Facilitator Guide: Building Joyful, Creative, and Escalating Campaigns (and Pivoting Under Pressure)
Agenda Overview (60 minutes)
0:00–0:05 - Welcome & Context Setting
0:05–0:20 - Content Presentation
0:20–0:55 - Team Tactic Design
0:55–1:00 - Debrief & Reflection
Learning Goals
- Understand why joyful and creative escalation builds power.
- Recognize and plan for pivots when employers cross a 'red line.'
- Practice designing tactics that fit each team’s campaign.
Facilitation Instructions
- Welcome participants and introduce the session goals.
- Use examples from TacticsThatFit and Strategy TOC to explain the difference between strategy and tactics.
- Discuss the importance of joyful, creative, and escalating tactics.
- Explain redline events and how to pivot strategically using examples from 'Redline and Strategic Planning'.
- Emphasize that strategy is the roadmap, and tactics are the vehicles.
- Use Alvin Toffler’s quote: 'If you don’t have a strategy, you’re part of someone else’s strategy.'
Breakout Activity: Team Tactic Design (35 minutes)
- Define your campaign’s core using the organizing sentence.
- Develop your escalation timeline using the Tactical Timeline Guide and Tactics Examples.
- Prepare a pivot plan for redline events.
- Use the Plan Out Your Tactics worksheet to finalize details.
- Present back to the group with one joyful tactic, one escalation tactic, and one pivot plan.
Debrief & Reflection (5 minutes)
- What makes tactics joyful and powerful?
- How did your team link strategy to escalation?
- What surprised you about redline pivots?
Key Takeaways
- Strategy must guide every tactic.
- Joyful and creative tactics build participation and visibility.
- Redline events require strategic pivots — not panic.
- Avoid repetition; surprise is a powerful tool.
- Power mapping helps you choose the right targets and tactics.
- A campaign is a pressure-building sequence, not a calendar of events.
Theory of Change Framework:
A theory of change is essential for developing a shared strategy that drives escalation and necessary pivots in tactics. It helps organizers clarify their assumptions about how change happens and identify the power dynamics at play.

Key Components:
- Define the problem
- Identify strategic goals
- Understand power dynamics (Power With vs. Power Over)
- Map resources and relationships
- Use If-Then planning to test assumptions

Organizing Sentence:
We are organizing [WHO] to achieve [WHAT] by [HOW] to achieve [CHANGE]
Case Studies:
- Kelvyn Park High School (Chicago): Union hall lunchroom meetings, petitions, mentoring, and leadership rotation.
- Red for Ed Strikes (West Virginia & Arizona): Statewide walkouts, joyful visibility, and policy wins.
- Portland Public Schools (Oregon): First-ever district-wide strike, community support, and strategic escalation.
Key Insights:
- Joyful tactics build power and sustain engagement.
- Strategy must guide every tactic.
- Escalation is a planned journey.
- Redline events require strategic pivots.
- Power mapping is essential.
- Tactics must be creative and adaptive.
- Campaigns are stories with arcs.
