Steps for Building Joyful, Creative, and Escalating Campaigns (and Pivoting Under Pressure)
Clearly Identify Your Issue and Your Win
Map and analyze the people you and that you need who can lead and mobilize others
Complete an analysis of the spectrum of allies around this issue
Target Mapping 
List your target, and the power you have over each:
Primary Target:
Power Leverage:
Create a Theory of Change (Strategy) 
We are organizing [WHO] to achieve [WHAT] by [HOW] to achieve [CHANGE].
Fill in the blanks to define your campaign's core purpose.
Escalation Timeline Planner
Sketch out a timeline of tactics that escalate pressure on your target:
1. Joyful Visibility Tactic:
2. Creative Community Action:
3. High-Visibility Escalation:
Pivot Strategy Worksheet
Describe how your team will respond if the employer crosses a redline:
- What redline actions might occur?
- How will you protect leaders and reframe the narrative?

Tactic Planning Table – For each tactic you need the following:
	Objective
	Target
	Lead & Co-lead
	Date/Time
	Location & Permissions
	Success Metrics



Reflection Questions
- What makes tactics joyful and powerful?
- How did your team link strategy to escalation?
- What surprised you about redline pivots?



Theory of Change: Building Strategy for Escalation and Tactical Pivots
A theory of change explains how we believe change will happen. It is the foundation for developing a shared strategy that guides escalation and necessary pivots in tactics.
We all make assumptions about how change happens. Some believe raising awareness is enough, others rely on dialogue among stakeholders, and some focus on smarter solutions. Community organizers focus on building the capacity of the community itself—because lasting change requires power. Dr. Martin Luther King Jr. defined power as 'the ability to achieve purpose.' Power grows from influence: if your interest in my resources is greater than mine in yours, I gain power over you. If we share equal interest, we can collaborate and build 'power with' each other.
To organize resources and shift power, ask these four questions:
1. What do WE want?
2. Who has the RESOURCES to create that change?
3. What do THEY want?
4. What resources do WE have that THEY want or need?
If we already have the needed resources, we must collaborate better—this is 'power with.' If we need resources from others, we must leverage influence—this is 'power over.'
Theory of Change Starting Prompts
- What is the problem you are addressing?
- What is your goal or demand?
- Who holds the power to meet your demand?
- What forms of power can you mobilize?
Continue the process by using  'If-Then' statements to test your theory of change:
IF we mobilize educators and community allies, THEN we can pressure the school board to meet our demands.
Then we put it into an Organizing Sentence Framework:
We are organizing [WHO] to achieve [WHAT] by [HOW] to achieve [CHANGE].
Reflection Questions to help you develop a Theory of Change:
- What assumptions do you make about how change happens?
- What power dynamics are at play in your campaign?
- How does your theory of change guide your tactics?


Case Studies from Public School Campaigns
Joyful, Creative, and Escalating Campaigns
Here are some real-world examples of public school educator organizing campaigns. Use these case studies to inspire your own tactics and reflect on strategic escalation and pivot planning.
Kelvyn Park High School (Chicago)
Educators at Kelvyn Park transformed their lunchroom into a union hall, creating a space for organizing and solidarity. They used petitions to build consensus, mentored new leaders, and rotated leadership roles to sustain engagement. This joyful and relational approach built deep trust and visibility within the school community.
Red for Ed Strikes (West Virginia & Arizona)
In West Virginia and Arizona, educators launched statewide walkouts demanding better pay and school funding. The Red for Ed movement used mass participation, coordinated color days, and social media to build momentum. These actions escalated strategically and resulted in significant policy wins.
Portland Public Schools (Oregon)
Portland educators initiated the district’s first-ever strike, combining community support with strategic escalation. They used informational pickets, media outreach, and solidarity actions to pressure the district. The campaign demonstrated how public visibility and unity can shift negotiations.
Reflection Questions
1. What tactics from these case studies could apply to your campaign?
2. How did each campaign escalate strategically?
3. What pivot strategies were used or could have been used in response to redline events?
4. What forms of power were mobilized in each case?


Key Insights: Building Joyful, Creative, and Escalating Campaigns
1. Joyful Tactics Build Power
Joyful actions like art builds, color days, and singalongs attract participation and sustain engagement. They are strategic tools that build morale and visibility.
2. Strategy Must Guide Every Tactic
Strategy is the roadmap; tactics are the vehicles. Always ask if a tactic serves your strategic goal. Use the organizing sentence to clarify purpose.
3. Escalation Is a Planned Journey
Escalation should be intentional. Build from low-risk actions to high-pressure tactics using a timeline that increases capacity and pressure.
4. Redline Events Require Strategic Pivots
When employers retaliate, shift from internal organizing to public exposure. Use media, legal forums, and solidarity actions to reframe the narrative.
5. Power Mapping Is Essential
Identify primary and secondary targets. Understand what power you have over each—economic, political, reputational, or relational.
6. Case Studies Show What’s Possible
Examples from Kelvyn Park High School, Red for Ed strikes, and Portland Public Schools show how creative escalation and community support lead to wins.
7. Tactics Must Be Creative and Adaptive
Avoid repetition. Surprise and innovation increase impact. Ask: What’s the power behind this tactic?
8. Campaigns Are Stories with Arcs
Campaigns have a beginning, middle, and end. Use narrative structure to build momentum and celebrate wins.





[bookmark: _Hlk212117168]REDLINE TACTICS
A “Red Line” tactic is the discriminatory practice of withholding resources, opportunities, or access from a specific group or geographic area. This is done to maintain existing power structures and undermine the community's organizing efforts. 
Identify a Redline to explore - Consider your own principles and values. Then align this with likely future actions of the Target of your Campaign.  You are likely the best judge to guess what reactionary tactic your target might use as redline. 
Here are some examples of  redlines:
· An Employer openly flouts labor law 
· A local Governor or judge is arrested at their home
· A School Board unilaterally stops funding a particular program
· District leaders bring in a police presence when one is not needed

Reframe the Redline
Accept that some redlines that matter to you (even death knells for your work), may not resonate to the wider public. This is a tension. One option, before going forward, is to consider if picking more widely understood redlines is better for your group — or if there are useful ways to reframe those redlines to be more visceral/relatable. Possible examples to expand our thinking:

	Cuts to Student Programs
	“You don’t want your children attending a program 3o miles from their home because the district won’t provide this program.”

	Mass firings of particular employees
	“Imagine your student riding in a bus with a contracted driver who may not be well trained, may not know the area,  is not well known to the community .”

	Employees locked out of their place of work.
	“If they can prevent these workers from working and take away their healthcare, how can they really care about the health and welfare of our students?.”

	Over Policing During Peaceful Events
	“Why would police be needed as a response to educators, parents, and students who are peacefully, joyfully representing their point of view? This is a belief that build our nation.“



Follow these steps to strategically plan for a redline Tactic 
1. REVEAL — Expose the Injustice
Powerholders prefer to act in the shadows. If we want a redline to resonate, we must bring the facts into the light — using images, stories, and trusted voices.

2. REDEEM — Validate your Position and People
Redlines often come with smear campaigns. Those affected are devalued, criminalized, or painted as disposable. Our job is to re-humanize them.

3. RE-FRAME — Interpret the Event as Injustice
The system will try to spin it — calling it a misunderstanding, an isolated event, or your fault. We need to name it clearly as wrong, and make it part of a larger story.

4. REDIRECT — Mobilize Outside the System
Redlines CAN be pushed into courts, reviews, or commissions — slow processes that demobilize people. Instead, we can channel public anger into direct action and visible resistance.

5. RESIST — Build Strength and Withstand Pushback
After redlines are revealed, the backlash begins — intimidation, bribes, threats. We can protect each other, expose these attacks, and build long-term strength.

