Coaching Questions for Building a High Participation Local
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.
Understanding Our Current Reality
Organizational Capacity
· What work is currently concentrated among a few officers, staff, or activists?
· What responsibilities could realistically be distributed within the next year?
· Which systems are helping us develop leadership? Which systems reinforce dependency?
· Where are we strongest as an organization?
· Where are we most vulnerable if a key leader leaves?
Participation
· Who participates regularly in our union?
· What kinds of participation opportunities currently exist?
· What evidence suggests members feel ownership of the union's success?
· If participation doubled next year, what would we need to change?
· What would supermajority participation look like in our local?
Leadership Development and Distribution of Work
Building More Leaders
· How do we currently identify emerging leaders?
· What leadership opportunities exist beyond elected positions?
· Who is being mentored? By whom?
· What leadership roles could be created for members who are not yet ready for formal office?
· How do we help members move from participation to ownership?
Leadership Culture
· Are leaders primarily measured by what they accomplish or by the leaders they develop?
· What habits keep responsibility concentrated among a few people?
· What fears or assumptions prevent leaders from sharing responsibility?
· What would change if developing leaders became the primary responsibility of every officer and worksite leader?
· What are the next three leadership roles we need to develop to strengthen our local?
Worksite Power and Organizing
Worksite Structures
· Which worksites are thriving?
· Which worksites are disconnected or underdeveloped?
· What distinguishes our strongest worksites from our weakest?
· What support would help weaker worksites grow?
· Does every worksite have a clear organizing structure and leadership pathway?
Organizing Conversations
· How frequently are leaders having one-on-one organizing conversations?
· Who have we not spoken with recently?
· What are members most concerned about right now?
· How are conversations being tracked and followed up?
· How are organizing conversations helping us identify and develop new leaders?
Equity, Representation, and Inclusion
Who Participates?
· Who participates most often?
· Who participates least often?
· Which groups of members are underrepresented in leadership?
· Are participation patterns different across worksites, classifications, generations, races, genders, languages, or geographic locations?
· What do participation patterns tell us about access to power?
Identifying Barriers
· What barriers might prevent members from participating or leading?
· How do meeting times, communication methods, transportation, language, technology access, childcare responsibilities, work schedules, or workplace culture affect participation?
· What assumptions are we making about who is available to lead?
· What voices are missing from important conversations?
Equity as an Organizing Strategy
· How are we using participation and leadership data to identify gaps?
· How are impacted members helping shape decisions and priorities?
· What evidence do we have that participation is becoming more representative of the membership?
· How would our organizing, bargaining, communications, and leadership development change if equity were treated as a power-building strategy rather than a separate initiative?
· Whose voices, experiences, and leadership are shaping our union, and who is still missing?
Strategy and Future Growth
Looking Forward
· If we could improve only three areas this year, which would have the greatest impact?
· Which capacity gaps are holding back progress in multiple areas?
· What systems need to be built, rather than relying on individual effort?
· What would need to change for twice as many members to take meaningful responsibility for the success of this union?
· What would a truly high participation local look like three years from now?
Closing Reflection
After completing the discussion, ask the leadership team to complete these four statements:
Our greatest organizational strengths are: __________________________
Our most significant capacity gaps are: __________________________
The next leaders we need to develop are: __________________________
The three highest-impact actions we will take in the next 12 months are: __________________________
These reflections help convert assessment findings into a concrete plan for expanding participation, developing leadership, centering equity, and building collective power.

