of a budget shortfall that 
happened just before the last negotiations nearly three years ago, there were layoffs, class sizes 
grew, and the raises barely kept up with inflation. Members weren’t happy with the contract 
settlement and there’s been the most turnover of staff since that anyone can remember. The local 
has a new contract to negotiate starting four months from now. You have just been assigned to 
this local, and you are trying to figure out how to build a strong local before contract negotiations 
begin. You’ve just finished meeting with the former union president who left at the end of the 
last school year to return to university, and here is what you’ve learned from talking to her, and a 
couple others, about potential leaders and other workers who wield influence: 
 
Tina Love is a second-grade teacher at the elementary school and has been at the school for 
seven (7) years. She is well liked and personable. She is always sharing and liking the state 
affiliate’ss posts on social media and seems to really like the union. She was recruited to the 
teaching profession by Teach for America and she still participates in this program as a 
mentor to incoming teachers who come from the same program. She knows A LOT of 
teachers through this effort and from the annual incoming cohorts of new teachers she helps 
mentor. She also regularly organizes well-attended happy hours with teachers from across the 
three different school sites in the district. She volunteers with a couple of local community 
organizations and regularly wears her union button on her jackets. 
 
Destiny Jackson is a science teacher at the middle school and has been there for 10 years. 
Destiny never publicly supported the union, saying unions are for blue collar workers, not 
professionals. Once Janus passed, she dropped her membership. She was recently appointed 
by her principal to sit on the school site council with administrators and parents to discuss 
issues in the school. During a staff meeting Destiny asked that the position be elected and a 
majority of teachers voted for her to be on the council. Recently, her school’s administration 
decided to change the school bell schedule to have an earlier start time for the next academic 
year without discussing the change at the school site council. Destiny worked with the parents 
on the council to hold a town hall meeting with the teachers and parents together to talk about 
the change and find out if most were in favor of the change. After a majority in the meeting 
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objected to the change, Destiny got them all to sign a letter objecting to it, and made a plan 
with others there to get a majority of all the teachers and parents. She then took the letter to 
the administration and they backed off of the change. 
 
Paul Hammer works as a Math teacher at the high school. He is the most senior teacher and 
has been teaching at the high school for 14 years. He’s always been a union member. He 
coaches the boys’ basketball team. He received a Master Teacher evaluation rating from the 
school district several years ago and was named “Teacher of the Year'' by management last 
year. Teachers go to Paul to get advice on how to navigate the evaluation system since he was 
able to achieve the seemingly unattainable rating of Master Teacher. When Destiny pulled 
together the meeting about the school bell and school start time, she asked Paul to get 
signatures in his school for the letter. Paul got all but two of the other teachers to sign. When 
the previous union president asked him to run for president, Paul declined, citing his busy 
schedule during basketball season, and leading community basketball leagues in his free time.  
 
Ted Nailer works as a Math teacher at the middle school. He was a student teacher with Paul 
Hammer.  He has only been there for four years and was also basketball player on Paul’s 
team. Ted does whatever Paul asks of him as he sees Paul as his mentor in all things. Paul 
told Ted he needed to join the union to protect his job – and when Ted had been there for two 
years,  he obediently became the building rep when Paul suggested it was a good way to be 
“in the know.”  Ted does a good job distributing union information and helps members get 
connected with the Union staff whenever they have a problem.  When Paul asked Ted to run 
for President, Ted did it knowing that it would be easy to do as it was uncontested.  He knows 
that the local will be bargaining this year, but he is good with spreadsheets and Paul said that 
the same people do the bargaining all the time.  Ted is feeling good about his new role.  
 
Jorge Rivera is the Art teacher at the high school. He’s been there 4 years and the students 
really like him. His colleagues appreciate the fun energy he brings to the classroom and the 
school. He’s always got a smile and something nice to say to people. Jorge is pro-union, and 
helped Paul get a few of the signatures when Paul was passing the letter about the school bell 
start time. He is always busy preparing for his own big art shows of his own work and thinks 
people should just be pro-union and says he can’t be bothered with them if they aren’t. He 
values his union membership because it has allowed him to be part of the statewide committee 
about arts instruction and this provides him with connections to other art teachers from across 
the state.  
 
Things to Consider When You are Planning to Run a Campaign 
Assessing Your Current Worksites:  
 
1. How many people have been identified as trusted and respected by a number of people in the 

worksite/ local? (Leaders connect mobilizers into structures) 
2. How many people are actively working in support of the union and have a group of folks that 

they influence? (Mobilizers get activists to show up and act) 
3. How many people are ready to take pro-union action? (Activists see their relationship with 

the union as a participatory one) 
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Club or Union? 
Unorganized Club Union Fighting  Union 

Budgeting Little or no local 
funding 

Funding used to 
recognize activists -- 
stipends, meals 

Funding used to recognize activists and also to 
reach out to members: stickers, buttons, tee 
shirts, picket signs. 

Funding used to release activists to do work, to 
communicate with members, and to open 
opportunities to the newly active. Funding supports 
coalition work and socially focused issues 

Roles A few officers, 
risk of vacancy 

Proliferation of titles 
and stipends to 
Presidential allies 

Tiles and roles generally tied to actual activities; 
if there's a treasurer, there is a budget; if there's 
a newsletter chair, there's actually a newsletter 

Titles rotate regularly, or are even dropped when no 
longer needed 

Bargaining No bargaining, 
or done by a 
single expert 
(UD, President) 

Small group of the 
usual folks on the 
bargaining team that 
the president trusts 

Team represents all major job categories. 
Criteria is whether or not the president trusts 
them and they are recognized by members 

Team represents all major job categories; criteria is 
whether they are trusted by the members 

 Leaders  Volunteers if 
any 

Tends to be the same 
small group of folks 
that populate other 
teams.  Little to no 
risks are taken.  

Elections are regularly held and there are 
sometimes contested positions.  Leaders can 
move others to act.  However, their focus is on 
activism and mobilizing instead of term 
organizing. 

 Are trusted and respected by members, and there 
is a healthy election process with a number of good 
candidates.  Leaders routinely deliver on persuading 
large groups to take public collective action; the and 
actively seeks other trusted and respected leaders. 
Leaders use their agency to take risks that result in 
growth. 

 Advocacy None, or done 
by staff and/or 
local president 
Used as one of 
the few 
justifications to 
pay dues 

Few members may 
help with advocacy 
with much support 
from staff.  Advocacy is 
solely viewed as a 
service to single 
members.  

Intentional identification and training of 
member advocates who conduct low-level 
meetings with support of higher levels from 
staff.  Most advocacy is still viewed as a service 
to individuals with some understanding that 
protecting the work standards are in everyone’s 
interest. 

Advocacy is primarily viewed as way to build worker 
solidarity and ways to exercise collective action in 
response to poor work standards.  Issues to 
organize around. 

 Activity None, or led by 
the union, the 
staff, or by 
union members. 
No ownership. 

Programs for individual 
interest with little risk 
in participating. Led by 
one person, and focus 
of change is on 
personal practice. 

 Works to have leaders design and lead the 
programs. Focus is on change of relationship 
with the union from rank and file to leader. 
Mobilizing and activism are the norms focused 
on traditional worker issues.  

Organizing is the norm focused on the solidarity of 
the group and the work is to apply pressure on a 
system of oppression.  Issues are broad and include 
social movement thinking. 
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Reflecting on Levels of Organizing 
This is a draft framework designed to help you think about your role as staff with your affiliate.  This is in no way complete and is only designed to be used as a 
starting point for assessing your next steps with affiliates.  Each level from Survival to Advanced is dependent on the previous level.   

Levels 
(Staff 
Focus) 

Membership Structure Development Identification and 
Protection of Rights 

Agenda Setting Visibility and Credibility 
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nc
ed
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Leaders (elected and not 
elected) are driving 
membership recruitment 
and engagement.  
Coaching leaders who are 
committed to the contact 
and engagement work. 
One on ones are limited to 
those who are identified 
as emerging leaders by 
other leaders. Exploration 
of options to expand 
“belonging” beyond 
traditional dues paying 
members.  Dues are seen 
as a positive and an 
investment in the 
members.  

There are well-defined, 
member-led, leadership 
and communication 
structures in which there is 
competition for positions. 
Structures are formed 
around various issues, are 
led by members, and come 
and go. Participation in 
these structures are for 
members to collectively 
use their agency for 
change.  Structures extend 
beyond the affiliate and 
work with other 
organizations around 
common values, issues and 
goal. Participation is 
expected by the rank and 
file and participation data 
is shared widely.  

Members lead on all aspects 
of the identification and 
protection of worker rights. 
Staff expertise is reserved 
for legal services and 
consultation.  Members are 
the visible and credible 
source for workplace rights 
attainment and protection.  
Identification and protection 
of rights expands beyond 
membership and affiliate.  
Local is able to wield power 
to demand ‘wins’ that are 
not within their contract 
but align with their 
interests outside of 
bargaining.  

Leaders work with all levels 
of the organization (rank 
and file, issue structures, 
leaders, staff) to set 
agenda.  Leaders work with 
other organizations on 
shared agendas in which 
resources, risks, and 
decisions are shared. 
Organizational data and 
issue research are used to 
drive and evaluate the 
agendas. Members are 
given lists and learn how 
to map their own 
buildings.   There are 
multiple agendas that are 
focused both internally and 
externally.    

The affiliate is recognized 
as long term partner with 
multiple organizations.  It 
shares values, interests, 
risks, and resources beyond 
its own membership.  
Members view their union 
as the primary way that 
they participate in creating 
the society they want to 
live in.  The reputation of 
the union is known broadly 
throughout the community 
as a good one or one that 
advocates for its’ 
community interests.  
Members have confidence 
enough to participate in 
risky, visible actions.  
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Levels 
(Staff 
Focus) 

Membership Structure Development Identification and 
Protection of Rights 

Agenda Setting Visibility and Credibility 
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Staff and Leaders are 
building capacity to grow, 
maintain, and engage 
membership. Focus is on 
member recruitment AND 
retention.  Engagement of 
members in actions that 
encourage ownership and 
build leadership. Staff and 
leaders are focused on 
Identifying potential 
leaders, ensuring worksite 
structures, and connecting 
leaders. One on ones 
focus on values based 
relationship and 
leadership ID. Dues are 
seen both as an 
investment in themselves 
and a transaction for 
support.  

Staff are working to ensure 
building rep structures 
exist and local affiliate 
structures are functioning 
in ways that support and 
sustain the affiliate.  
Structures are coached to 
move closer and closer to 
ownership of collective 
decisions and actions.  
Coaching the structure to 
consider leadership 
pipeline. Participation in 
these structures is 
beginning to result in 
planning and action.  

At the worksite level there 
are leaders and structures 
for addressing  worker 
rights.  There are affiliate 
level structures and leaders 
who work alongside staff to 
support worksites and are 
beginning to lead on district 
level issues.  Members are 
part of the problem solving 
process.  There are well 
established worker rights 
and processes that the 
union successfully enforces. 
Local is able to demand the 
basics that are guaranteed 
in their contract.  

Staff and Leaders work to 
gather information about 
issues workers report from 
their worksites.  Staff and  
Leaders determine short 
term and long term goals 
for both growth and 
strength.  Focus is mostly 
on organizing to achieve  
worker wins and build 
internal capacity. Data is 
used to help support and 
evaluate agenda. 

The affiliate is recognized 
as a credible and respected 
organization capable of 
achieving wins on issues 
important to members.  
The reputation of the 
affiliate is best known 
within the school district 
and its worksites.  
Members have a positive 
view of their union and are 
willing to participate in 
some public actions.  
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 Signing up members, 

maintaining lists, ensuring 
dues collection, providing 
information about the 
benefits of belonging. 
Staff mostly do this work 
and some locally elected 
leaders. One to ones are 
used to survey members. 
Some non-members are 
engaged.  Staff are 
engaging members in very 
transactional or social 
actions and looking for 
people to fill existing 
leadership roles. Dues are 
seen as a transaction for 
services.  

Ensuring basic structures 
required for affiliation with 
state and national are in 
good order. Focus on 
finding local leaders and on 
building a building rep 
system with at least one 
person per worksite. 
Leading effective meetings  
and modeling collective 
decision making and 
planning.  Participation in 
structures is more about 
process than problem 
solving.  

Reliance on union staff and 
staff relationships with 
employer. Members not 
engaged in problem solving 
beyond reporting issues to 
local leadership. Staff drive 
and lead bargaining, work 
place policy, and grievance 
processes. Rights and 
processes are somewhat 
known understood by the 
workers or some policies 
are worked out with the 
employer. 

Staff help newly identified 
leaders understand how a 
union uses a values driven 
mission to achieve change. 
Staff develop a plan 
typically focused on 
membership growth and 
basic affiliate functions.  
Focus is on effective 
service delivery. 
Data is used to track 
members, non-members, 
and leaders.   

The affiliate is somewhat 
recognized.  Members and 
non-members are clear 
about membership status.  
The effectiveness of the 
union in regards to worker 
issues is limited.  Only a 
group of activists 
participate in union 
activities outside of 
socializing. Rank and file 
participation is low and 
engagement of non-
members does not 
happen.  
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Signing up members, 
maintaining lists, ensuring 
dues collection,  providing 
information about the 
benefits of belonging. One 
on Ones focused on 
recruiting and education 
of union member value.  
Staff are engaging 
members in very 
transactional or social 
actions and looking for 
people to fill existing 
leadership roles.  

Ensuring basic core 
leadership roles required 
for affiliation with state 
and national are filled. 
Focus on finding local 
leaders and some 
worksites have building 
reps. Participation in 
structures is focused on 
monthly meetings and 
socializing.  

Reliance on union staff and 
staff relationships with 
employer.  Member is not 
engaged in the problem 
solving process.  Staff drive 
and lead bargaining, work 
place policy, and grievance 
processes. Rights and 
processes are not widely 
understood by the workers 
or clearly established with 
the employer. Focus is on 
‘asking’ employer and 
ensuring good relationship 
with key employer 
personnel.  

Staff help newly identified 
leaders or established 
leaders to develop basic 
agendas focused on 
process for basic affiliate 
functions. Staff develop a 
plan typically focused on 
membership growth and 
basic affiliate functions.   
Focus of staff is almost 
exclusively on service 
delivery. 
Data is on members is 
tracked and information 
on non-members is noted, 
but not followed up on.    

The affiliate is not yet
widely recognized.  
Members and non-
members may be equally 
confused about their 
membership status.  The 
effectiveness of the union 
in regards to worker issues 
is not a part of the locals 
work or anticipated work.  
Members are not likely to 
participate in public actions 
beyond social activities. 
Member participation is 
low to non-exsistent and 
non-members are have no 
recognition or a negative 
recognition with the 
union.  
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New Tactics in Human Rights is a program of The Center for Victims of Torture 
www.newtactics.org ● www.cvt.org 

Creative Commons: Attribution-Noncommercial 4.0 International License ● http://creativecommons.org/licenses/by-nc/4.0/ 

Worksheet: Spectrum of Allies Segments 
1. Active Allies:

You believe you can already count on them to help you.

If your target falls in this area of the spectrum – you tactics will need to find ways to engage your allies even more actively in working with you toward your
goal.

2. Passive Allies:
You think they have the same interest, investment or need to solve the problem as you do, and may be close to agreeing with you about your vision, but
perhaps may not be able or willing to actively or overtly support you.

If your target falls in this area of the spectrum - your tactics will need to help move them to the “active ally” position; increasing their interest and
willingness to be active.

3. Neutral:
These are people, organizations, institutions that may not know about the problem; may not know about you and your work; have no particular investment
in the problem.

If your target falls in this area of the spectrum – your tactics will need to find ways to inform or educate them about the problem and your position in order
to move them to a “passive ally” position. Examine your tactics to be sure you will not move them toward your opponent’s position.

4. Passive Opponents:
These are people, organizations, institutions that you think have some interests that would be opposed to your vision; they may have relationships with
people who are actively opposed to you.

If your target falls in this area of the spectrum – your tactics will need to create doubt about their position, raise fears that their position may be “costly” to
them in some way. You want your tactics to move them to a “neutral” position and NOT to an active opponent position.

5. Active Opponents:
These are people, organizations, institutions that have a big investment in opposing your position (related to power, position, finances, relationships, etc.).

If your target is located in this area of the spectrum – your tactic goal would need to put them into a great dilemma, that any action they would take against
you would be very “costly” to them. Your tactic goal would be to move them into a “passive opponent” position.
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New Tactics in Human Rights is a program of The Center for Victims of Torture 
www.newtactics.org ● www.cvt.org 

Creative Commons: Attribution-Noncommercial 4.0 International License ● http://creativecommons.org/licenses/by-nc/4.0/ 

Problem Statement: _____________________________________________________________________________________________________

Source: Original Source – Training for Change (www.trainingforchange.org) and adapted into five segments by New Tactics in Human Rights. 

Handout: Spectrum of Allies Worksheet Graphic 
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Centering Equity in your Campaigns 
What does it mean to center equity in your campaign? 
Race, class, and gender dynamics, disparities, and divisions permeate our society, communities, schools, and 
classrooms. Systemic oppression is so deeply rooted in our history, culture, and institutions that there is no 
escaping it. Visible or not, the impacts are ever-present. Race, class, and gender justice is the systematic fair 
treatment of all people resulting in equitable opportunities and outcomes for all.  Justice, or equity goes 
beyond being against the systematic use of oppressions like misogyny, racism, and classism. It is not just the 
absence of discrimination and inequities, but also the presence of deliberate systems and supports to achieve 
and sustain equity through proactive and preventative measures. 

To engage in a systems analysis of a racial issue and develop solutions or to test if the campaign demands 
center race, class, and gender justice, good discussion questions to have with partners and union members 
include: 
Problems: What inequities are you 
noticing or experiencing? What are 
the impacts on different groups? Who 
benefits most and who is hurt most? 
Causes: What institutions, policies, or 
practices are causing or contributing 
to the inequities?  What social norms, 
popular myths, or cultural biases 
may be contributing? 
History: How did things get this way 
and are things worsening or 
improving? 
Solutions: What solutions could 
address the root causes and eliminate 
the inequities? How would 
different racial groups be impacted by 
the proposed solutions? 
Strategies: What strategies and 
actions could be used to advance the 
solutions? 
Leadership: Who are the stakeholders 
most affected by the inequities? Are 
they involved in naming the issues 
and solutions? What kinds of 
active leadership roles could they take 
to advance the proposed solution? 
Additional Equity Tool Questions: 
Who is most directly impacted? 
Who has been left out? 
How can they be directly engaged? 
How do our demands center race, 
class, and gender justice?  
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Racial Equity Tool 

Introduction: A Racial Equity Tool is used for making decisions with deliberate attention to racial justice, equity, and inclusion. It provides a guide 
and protocol for race- and equity-conscious decision-making that is thoughtful, transparent, participatory and systematic. It can be used for a variety 
of decisions, such as assessing existing or proposed policies, practices, plans, programs, budgets, etc. 

Why use this tool? This tool can help us to align our words and actions with our values, priorities and aspirations, and to: 

• Consciously, actively, and continually prioritize racial justice,
• Eliminate, reduce, and prevent harm, exclusion, inequities, and bias,
• Ensure that stakeholders, especially those most marginalized, are actively and authentically engaged in needed change efforts, and
• Build practice and organizational culture that advances racial justice, social justice, equity, and inclusion.

Who uses this tool? This tool is best used by a diverse team of people from different parts of the organization, that can also include external 
stakeholders and partners. For each specific use of the tool, the team will identify and engage the most relevant stakeholders, especially those most 
marginalized, under-represented and directly affected by the decision under consideration. When using equity tools, who is doing the assessment is 
as important as what you are assessing.  An inclusive process will yield more inclusive results.  

How do you use the tool? The tool involves a series of steps that can be followed sequentially. The process is also iterative so, with new 
information, you may need to jump back to a previous step to revise your findings. Each step provides questions for consideration by relevant 
stakeholders. Be sure to allow ample time to thoughtfully and inclusively address each step. It is not meant to be used and completed in one sitting. 
It often requires time to gather information and consult with various stakeholders over a series of meetings or engagements. The tool is designed to 
be widely applicable to many different kinds of decisions. Every question may not be relevant for every decision. Feel free to tailor add other helpful 
questions to inform your decision. For more significant or controversial decisions, you can address all of the steps and questions for a robust 
analysis. For less consequential decisions, you can select the most relevant questions and do a simpler and shorter analysis. While this tool 
foregrounds race as a central focus, please address other relevant or intersecting power dynamics. 
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Racial Equity Tool 
Step Questions to Consider Findings / Notes 

1. Clarify
Goals

• What kind of decision is under consideration (e.g. policy, program, budget,
working conditions)?

• What results or changes are you seeking to advance racial/social justice?

2: Engage 
Stake- 
holders 

• Who is most directly impacted, especially those most marginalized under-
represented (e.g. staff of color, lowest paid workers)

• How can they be meaningfully engaged, and empowered in this process?

3. Analyze
Data

• What is the relevant history and current context?
• What data do we have and what do we need? Is it disaggregated by race?
• Who benefits and who is most burdened? How are different racial/ethnic

groups affected differently?
• What are the root causes of the problem? Are there intersecting dynamics?

4. Generate
Options

• What proposed solutions can address the root causes and change systems?
• How will this proposal advance racial justice, equity, and inclusion?

5. Assess
Impacts

• What are the positive & negative impacts on different racial communities?
• How will communities of color benefit from each option?
• How can this help counteract dominant patterns of white supremacy?
• What positive values, norms, and narratives can we affirm and project?
• How does this align with our values, vision, mission and priorities?

6. Decide
Solution

• What are the pros and cons of each option?
• Are there ways to revise the options to prevent adverse consequences?
• Which option best advances equity?

7: Develop 
Implement
-ation Plan

• What strategies, staffing, and funding are needed to ensure success?
• What is the implementation plan & timetable? Who will move it forward?
• How will we document & measure progress? What are success indicators?
• How can we ensure ample communication, participation & accountability?

Step 8: 
Operation-
alizing 
Equitable 
Change 

• How can we operationalize equity practices to sustain success?
• How do we institute these changes so they become ongoing practices,

protocols, habits – a part of our organizational culture?
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Worksheet for Comparing Racial Impacts of Different Proposed Solutions 

1. Use this worksheet for Steps 5 and 6 of the Racial Equity Tool. List the different proposed solution options to assess in the top shaded row.
2. For each option, list potential positive impacts and negative impacts for different racial groups. In the bottom row, list other noteworthy

factors or findings, such as intersecting dynamics (e.g. gender, class), geographic or generational differences, etc.

Solution Option 1: 
________________ 

Solution Option 2: 
_________________ 

Solution Option 3: 
_________________ 

Potential 
Positive 
Racial 
Impacts 

Potential 
Negative 
Racial 
Impacts 

Other Notes & 
Considerations 

 (Adapted from Race Forward, Revised 1/31/21) 
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