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Facilitator Agenda: Day 4 Coaching Campaign Cycles (WITH LEADS) 
	General Materials Needed:
	Room Set-up: 50 people max

	1 Set of Handouts per Person 
Name Tents with the Norms
Room signs, Stick on Name Tags
Chart Paper (4 to 5 full w Sticky Strip) 
	Materials Box for each table with:
Markers (Mr. Sketch variety)
Post its – 3x3” and 4X5” sizes
 One ream of white photocopy paper

	No podium, table with projector big enough for laptop
Long Rectangle table at back for facilitators
Round Tables for participants
Projector, Screen, mics, and Speakers
Carousel stations and reporting stations 

	Key Outcomes for the Event:
Participants will understand a high-level overview of the purpose of the Campaign Lab 
Participants will understand that Leads, Coaches, and Campaign Coaches all have different roles in the Campaign Lab
Coaches and Mentor Coaches will understand each step of a homogeneous campaign cycle 
Coaches and Mentor Coaches will be able to identify possible challenges for each stage of the cycle and develop coaching questions
Coaches and Mentor Coaches will apply coaching practices for leads that allow the agency to design, implement, troubleshoot, and measure progress of each part of the campaign cycle. 
Team Leads will understand how to introduce and lead their organizing teams through each step of a homogenous campaign cycle
Team Leads will dig deeply into how to build an organizing team, identify a theory of change, and cut an issue
Team Leads will learn how to calculate the people needed to achieve the demands of their campaign cycle
Team Leads will be introduced to power analysis, strategy, and design of tactic escalation


	

	Overview of Content, Time, and Facilitator Assignment

	8:30-9:00 Entry and Welcome 

9:00 –10:30
Who are the people you need? 
Social Mapping

10:30- 10:45 Break 

10:45-11:15am 
Assessing Your Base
             Organizer Math 

11:15-11:45am
Recruitment Practice 
What are some pitfalls?  (Group Discussion) Frame Model Group Practice 
	Ellen  
 

Amanda/Carrie
 
 




Carrie /Amanda 

	11:45-12:30pm  Coach and Lead Check In

12:30-1:00 Ending it Right
What is next from us

1:00-  Lunch on your own and Adjourn

	Carrie and Amanda

Carrie, and Amanda, and Ellen



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

	

	Charts, handouts, articles, materials, slide

	What are you saying, what are they doing, what questions will you use to guide learning and make clear the important points
Include an estimate for how long each section of the learning will take

	What question(s) will this learning answer? What will participants know or be able to do?

	7:00 -8:30 – Team prep, practice, room set up, sound check, etc. 

	Entry Activity


	8:30 -9:00
	
	30 Mins TOTAL Getting Started
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	Norms in Handouts
Agenda on Slides
Parking Lot Chart
Name Tents
Handout Package
	5 Minutes – Welcome Back
2 Minutes Agenda and Housekeeping
2 Minutes Agreement Revisit

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

	9:00-10:30 Amanda/Carrie
	
	45  Minutes - Who are the People You Need to Win?
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I. Organizing across difference and fear

Opening: 20 min
The power of organizing the union is how it unites working people across deep difference. We know that organizing is scary – people may feel that they are risking their jobs, even with a union. But if we want to build enough power to win, we need to organize beyond those that already support the union. 

(Group discussion) 

· AK: Ms. Madison story.
· Does anyone have a story about leaders that came together despite differences or fear?  What worked? What was hard?  

· It’s not easy to bring people together across difference and overcome fear to take action publicly.  What does it take?

Brainstorm, and ask guiding questions to get to some of these ideas:
Building trust, authentic conversation based on shared interest, shared enemy, building a strong plan to win etc.
 
· Why do we need to organize people who might not yet be union supporters into the union and our campaigns?
Only way to get to majority and people power to win.

1.5 Definitions 
We are going to talk about leaders, activists, mobilizers, and organizers in this section, so first let’s make sure we are all on the same page about what those words mean. 

What is the essential quality of a leader? (popcorn answers- they have followers)

The word leader has a lot of connotations depending on who you are talking about, but in the organizing world, the most important thing to understand is that they have followers. 

What’s the difference between an activist, a mobilizer, and an organizer?
(popcorn answer)- An activist will take action but they are really only speaking for themselves; a mobilizer activates people who are already on board; and an organizer uses strategy to unite people in acting collectively. NOTE- you will need all of these people for a campaign.

Here is a story about these terms. 

Once upon a time back when I was a teacher and a rank-and-file member I spent a lot of time going to the school board with the same group of 5-10 folks. We would make all sorts of demands. We were loud and unafraid and firmly on the right side of history. We seldom won anything meaningful. 

Then the West Virginia teacher strike happened, and I learned something very important from them- the need to identify leaders outside my normal social circle in order to build power. Because me and my 5 friends didn’t have enough power to win anything, no matter how righteous we thought we were. The WV organizers knew that there was no way they could build enough people power to lead a statewide wildcat strike by only talking to coworkers who already agreed with them.  It was a really conservative state, after all! Their story totally changed my way of thinking. 

So, me and my 5 friends got serious and made a plan to identify leaders across the political spectrum in order to build our campaign. 

I started where I was at- my workplace. First thing I had to accept- I was not a leader. Why? Because I didn’t have followers!  People were just waiting for me to get fired for running my mouth. 

I knew there were different social groups at my school, so I had to figure out who these groups really looked up to, who they trusted, who they went to for help. There were some standouts- Ms. Cawl, Ms. Diaz, and Mr. Diaz (not related) were all respected by just about everyone at my school.  Ms. Diaz and I were both EL teachers, so that gave me an opportunity to develop a relationship. Ms. Cawl had the classroom next to mine, so I made it a point to talk with her every day. I learned why both of them became teachers, what had changed since they started teaching, what was important to them outside of their job, what their strongest values were. Once we got to know each other, that’s when I started to do the real organizing 1:1s- to discover what they thought the issues were, and what should be done about it. I let them help shape the vision for a solution.  Both these women were already members, so it made it a little easier to talk to them about organizing, and basically they became my ambassadors to talk about whatever action we had coming up, Because so many people respected them from different groups, I could say, “hey, do you know anyone in the 7th grade hallway who might be interested in joining us?” And they always did! I recruited Ms. Diaz and Ms. Cawl, and they brought the other leaders on board.

Mr. Diaz was harder. He had worked there the longest, and he was very skeptical of me. He was not a member and did not have a great opinion of the union. However, he was by far the most respected leader at our school. So I had to win him over. I actually volunteered to co-lead our middle school talent show with him for 3 years before he joined the union. But once I had these three on board, I could ask them to ask others to join actions. And that's when things started to heat up. 

Gradually we found leaders all over the district, like Mrs. Madison, who we never would have imagined working with. And that’s how we went from a small group of friends to thousands of teachers marching in the streets. 

Question- what words would you use to describe me at the beginning of this story? (activist). What shifted to make me an organizer? (strategically identifying and recruiting leaders to build the movement). Did becoming the organizer mean I was at the center of attention? (no!) And how did I get the leaders on board? (by intentionally forming real relationships through listening, and offering a vision they could co-create with me). And what were the results?

Ok- all of that is fine. But first you have to find your leaders. That’s what you are going to do now.

II. Social Mapping Workshop: Build the power you need to win. 30 min

· Why are we looking at an emergency route map? (slide_)
It shows where people work, and who cross paths every day. It helps us map out who we need to organize. 

· If you have a list of people in your school, pull that up. If you don’t you can write down names of people in your school on a piece of paper. 

· We are going to go through a series of questions to build an analysis of who we have and who we need.  You can take notes on the paper.

1. Who are the groups in your workplace?
· Department
· Social Groups
· Who carpools together?
· Shares a language or culture?
· Shares political views?
· Are relatives or neighbors?
· Who are the smokers?

2. How do these groups each relate to the school administration?   District administration? School board or trustees? 

3. What are the biggest problems facing this group?

Keep your observations respectful and factual, not gossipy. The idea is to find insights that will help you organize with these co-workers, not repeat stereotypes or gripes about them.

4. Assess the support for the union now.
· How many people in your worksite are dues-paying members? 

· Are some groups more likely to become members than others? 

· Which groups are less supportive of the union and why? 

· What will happen if you don’t win the support of each of these groups? Which groups actively influence their peers or community?

5. Identify leaders: How many and which individuals are respected trusted figures in their group? 

Which groups are your current leaders in?  
 
Which groups don't have leaders engaged in the campaign? 
 
How do you identify new leaders in the different groups?


· Your team or organizing committee will become the leaders from the different groups. 

· You don’t need to build your committee all at once.

6. Let’s look at the three kinds of leaders: I’m a leader, We’re all leaders, Interdependent Leadership

· Recruiting leaders is the first phase of the organizing plan before you take action.


III. Assess your strength  - 25 min

1. Now that we have an organizing map laid out. How might we assess and structure our organizing  power?

2. Core Group, Activists, and Supporters. 
(Show the bullseye:  https://www.labornotes.org/sites/default/files/13AimForTheBullseye_0.pdf)

In a campaign, we need to develop a plan to deepen the involvement and activation of each level that moves people towards deeper involvement. Our tactics should grow our organizing power. Knowing your base, the social dynamics, the power relations will help you effectively organize your base and harness their power in the campaign.

Which groups are your leaders, activists, solid union supporters in?


What are the Key Points










	Participants will be able to analyze a scenario and conclude what are the differences between leaders, mobilizers, organizers.  

Team leads will understand how to identify leaders on a field that includes more than individuals who are already active members of the union. 

Team Leads and Coaches will assess what next steps might be if locals are not focused on the leaders who actually move people 


	10:30-10:45
	
	Break 
	

	10:45- 11:15
	
	30 Minutes - Assessing Your Base
	

	[image: ][image: ][image: ][image: ][image: ][image: ][image: ][image: ][image: ]
	
	
I. Assessing Your Base
Do you have the power you need to win? Do a plan to make your people visible?

Let’s go back to your demand.

What is something that would guarantee that you would win if you had this many people doing what? That’s the top of your campaign mountain.

II. Organizer math
Does anyone know what organizer math is? (popcorn answers)

Organizer math is about figuring out how many people you are going to need to win. 

For example, imagine you have to win a union recognition vote by getting a majority members of a bargaining unit to vote for your local. That number, 50% +1 is an actual number that can be calculated. That’s your win number. 

Should that number be your goal? (No! You want to pad that number so it’s not so close. )

I don’t know about you, but when people tell me big numbers like “You have to get 2700 people to do a thing” I get overwhelmed. And yet organizers figure out how to do this. How? Organizer Math!

We are going to pretend for a moment that all of you are one local, and your actual worksite is a part of that local. This local will be hypothetical, but we are going to use the real people you work with for this activity. 

First, let’s do a count of membership. How many total workers are there at your worksite, and how many are members? If you don’t know exactly, give it your best estimate. Let’s total up how many workers and members we have. I have taken the liberty to create a spreadsheet with your worksites (by your name) and I’m going to roll call your numbers. 

Ask each campaign lead to report out and facilitator types in their numbers to get a total worker/member total.

What’s our win number? (50%+1)
What do we want to win by? (let group tell you)

Ok, let’s analyze strategically. Where is our membership the strongest? Where might we most easily find the most leaders ready to help? (identify the locals with highest member density). 

Fortunately, we have a rep at every worksite right now-that's you campaign leads! Ok, structure test! We want to launch our campaign next week with a rally and we want to look strong doing it. So let’s figure out how many people we can turn out right now. Realistically, how many of your coworkers could you pledge to bring if this rally is happening one week from today? 

(Roll call and tally) Get people to cheer for encouragement. 

Is that enough people? Does that meet our win number or our goal? 

How could you increase that number? Who else could you reach out to who might have different networks than you? I’m talking real people here, your actual coworkers. Make a list of who they might be. 

Congratulations!!!! You just did organizer math! Someone tell me what we did?
1. Created a goal 
2. Broke that goal down by worksite
3. Asked leaders to turn out their network
4. Brainstormed how we could find more leaders when the number wasn’t enough.

Wrap up questions:
1. Why did I roll call you and project your numbers? (Create accountability) What if you did that at an organizing meeting? Who then is responsible for the turn out (everyone, not just you!) What happens if you don’t track turn out at the actual event? (Accountability falls apart) What are some good ways to track accountability (sign-in sheets, RSVPs for buttons or tshirts)
Some groups of workers are harder to reach than others. What barriers do those groups face in participating? How can you ensure those groups are intentionally represented in your organizer math?

	Participants have clarity on the strength of their membership base.

Participants learn about the organizing numbers they need for successful campaign tactics and victories.

	11:15-11:45 Carrie/Amanda
	
	30 Minutes- Recruitment Practice
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Breaking Bridging Bonding
As we see divide and conquer tactics, breaking this country apart. It’s impacting our union’s strength and weakening the value of solidarity.

The Othering and Belonging Institute talks about what is happening.

BREAKING: Social ties among an exclusive group which explicitly pushes away from other groups who are seen as dangerous, a threat or not powerful.

· BONDING: Social ties that link people together with others who are primarily like them along some key dimension. These are genuinely easier to build than bridging social capital.

· BRIDGING: Social ties that link people together with others across a cleavage that typically divides society;  bridging expands the circle of human concern to build a more inclusive “we”. Bridging work must consider power differentials and can look very different depending on the structural conditions within which bridging happens  To be clear, bridging is not about “saming”—that is, subsuming or erasing existing smaller “we” identities as we create a bigger “we.” Bridging creates a space that is larger than the sum of its parts, that honors and affirms the multiple identities that individuals and groups bring to the table.

Let’s keep this in mind as we think about how to bring different social groups together to unite as a union.

How do we bring people into this work? 
Recruiting people into our campaigns is key for growing our movement. 
Quick Check in the room/table- how do you typically invite people into your campaign? What brings people into the campaigns? If time, table talk or share. If not time, have people popcorn out. 

Best practices: 
· Having face to face conversations. 
· Listen more than you talk. 
· Understand the persons interests across from you. 
· Practice, practice, practice. 

             Structure of an Organizing Conversation: LAVA 

Exercise: Think of a leader who you need to get involved who has not yet committed. What do you need to do to gain their trust, gain their support, commitment or unity?

Inoculation
Overcoming fear
Having a plan to win

LISTEN:
· Introduction  
· Ask Questions! Get to their Issue
· Listening is one of the most important parts of any organizing conversation. Listening is how you find out their issues and identify what’s going to motivate the person to get involved.
· In the best organizing conversations, you do 20% of the talking and 80%
· Ask them concrete questions about their experience at the school
· Ask follow-up questions to identify their issues and agitate them. Feel free to share a bit about your own experiences.  Remember, developing a relationship is about developing trust.
· Find out what they care about, what their issues are.
· Some techniques of a strong listener are: 
-Paraphrasing
-Summarizing
-Acknowledging
-Encouraging
-Supporting
-Delegating
-Follow-up Questions
-Listen for feelings
-Open body language

AGITATE:
· Make them see that they aren’t alone - and people are coming together so the decisionmaker will listen.
· Keep the conversation flowing.  
· Make links between the organizing vision and their own personal or community experience.
· Use your personality; people get involved because they like you
Be genuine. Don’t argue.

VISION:
· Offer a vision of what we can achieve when we come together. 
· Share a vision of the plan and lift up core strategies to achieve change.
· [Work with leaders to develop key messages about the campaign’s vision]
ASK:	
· Make a Clear Ask: Communicate exactly what you would like them to do 
· Don’t apologize: Asking people to do things may go against some of our instincts. Sometimes we try and cover it up by using apologetic language
· Use firm language:  Avoid saying “try”


	
Participants learn the fundamentals of an organizing conversation.

Participants feel better equipped to have an organizing conversation with a leader they need to recruit.

Participants learn how to coach others in how to have an organizing conversation.

What is the outcome? Why did we think we need to teach them about recruiting into a campaign?

	11:45-12:30 Carrie/Amanda
	
	 Coaches and Leads Meet about Next Steps + Questions
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	Discussion with your coaches and mentor coaches and identify your concrete next steps

Coaches and Leads will have time right now to work together. 
 
What are the key take aways for your work? 
What are the areas where you need more clarity? 
What feels most important as a next step?


	

	12:30-1:00 Carrie, Amanda, Ellen
	
	30 Minutes - Ending it Right
	

	[image: ][image: ]
	
	Questions, Connections, Reflections
Housekeeping announcements

	Participants will be able to bring a little closure to their learning and provide feedback on the day. 

	1:00-2:00
	
	60 Minutes - LUNCH on Your Own AND Adult Choice Networking Activities Should we just adjourn at 1pm? Seems like we can encourage folks to lunch with people they want to have a deeper conversation with, but that we would wrap it before then.- Carrie
	

	

	
	This is a time for participants to meet and discuss any issues they are thinking about with other members of the group.  This is not led by facilitators and highly encourage to occur in any other space besides the conference room. 
	Participants will make useful connections with staff from other affiliates. 

	2:00 Adjourn
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> Identify one leader from your organizing map that you
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> Why are they important to organizing? Who are they?
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> What might be an obstacle in getting them on board?
What might be possible if they join.

Take a minute and reflect
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Assessing the Strength of Your

B33 sders: How many leaders do you have? How many do
you need to strengthen your union base?

« Mobilizers: Determine how many people are currently
working actively for the union and how they influence their
peers.

* Activists: Identify those among the faculty who are ready to
take action in support of union interests when the
opportunity arises.

* Union Members: Identify which groups your union
members are in. Do you have activists who aren't dues-
paying members.

+ Disengaged: How many coworkers are not participating in
the union?
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