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DO NOT USE - Day 2 Coaching a Campaign Leader Facilitator Agenda 
	General Materials Needed:
	
	

	Name Tents with the Norms
Room signs, Stick on Name Tags
Chart Paper (10 full w Sticky Strip) 
	Materials Box for each table with:
Markers (Mr. Sketch variety)
Post its – 3x3” and 4X5” sizes
 

	
	

	
	

	
	

	DAY 2: SATURDAY March 14th Overview of Content, Time, and Facilitator Assignment
	

	7:30- 8:30 Light Breakfast 

8:30-9   Welcome + Grounding

9-9:30   Interrupting 2.1

9:30-10:15 Coaching Equity 2.2 

10:15-10:30 Break

10:30am-11:15am Practice Coaching

11:20am-12pm   Using Assessments in Coaching Campaign Leaders   

Lunch – 12:00 -1:00
	Participants

Carrie

Kristin & Melissa

Bekah 



Bekah 

Salina
	1:15 –2:15 Coaching a Campaign Leader 2.3

2:15-2:30.  Break

2:30-3:30 Coaching the Shift from a Services to an Organizing Model 2.4

3:30-4:20 

4:30 -5:00 Adult Choice Networking

5:00 Adjourn
	Kristin



Katie & Salina


Melissa  & Zac


 
	Time Slides Facilitator 
	Resources
	Instructions, Activity and Debrief (Facilitator Script)
	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. and Breakfast

	Entry Activity


	8:30 -9:00. Carrie
	
	30 Mins TOTAL Getting Started
	

	
	
	Opening: 
Grounding/Ice Breaker
Review what we covered yesterday
Pair share what resonated for you
Agenda for the day
Check in on shared agreements

i. A core coaching skill is knowing how to take a deep breath and how to guide someone else in taking in a deep breath. 

            So let’s breathe!  

Find a comfortable position. In your seat, standing, or evening on the floor.  
Close your eyes, and begin take inhales and exhales at your own pace. 				
Once your find the rhythm of your breath, become more intentional with your breath. 					
Inhale through your nose, exhale through your mouth.
Try this on for about 4 cycles of breathing (ex. one cycle of breath is a
full inhale and exhale)
Now that you’ve gotten in tune with your breath, let's slow down your
breathing even more.
Take an inhale hold it for 4, 3, 2, 1— exhale let it go 4, 3, 2, 1.
Keep that pace until your timer goes off.
Let’s talk a moment to debrief our breathing. Take a moment to reflect.
What stood out for you in mindful breathing?
What shifted in your body? How do you know?
Would anyone like to share?

	Norms in Handouts
Agenda on Slides
Parking Lot Chart
Name Tents
Handout Package


	9-9:30am. Kristin & Melissa
	
	Practicing Interrupting – 30 min
	

	
	
	[Sources: Blooming Willow + Teal Burrell, March 2018, The Science Behind Interrupting ]
a. Our role in coaching a campaign leader does involve guiding someone towards intentional action. For example,  to build a committee, work with a team to develop a plan, take risks in a campaign, drive a focused campaign, deepen organizing and participation?

b. Today we will introduce some tools to support a structured approach to coaching. However first we are going to start with a key technique you will need in coaching to develop a campaign leader. 
c. Types of Interruption
We are going to explore the practice of “Interrupting.” When we hear the idea of interrupting, how does that make us feel? (encourage honest responses, feels disrespectful, silencing, triggering, etc).  These are called intrusive interruptions  - and not the kind of best practices in interruption we want to perpetuate :)

SLIDE:
Intrusive interruptions: 
· Disagreement: Jumps in to voice a different opinion
· Floor-Taking: Takes over the conversation, but stays on same subject
· Topic-change: cuts in to change the topic
· Summarization: Paraphrases the speaker’s point, often minimizing it
    There is another kind of interruption. Has anyone heard of “Cooperative Interruption”?
  {If no one has heard of it, you could invite some volunteers to make an educated guess.}

SLIDE:
Cooperative Interruptions
Agreement: shows support or elaborates on the speakers idea
Assistance: provides a word or phrase the speaker was searching for
Clarification: asks for an explanation about something the speaker just shared. 

d. Show SLIDE: “Interrupting a coachee by inviting them to Pause as needed to support them to move with greater intention.” Blooming Willow

Interrupting may be experienced as rude, but as framed here we can see it is a skill that coaches need to develop. Our role as a coach is to maintain focus in the coaching conversation and  steer the leader to focus on the coaching agenda they laid out. 

What do we mean by pause?
Taking a moment, taking a breath. Pausing allows the leader to achieve deeper intention in the coaching conversation.

e. WHY might we need to interrupt when coaching someone? (Ask the room, encourage discussion)

 Summarize: The coach sometimes will need to interrupt the leader “pause and focus on themselves instead of others, move away from obligatory storytelling, stop negative self-talk, and receive support to focus on their coaching agenda. 

Our role as a coach is to be the guide, and when someone gets them off track, bring them back into clarity so they can find their way.

f. WHAT do we mean by interrupting the person being coached? 
SLIDE: “Process of stopping someone from continuing what they are saying by suddenly gently speaking to them, or making a noise” Blooming Willow

g. WHEN: When should we interrupt? To support someone to move forward, focus or go deeper such as: (Brief Slide). Coaches get permission to interrupt when the leader goes into.....

1. Background info: We just need to know the impact on the coachee, not what led to it.
2. Long stories: Only need to know what’s important about it, not all  of it in detail
3. Details about Others: Should focus on the coachee, not the people around them.
4. Loops – Repeating same thoughts, stories, words, phrases
5. Confusion – Coachee is lost and needs a moment to reset
6. Boredom – Coachee doesn’t seem interested in the direction of the conversation.

Coaching Tips:
· A coach supports greater clarity – and helps someone tap into their own wisdom.
· Help an individual discover new thoughts, beliefs, emotions that strengthen their ability to take action and achieve what’s important to them.
· “Bottom-line” or understand the essence of the person’s communication and support them to get there rather than engaging in long stories.

10 min Activity: Let’s try it!
Table group activity
(Adapt...) Interrupting can be challenging,  In this exercise, you are going to develop prompts that are authentic to you to interrupt a leader to support them to pause for deeper reflection – “without throwing them off energetically.”

Let’s pause and write down some potential prompts you could use to cooperatively interrupt someone. For example, Let’s take a moment to breathe. I don’t want what you just shared to get lost, let’s take a moment to breath. 5 min write, 5 min pair share.

Debrief: 5 min

	The group understands interupting can be a tool for good! We work them through the awkwardness of interupting and let them explore what that might feel like in a safer space. 











The group understands there can be different ways to interrupt that are actually helpful in getting the coachee to dig deeper on a specific topic or think about things from a new persepctive. 

Ultimately we want the coaches to feel more confident taking up space to coach and steer the conversation. 

	9:30-10:15am
Bekah + another person

	
	Centering Equity in Coaching

	

	
	
	 
I. Framing Equity
Interrupting to support the leader to explore equity is sometimes needed. What do we mean by centering equity? Ask group. 

In this next session, we are going to explore core concepts in equity, review a helpful equity tool, and practice coaching equity. 

We center equity because it is the only way we will achieve equity – by being explicit, intentional and engage in a continuous process to center it.

II. Introduce Centering Equity Tool

To center equity, we want to be explicit about asking direct questions that center race, gender and equity. What are some common equity themes in leadership? Small group activity or large group?

III. Coaching Equity

Group Activity: 15 min Small table discussion with a facilitator at each table.

How might we coach leaders on centering, navigating, and advancing equity? How might the tool assist? using

the tool? What might be some questions a coach could ask that centers equity? What might come up for the

leader as they explore issues of race, gender, culture, etc
	

	10:15-10:30am
	
	Break: 15 min

	

	10:30-11:15 am Bekah

	
	Practice: Coaching Equity – 45 minutes

	

	
	
	Group of 3. 
One person brings a problem of practice that involves issues of equity (something specific to how systemic inequities play out in their local union, campaign or worksite) 12 min for each coaching session, 3 minutes of debrief

Large group Debrief / Energy Activity if needed

	

	11:20am-12pm Salina

	
	Assessments to Guide Coaching – 40 min
	

	
	
	I. Assessment Tool
Present and Discuss Tool: 10 min


Winning impactful change requires a certain amount of membership and community power. Using that strength and achieving wins in ways that are visible helps us with another factor in building power – growing membership, developing leaders, building organizing structures, and stronger community alliances.

This Assessment Tool for Local Strength and Growth helps a team in a local understand where they are at and develop sharpened goals and priorities for the work ahead.
This proactive evaluation can identify strengths and weaknesses, highlight areas for growth, and ensure the union remains relevant and powerful. 

Emphasize:   The assessment is a critical tool to building a strong union no matter where you are at. Unions with success in campaigns and organizing need to conduct assessments to know where to prioritize areas for improvement and buid plans for the organizing structures to be maintained. The assessment can help locals unions that are just in the early stages of deepening member participation organizing to get to majority or win their first contract know what to prioritize. 

In the Campaign Lab, we are using the Self Assessment of Local Strength and Growth Framework.  This is a compilation from a number of “effectiveness tools” and input from folks like you. 

Here is how you use it.  First it is simply a planning tool.  There are five broad categories
1. Organizing and Engaged Membership
2. Bargaining and Worksite Advocacy
3. Communications
4. Member Education
5. Infrastructure
Each Category is separated into key components and then into descriptors.  Each member of the Local’s team selects the descriptor in each row that BEST describes their local – nothing is going to be a 100% match.  The total your ratings for each category. Low score indicates a strength and a high score indicates an area for growth. 

These questions are at the end of the assessment and are critical to development an analysis. They can also be helpful coaching questions:
1. Has your local set goals for membership growth and participation? If yes, what are they?
2. What do you think are your organization’s main strengths that will allow you to build a strong union and effective campaign? 
3. Overall, which of the areas in the assessment do you think are the largest challenges for your local? 
4. In the areas that you’ve identified as your biggest challenges, what are the main barriers your local faces? 
5. Which of the above areas do you think should be the top three priorities for your local to address? 

Small Group Activity: 20 min
Thank you to the volunteers who completed the assessment tool and agreed to be coached. We are going to break up into groups of 4 or 5 to practice coaching a leader in understanding what is surfaced in the assessment and develop actionable steps.  This will be a fish bowl small group activity where someone will start coaching, and then others in the group will tap into becoming the coach. When a new coach taps in they need to build upon where ever the coaching conversation is at to move it forward.

Everyone get’s a copy of the completed tool that the volunteer participant completed.  

Debrief

	



	12pm-1pm
	
	LUNCH
	



	1pm-1:15pm
	
	Grounding activity and creating space for anything that has come up for folks. Acknowledge centering equity is not easy and can surface experiences of harm, tensions, feelings.

	

	1:15pm-2:15pm
Kristin
	
	I. Coaching a Campaign Leader
Presentation: 15 min
a. Assessment will surface core priorities to incorporate into the campaign such as developing skilled leadership, forming accountable committees, growing and activating the base, including members and communities into decision-making.
b. Campaign Plan: Why, How, What
i. Campaign Plan is another critical tool needed to support campaign leaders. Why do we need a written plan? What is challenging about developing a plan? 
c. Share campaign plan tool: Core components of the campaign plan.  Acknowledge more training will be available.

d. Activity: 25 min Small Groups
How might a coach support a Team Lead in developing a campaign plan? Let’s look at this campaign plan template.

 Small group activity to identify common challenges in various areas of building a campaign, and develop 2-3 questions for each section. So each section would have 2-3 challenges and 2-3 coaching questions. 

Show Slide: Training for Change questions

e. Report out and Discussion: 15 min
 Groups present back and large group discussion

	

	2:15pm-2:30pm
	
	 BREAK
	

	2:30pm-3:35pm
Katie & Salina
	
	II. Coaching the Shift from a Services to Organizing Model

Services to Organizing: 20 min
We spend a lot of time talking about the need to shift from service to organizing. However, the reality is- members have expectations of their union. They want services and help. Which is reasonable and will always be a core of our unions' work. However- how we respond to or structure supporting members with their concerns/requests can help transform our unions.  Let's start by examining the hall marks of a service culture and an organizing culture. 

Service model is episodic. Focused on numbers- members, grievances solved/filed, bargaining, participation is linked closely to established roles, information is funneled through only a few select positions, focused on delivery of support or contract/board policy enforcement. Bargaining is led by staff and a few members. 

[bookmark: _Int_KC83DI8O]Organizing model is continual- it shares a vision that is developed by members, it is the number of new leaders invited into the work of the union, the number of building reps taking on grievances/issues, its focused on the number of members involved in solving problems. The message is carried forward by a large group of people. Bargaining is lead by member committees with many many members involved. 

Looking at the slide and the definitions, on the spectrum- where would you place your local. Hold up a hand that reflects where your local is. 1 being total organizing model 5 being complete service model. 
Quick Share out from the group- why did you rate yourself this way- share out one function that you believe show cases your personal rating.


Activity: Take an activity your local consistently does. Divide people to review the following topics (or have them choose):  
· PAC Drives, 
· Bargaining, 
· Membership, 
· Grievances/Arbitration, 
· Answering Member Questions, 
· Budgeting, 
· Finding Members for Committees. 
· Information Sharing 

Create a T-Chart: What are some current hallmarks of this task that are a service culture (left side)? What could you change about this task that makes it more of an organizing culture (right side)? 

Each group shares out what marks these for service and what they could change about them to move into an organizing culture. 

Changing the mindset, culture and practices of being a services (30 minutes)  
Who here as gotten the call from a member that wants their time and energy right now? 
Many of us have. Quick turn and share, what is so hard about this moment? How could we change this moment to reflect an organizing culture? How might we coach a leader navigating this shift?  

Refer to Problem Solving: From Good Service to Centering Worker Agency

Activity: A building rep calls the office looking to get help with a member who is facing a bad evaluation. They want the local president/staff member to step in. How do you coach the building rep to take on this situation and support their colleague. Note they like the admin and think the colleague may need help, but the admin is being overly harsh. 

Get into triads- 1 person is the building rep calling, 1 person is the coach, 1 person observes. 

Share out- what was something you heard that resonated/changed your mindset? 

Key Points (5 minutes): 
· Helping build member agency is how we shift a service culture. 
· Engagement is the best way to retain members. 
· Larger engagement of the members leads to more creative and not typically considered outcomes. 
· Engagement and moving towards an organizing model is how we shift towards a more inclusive union culture, away from “the union” to “our union”. 
· Any plan that does not include engage members, cannot be a part of our plan. 

	Participants will learn the difference between the service and organizing models. They will learn how to take a task and change it from a service model to fit into organizing model culture.

Participants will learn to coach members/leaders into building their own agency. Rather than doing for the members (service) they will learn how to coach members to use their agency (orgnaizing). 

	3:35pm-4:20pm
Melissa & Zac

	
	III. Coaching Triads - 45 min
	

	
	
	A. Framing - 10 min 
(Present/large group discussion)

a. What is a Problem of Practice? Defining goals and priorities.

b.  Coaching the Person or the Campaign?  

c. Coaching the person for the sake of the campaign. 
Expanding their capacity increases the capacity of the team to drive the campaign. Are you walking them through the THINGS/TASKs of the campaign- or are you helping them to find the TASKs that build their own campaign. 


Activity:  20 min
Practice coaching stickiness in leaders to enable them to become more effective campaign leaders.

Wrap up: 5 min

	

	4:20-4:30pm
	
	Debrief day and what’s ahead for next day

	

	
	
	Questions, Connections, Reflections
Housekeeping announcements
Plus/Delta at the Door

FOR TOMORROW –

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

	

	4:30-5pm
	
	Networking

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.  
	





