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Course Details

COURSE INFORMATION
Course Topic
Identifying and leveraging natural leaders in unions
Tone
practical, motivational, peer-to-peer, evidence-based
Audience
Campaign Lab Coaches, union leaders, and union staff working in public schools, responsible for organizing and building collective power within their school communities.
Goals
Learners will understand the difference between natural leaders, activists, and mobilizers, and be able to identify and leverage natural leaders to build long-term power in their schools.

LEARNING OBJECTIVES
1. Define the roles of natural leaders, activists, and mobilizers in union organizing.
1. Differentiate between activist-focused and leader-focused approaches to power-building.
1. Analyze the Seattle case study to illustrate the impact of a leader-focused approach.
1. Identify natural leaders within a school or workplace setting using evidence-based methods.
1. Develop strategies to engage, recruit, and support natural leaders in organizing efforts.
1. Evaluate when and how to integrate activists and mobilizers to support organizing goals.
Course Outline

OVERVIEW
Building Union Power: Identifying and Leveraging Natural Leaders in Schools
Description
What if the key to building lasting union power isn’t just activism or turnout, but finding the people your colleagues already trust most? In this course, you’ll discover how to identify, recruit, and empower natural leaders—those trusted and respected by their peers—to create a strong, resilient union. Explore the crucial differences between activists, mobilizers, and natural leaders, and learn how a leader-focused approach can transform your organizing efforts. Through real-world case studies and practical strategies, you’ll gain the skills to map your workplace, engage diverse leaders, and build a foundation for collective action that lasts.
Lessons
1. Defining Natural Leaders, Activists, and Mobilizers
1. Activist-Focused vs. Leader-Focused Approaches to Power-Building
1. Case Study: Seattle’s Natural Leader Identification Approach
1. Identifying Natural Leaders: Evidence-Based Methods
1. Engaging, Recruiting, and Supporting Natural Leaders
1. Integrating Activists and Mobilizers to Support Organizing Goals

LESSON #1
Defining Natural Leaders, Activists, and Mobilizers
Description
This lesson introduces the foundational concepts necessary for effective union organizing. It will cover the definitions and distinguishing characteristics of natural leaders, activists, and mobilizers, drawing heavily from the frameworks of Jane McAlevey and other organizing strategists. The lesson will start with clear definitions, provide comparisons between the roles, and use workplace-based examples to illustrate how each actor functions within the union context.
Key Topics
Definition and characteristics of natural leaders, Definition and characteristics of activists, Definition and characteristics of mobilizers, Comparison of roles in union organizing

LESSON #2
Activist-Focused vs. Leader-Focused Approaches to Power-Building
Description
This lesson will explore the strategic differences between activist-focused and leader-focused power-building in unions. It will clarify why traditional activist-driven models often fall short and how shifting to a leader-focused approach can achieve deeper, more sustainable organizing. The lesson will begin by outlining both models, analyze their outcomes, and discuss the theoretical foundations that support prioritizing natural leaders over activists and mobilizers.
Key Topics
Overview of activist-focused and leader-focused approaches, Limitations of activist/mobilizer-centric strategies, Advantages of leader-focused organizing, Long-term vs. short-term power-building

LESSON #3
Case Study: Seattle’s Natural Leader Identification Approach
Description
This lesson provides a detailed case study of the Seattle Education Association’s reorganization using a natural leader identification strategy. It will walk through the practical steps taken, challenges faced, and the impact of engaging trusted and respected leaders. The lesson will utilize narrative and data from Seattle’s experience to illustrate the transformative potential of this approach, emphasizing lessons learned and actionable takeaways for other union contexts.
Key Topics
Background of SEA’s reorganization efforts, Methods for identifying natural leaders in practice, Outcomes and impact of a leader-focused approach, Challenges and lessons learned from Seattle

LESSON #4
Identifying Natural Leaders: Evidence-Based Methods
Description
This lesson will equip learners with practical, evidence-based strategies for identifying natural leaders within their own schools or workplaces. It will cover mapping social networks, conducting one-on-one outreach, and using data to validate leadership. The lesson will progress from theory to actionable steps, including how to minimize bias and ensure diverse representation among identified leaders.
Key Topics
Social network and workplace mapping, One-on-one investigative outreach techniques, Using data to confirm leadership, Addressing bias and ensuring inclusivity

LESSON #5
Engaging, Recruiting, and Supporting Natural Leaders
Description
This lesson focuses on strategies for building authentic relationships with natural leaders and integrating them into organizing efforts. It will discuss how to engage leaders who may be skeptical or indifferent, provide them with meaningful opportunities, and support their development. The lesson will also cover best practices for mentorship, training, and feedback to empower leaders and foster long-term commitment.
Key Topics
Building relationships with natural leaders, Approaches for engaging reluctant or skeptical leaders, Providing mentorship and development opportunities, Supporting and empowering leaders for sustained engagement

LESSON #6
Integrating Activists and Mobilizers to Support Organizing Goals
Description
This lesson will examine the appropriate roles of activists and mobilizers within a leader-focused organizing strategy. It will clarify when and how to effectively involve these actors to amplify campaigns without undermining the development of long-term power. The lesson will include guidelines for balancing immediate mobilization needs with the ongoing work of leader identification and development.
Key Topics
Strategic roles of activists and mobilizers in organizing, Timing and context for their involvement, Balancing short-term actions with long-term power-building, Best practices for integrating multiple actor types
Source Materials

Natural leaders.docx
Trusted and Respected Leader ID.pdf
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