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Facilitator Instructions
This guide is designed to help union leaders and organizers facilitate a training session based on the RUSD literacy campaign.
Objectives:
· Understand how exponential people power was built through organizing.
· Explore the snowflake model and decentralized leadership.
· Reflect on union actions and outcomes at each level.
Session Outline:
1. Introduction and context (15 min)
2. Case study reading and discussion (30 min)
3. Table analysis: growth, actions, outcomes (20 min)
4. Group activity: mapping your own campaign (30 min)
5. Closing reflections and next steps (15 min)

Discussion Questions
· What strategies helped build exponential growth in the RUSD campaign?
· How did the snowflake model support decentralized leadership?
· What union actions were most effective at each level?
· How did joy and storytelling contribute to the campaign’s success?
· What lessons can we apply to our own organizing efforts?

Group Activity: Map Your Campaign
Instructions:
1. Identify a goal for your campaign (e.g., increase family engagement, improve working conditions).
2. Build a snowflake model: Who are your core team, first-tier, and second-tier leaders?
3. Define union actions at each level.
4. Predict outcomes and metrics for success.
5. Share your map with the group.

📚 Case Study: Organizing for Literacy and Leadership in Riverton Unified School District
Purpose:
Designed for labor organizers in U.S. public schools seeking to build exponential people power through interconnected, accountable networks.
Background:
In 2018, educators in RUSD noticed rising student disengagement, declining literacy scores, and increasing dropout rates. Inspired by union organizing frameworks, Ms. Carla James and Mr. Luis Ramirez launched a campaign to address literacy through joy and connection.
Building the Core Team:
Through one-on-one relational meetings, they recruited:
· 2 elementary teachers
· 1 middle school librarian
· 3 parents
· 2 paraprofessionals
· 1 school counselor
Campaign: “Read Together, Rise Together”
Goal: 5,000 pledges for daily reading.
Theory of change: Reading together builds literacy and relationships.
Organizing Structure: Snowflake Model
· Core team recruited first-tier leaders
· First-tier trained second-tier organizers
· Weekly check-ins and shared metrics ensured accountability
Parent Circles:
Led by Angela Brooks, these gatherings created healing and leadership spaces.
Outcomes:
· 120 gatherings
· 400 parents recruited
· 1,200 pledges collected
Educator Teams:
Integrated reading into classrooms and built trust with families.
Outcomes:
· Increased engagement
· Strengthened parent-teacher collaboration
Results:
· 6,300 pledges
· 1,000+ families engaged
· 500 booklets distributed
· 85 organizers trained
Lessons for Labor Organizers:
· Start with stories
· Decentralize leadership
· Create accountability loops
· Celebrate progress
· Center joy and purpose

🧩 Organizing Table: Growth, Actions, Outcomes
	Organizing Level
	People Involved
	Union Actions Taken
	Outcomes

	Core Team
	10 members
	Designed strategy, held weekly meetings, recruited leaders
	Campaign framework, goal setting, accountability

	First-Tier Leaders
	~25 leaders
	Trained second-tier organizers, coordinated events
	85 organizers trained, school-wide engagement

	Second-Tier Organizers
	~85 organizers
	Led reading circles, hosted events, collected pledges
	6,300 pledges, 1,000+ families engaged

	Parent Circles
	400 parents
	Hosted gatherings, shared stories, created booklets
	120 gatherings, 1,200 pledges, 500 booklets distributed

	Educator Teams
	Multiple school teams
	Integrated reading, collaborated with parents
	Increased engagement, stronger parent-teacher ties



🛠️ Workshop Exercises
Exercise 1: Role-Playing Relational Meetings
· Pair up participants.
· One plays an organizer, the other a potential leader.
· Practice asking questions that uncover motivations and shared concerns.
· Debrief: What questions sparked the most engagement?
Exercise 2: Campaign Mapping
· In small groups, choose a campaign goal.
· Map out a snowflake structure: core team, first-tier, second-tier.
· Identify union actions at each level.
· Present your map to the full group.
Exercise 3: Pledge Collection Simulation
· Practice collecting pledges using storytelling.
· Use sample pledge cards and role-play with skeptical participants.
· Discuss strategies for overcoming resistance.
Exercise 4: Reflection Journaling
· Prompt: "What does joyful organizing mean to me?"
· Write for 10 minutes.
· Share reflections in pairs or small groups.


DEBRIEF QUESTIONS Strategy & Leadership
1. Which organizing strategies from the case study could be adapted to your own context?
2. How did the snowflake model change the way leadership was distributed?
3. What risks or challenges might arise when decentralizing leadership, and how can they be mitigated?
Union Actions & Impact
4. Which union actions had the greatest impact on building trust and engagement?
5. How did accountability loops (check-ins, metrics) contribute to campaign success?
6. What role did storytelling play in motivating participation?
Equity & Inclusion
7. How did the campaign ensure diverse voices were included in leadership roles?
8. What barriers might prevent some families or staff from participating, and how can organizers address them?
Sustainability & Growth
9. How can the momentum from a campaign like this be sustained beyond the initial goal?
10. What structures or practices can help prevent burnout among volunteer leaders?
Personal Reflection
11. What surprised you most about the campaign’s outcomes?
12. How does this case study challenge or affirm your current approach to organizing?


