[bookmark: _n8ds93jh57iu]Coaching Questions for Building a High Participation Local
[bookmark: _4p84jm7mv81b]Purpose
The purpose of these coaching questions is not simply to improve assessment scores. The goal is to help local leaders identify how to build broader participation, stronger worksite structures, deeper leadership development, and greater collective power. A high participation local develops members, distributes responsibility, removes barriers to engagement, and creates conditions where members increasingly own the work of the union.
[bookmark: _3sc8vtk7kh9q]1. School Site Leaders & Contract Action Teams
· How are building representatives currently handling Level 1 grievances, and what training or mindset shifts are needed to help them resolve workplace issues directly with their principals rather than referring them to union staff?
· Does every school building have a functional Contract Action Team (CAT) or Site Organizing Squad operating on a 1-to-10 ratio, and how do you monitor communication coverage across grade levels and departments?
· Equity Focus: How intentionally are you identifying organic leaders across all job classifications, shift schedules, races, and linguistic backgrounds to ensure your building leadership reflects the full diversity of campus staff?
[bookmark: _7npvb8lcui7x]2. The Union Staff Role
· How much of your field staff’s time is spent solving individual member issues versus coaching rank-and-file members to lead their own site campaigns?
· Which staff habits or systems currently help develop independent member leadership, and which reinforce member dependency on staff?
· What structural boundaries can you put in place—such as dedicated servicing roles versus field organizers—to protect staff capacity for long-term building organizing?
· Equity Focus: How are staff trained to analyze grievance trends and data through an equity lens to identify systemic workplace inequities across job titles or underrepresented groups?
[bookmark: _xha6lwmap26h]3. Valley Work (Non-Bargaining Lulls)
· When a contract campaign ends, how does the local maintain site structure and redirect CATs toward local contract enforcement and daily workplace issues?
· What continuous, mobile training opportunities (such as bringing workshops directly to school lunchrooms or libraries) are offered during lulls to build ongoing rank-and-file literacy?
· Equity Focus: How are you utilizing non-bargaining "valleys" to invest in non-transactional, permanent alliances with local civil rights, racial justice, and immigrant rights organizations before a crisis occurs?
[bookmark: _rkbrxrguaf3p]4. Collective Bargaining in High-Participation Locals
· What steps are you taking to reject closed-door ground rules and build radical transparency (e.g., plain-language proposals, site observer programs, post-session video debriefs)?
· How are parent, student, and community priorities integrated directly into your contract platform to fight for "common good" demands alongside standard educator needs?
· Equity Focus: How does your bargaining structure ensure that historically marginalized job classifications (such as ESPs, classified staff, or temporary workers) have direct, proportional representation and decision-making power at the table?
[bookmark: _9hkr14w4edq6]5. Being a President of a High-Participation Local
· As president, what administrative or Level 1 representational tasks can you delegate so you can focus on strategic coordination, political diplomacy, and geographic turf visits?
· How strictly are you acting as the "gatekeeper" of the strategic plan to ensure that unaligned requests or passive expenditures do not derail core organizing priorities?
· Are officers and executive board members primarily measured by what they personally accomplish, or by the new leaders they develop?
· Equity Focus: How are you actively disrupting historical patterns of leadership succession to mentor, recruit, and share organizational power with members from underrepresented social and job groups?
[bookmark: _jwxc7vqsi7w]6. How High-Participation Locals Use Data to Build Power
· How decentralized is your data collection—can building reps and CAT leads update site mapping and turnout metrics directly in real time?
· How are quantitative structure-test results evaluated as mathematical "gates" to confirm supermajority readiness before escalating to a higher-stakes action?
· Equity Focus: When reviewing digital wall-charts (such as Action Builder or OrgDB), how do you disaggregate participation data to spot engagement gaps across specific job titles, worksites, or demographic groups?
[bookmark: _kz9dc1gdg6uk]7. How High-Participation Locals Train Their Members
· How does your training program move leaders through a deliberate "gradual release" model—from staff co-leading early actions to rank-and-file members running fully autonomous campaigns?
· What structured, core skill-building frameworks (such as Structured Organizing Conversations and 1:1 listening rules) are standard across all leadership cohorts?
· Equity Focus: How do specific logistics—such as meeting times, childcare responsibilities, language accessibility, shift schedules, or transportation—affect who can access training, and what assumptions are we making about who is available to lead?
[bookmark: _2uh98slmx5og]8. Overcoming "Respectability Politics" and the Fear of Conflict
· Where is the local defaulting to "respectability politics"—hoping closed-door administrative meetings will solve systemic issues—rather than building visible workplace leverage?
· How do site leaders frame collective actions to ensure the local isn't settling for symbolic "moral victories," but instead forcing concrete policy or resource changes?
· Equity Focus: How do your 1:10 CAT networks build collective protection for vulnerable workers (such as non-tenured staff or immigrant educators) who face disproportionate retaliation when challenging authority?
[bookmark: _u5rydq8z2ek]9. Defensive Organizing & Anti-Authoritarian Protection
· How ready is your site-level CAT communication network to mobilize rapidly in defense of community, student, or civil rights threats outside standard contract issues?
· How is the local utilizing scenario planning or tabletop exercises with community coalition partners to prepare for broader political or legal crises?
· Equity Focus: What concrete rapid-response protocols (such as ICE defense networks, safe-space protections for LGBTQ+ youth, or sanctuary school policies) exist to protect the most vulnerable members of your school community?
[bookmark: _9o2p6q8ftl2a]10. The Strategic Plan—Guarding the Roadmap and Building Coherence
· Does the local have a clear, co-created strategic plan distilled into an accessible roadmap that every leader and site rep understands?
· How clearly does your leadership team distinguish between internal structure-building campaigns (building capacity) and external issue campaigns (expending leverage)?
· What sustainable organizing systems need to be built within this strategic plan, rather than relying on the heroic effort of individual leaders?
· Equity Focus: How were members most impacted by structural inequities involved in co-creating the strategic plan, and how is equity used as a lens to evaluate resource allocation in that roadmap?
[bookmark: _8ka9u26lrrfo]11. Methodical Structure Tests—Measuring Member Readiness
· What escalating sequence of structure tests (e.g., platform pledges, dress/button days, face-to-face vote commitments) do you require before moving to high-stakes escalations?
· Why does the local prioritize physical paper petitions and 1:1 face-to-face organizing conversations over passive online forms or surveys?
· Equity Focus: When evaluating whether a structure test meets your majoritarian threshold (e.g., 70%–80%+ active participation), how do you ensure that threshold is met across all job classifications and buildings, rather than driven primarily by privileged or high-density sites?

[bookmark: _n1vif6ide4ag]1. Our greatest organizational strengths are: 
	



2. Our most significant capacity bottlenecks are: 
	



3. The emerging rank-and-file leaders we must intentionally develop are: 
	



4. The three highest-impact priority actions we will execute in the next 12 months are: 
   • Priority Action 1: 
	



   • Priority Action 2: 
	



   • Priority Action 3: 
	




