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advocating for the unique needs of ESP
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file members and structures that allow
for rapid response, relationship
development and collective action.This
NEA Center for Organizing training is
designed to build skills around ESP
leadership identification and
development. They will learn how to
establish differentiated and innovative
structures that can increase member
engagement and union presence within
and across worksites of the various job
families within ESP.

Director
Tom Israel

tisrael@nea.org

Academy Coordinator

NATIONAL Ellen Holmes
EDUCAT[ON eholmes@nea.org
ASSOC[ATION Academy Logistics

z Karla Medina
nCd'Org kmedina@nea.org



mailto:tisrael@nea.org
mailto:eholmes@nea.org
mailto:pzander@nea.org

Page 2
Community Agreements for Our Time

Awareness and Self-Knowledge

This requires self-knowledge and self-awareness. Self-knowledge allows you to see what causes you pain and conflict and
enables you to embrace your contradictions and inconsistencies. It allows the space to work on things about yourself that
you are not happy with. In turn, self-knowledge helps to prevent you from projecting your negative aspects onto other
people. Bringing your best self also requires that you have a positive attitude, are willing to deeply explore your
perspectives and remain open to the perspectives and experiences of others.

Listening for Understanding

Be an active listener. Active listening involves paying full and careful attention to the other person, looking him or her in
the eye, avoiding interruptions, reflecting your understanding, clarifying information, summarizing the other person’s
perspectives and sharing your own. Remember that most people need time to open up and might not be willing to
immediately share their personal stories, hopes, fears and/or concerns.

Being Gracious

Being kind is a vital way of bringing meaning to our own lives, as well as the lives of others. Kindness is about caring
genuinely for others around you, wanting the best for them and recognizing in them the same wants, needs, aspirations
and even fears that you may have. Being kind and generous allows us to communicate better with others, to be more self-
compassionate and to be a positive force in other people’s lives. We are gracious when we accept and genuinely work to
use the pronouns that others ask us to use. Being gracious includes following the COVID protocols that are in place to
protect the health of this learning community.

Staying Engaged

Staying engaged requires you to be morally, emotionally, intellectually and socially involved in the conversation. Staying
engaged means that you are listening with curiosity and willing to deepen your understanding. Staying engaged might also
require you to sustain the conversation even when it gets uncomfortable or diverted. This means a commitment to
keeping your electronic communications to a minimum with folks not present in this learning community. This also
means being present for all portions of the learning agenda.

Being Open and Suspending Judgment

Listening with an open mind includes being receptive to the influence of others. You can suspend judgment by becoming
aware of preconceived notions and listening to everything someone has to say before jumping to conclusions. Most
importantly, suspending judgment also means listening to what the speaker has to say for understanding, not just to
determine whether the speaker is right or wrong. This means that we recognize each of us will make mistakes and that
we have the capacity to grow. We should expect imperfections.

Saying “I”- tell your truth

Speaking your truth in authentic and courageous conversations about race and other issues where
experiences/perspectives may differ widely from yours requires a willingness to take risks. It means that you will be
absolutely honest and candid about your own thoughts, feelings, experiences and opinions and not just saying what you
perceive others want to hear. Speaking your truth will require you to speak from the “first person” and use “I”
statements.

Seeking Discomfort

Leaning in to discomfort will require you to let go of “understandings and stereotypes that you may be holding onto in
order to move forward. Leaning in means that you will avoid pre-judgment and be open to the kernel of wisdom in each
individual’s experiences. Leaning in to discomfort will require you to sit through moments of embarrassment, confusion,
anxiety, and/or fear.
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Reaching Empathy

Empathy and compassion allow you to understand the other person’s point of view. When you are empathetic, you are
more understanding, patient and kind. Expanding your capacity to feel empathy will also allow others to enter your circle
of human concern. Sharing, using, and respecting pronouns is a very simple form of empathy.

Expecting Non-Resolution and Non-Closure

Expect and accept that there may not be closure. It is not likely that you will resolve your personal understanding about
race or another person’s racial experience in a single conversation. The more you talk about race or other issues with
another person, the more you learn and the more they will learn. Authentic and productive conversations about race and
other issues where experiences/perspectives may differ widely from yours are continuous and always evolving. This
means that sometimes we will have unfinished, unexplored, and shortened conversations about some concepts.

*Adapted from “Embracing equity and inclusion”, Annie E. Casey Foundation

What questions do you want to ask about any of the ideas in these agreements?

What additional agreements do you need in order to be a fully participating member of our learning community?

Can you commit to these agreements? IF not, what would it take for you to be able to commit?
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Analyzing Union Engagement Misses and Opportunities

Angel is a newly hired Educational Support Professional (ESP) at Rolling Seas Elementary School — a school that they
attended as a child. They are an instructional aide in the special education resource room. This school is known for
high poverty, large class sizes, and a high number of English language learners. Angel was the first person in their
family to get a degree from the community college. Several generations of Angel’s family are all from this
community. Angel wanted to continue on at state college to become a certified teacher of students with special
needs, but the cost of school was too much. They are a parent who works a second job to earn enough money to
eventually move out of their mother’s apartment. They are grateful for their family’s overall support but wants
their own place. Compounding the household budget issues, Angel’s child fell off their trike a few years ago
resulting in huge, uninsured medical bills. Despite working to pay them off, several are in collection, which is
affecting Angel’s applications for rental agreements.

Upon meeting the Lead Teacher, Phyllis, Angel is immediately complimented on how well they speak and their
lovely, long hair. Phyllis makes sure to discuss how supportive they are of undocumented families and how Angel
should feel comfortable in this room with them. As Angel helps Phyllis set up the room for the first day of school,
they notice that for any child who has a "different" sounding name, Phyllis puts a bright yellow name sign on the
child’s desk. Curious, Angel asks about this. Phyllis lets Angel know that these students probably don’t speak
English and will always come to class without lunch money. All the teachers in the special education program use
this as a signal for the lunch accountability tally. “It is just easier that way,” says Phyllis.

Later in the day, the conversation turns to getting to know one another and Phyllis asks Angel, “What made you
want to be an instructional aide?” Angel shares their story and their aspirations to get a teaching certificate.
Phyllis does not have the heart to tell Angel that this dream will likely never come true. There are no
reimbursements for professional development for ESP members in the district, and most of the courses required
for the full certification program are at the state college in the evening. Phyllis just knows that people like Angel
would never be able to overcome the issues of child-care, transportation and added debt, so they don’t mention it.
“It wouldn’t be nice to get their hopes up,” thinks Phyllis.

Angel is approached by Carol, the Union’s Building Representative (a classroom teacher), and Carol asks them to
join the local union. Angel asked about the cost, and Carol responded by saying, “Support staff don’t pay much
considering all that we have to do for you people. We used to be separate organizations. Now, | think we're more
focused on professional issues instead of what matters. The dues are described in this flyer.” Carol left a folder of
information and a business card of a man that she said worked for the Union. He would help Angel when they got
into trouble. Angel asked, “Are there any programs for getting a teaching certification?” “I’ll check,” says Carol.
Angel took the information, but no one ever came to talk to them from the union again. They would have loved to
know how to get professional development. Angel called the union office once, and when they asked for
information was immediately told they had to be a member first and that they needed to contact the building rep
or UniServ Director. “All | wanted was information,” they thought, “and all | got was sent back to the people that
did not contact me. | guess they really don’t want people like me.”

As the year went on, and Angel got to know more classroom teachers and instructional aides, they noticed that
most of the classroom teachers were people who did not live in the neighborhood around the school, and that
most of the instructional aides lived in the school’s neighborhood or very close by. At lunch one day Angel shared
with their co-worker and neighbor, Elise, their aspirations for becoming a classroom teacher. Overhearing their
conversation, Becky, a new classroom teacher, shared her story. “I started here on a conditional certification with
only a two-year degree. All | had to do was agree to get my four-year degree in the next three years. | love the
state college, my colleagues in the second-grade wing watch my classroom so | can make the evening classes, and
we have a babysitter who watches my son in the evenings while | am at class. It is an upfront investment, and the
district reimburses up to nine credits a year. | just don’t know why more of you don’t take advantage of this!”
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Analyzing Union Engagement Misses and Opportunities

Answer the five questions below.

1. Is Angel thriving in the institutions in this
story (housing, healthcare, school/union)?
What are examples from the story that leads
you to this conclusion?

2. What are ways that the Union could engage
with Angel? What are the ways that
belonging to a Union could help Angel?

3. What are examples of missed opportunities
for the Union with Angel? Why do you think
that these misses are happening?

4. What race and gender is Angel? What
evidence from the story leads you to these
conclusions?

5. Asa UniServ Director, what would you do to help Angel be more engaged with their union?
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Race, Class, and Gender
Justice Lens

1. Is this work race, class, or gender explicit?
Are materials, communications, work
products from this work race, class, or
explicit?

2. Who benefits from this work?

3. How many people of color, of different
genders, and different classes are
positively impacted by this work?

4.|s there a race, class, or gender
justice disparity that is being
addressed? Are conditions being
improved?

5.1s the race, class, or gender equity
practice being introduced? Can this
practice be systematized?

6. How does this work build your
organization’s race, class, or gender justice
muscle?
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WHAT IS A DOMINANT NARRATIVE?

A dominant narrative is an explanation or story that is told in service of the dominant social group’s
interests and ideologies. It usually achieves dominance through repetition, the apparent authority
of the speaker (often accorded to speakers who represent the dominant social groups), and the
silencing of alternative accounts. Because dominant narratives are so normalized through their
repetition and authority, they have the illusion of being objective and apolitical, when in fact they
are neither.

In almost any topic you explore as a leader, there will likely be dominant narratives that others — or
yourself- have encountered and may believe uncritically. The difficulty in dealing with Dominant
Narratives is that they are often supported by “perfectly logical explanations.” This means that
simply providing your own “perfectly logical explanation” will not shift the narrative. What follows
are some guidelines for helping shift a dominant narrative towards your narrative.

GUIDELINES FOR SHIFTING THE DOMINANT NARRATIVE

DO
*  UNMASK
o Name the dominant narrative when you see it at work.
o Point out that what you just saw on the news or heard from a friend, or the law that was
just passed, was based on particular values and beliefs.
o “The way you are talking about the recent contract settlement sounds like you think
teachers are pretty greedy and we’re only looking out for ourselves.”
* ELEVATE
o Name the values and beliefs from our new narrative that you want to see lived out in
the world.
o Connect it to places where your audience may see that happening already.
o “lreally like it when parents come in and express their appreciation — especially when
they acknowledge they don’t now how we do it — it helps me feel valued and respected”
* CONTRAST

o Lay out what might be different if your values/convictions were the ones shaping what
happens in the world.

o Be specific about how we have the choice to approach situations through a different
belief system.

o Invite a rethinking of the situation.

o “I guess we have to decide if we want to scapegoats teachers for the many challenges
we face or accept teachers as willing and able partners in educating all kids.”

* DRAW ON YOUR OWN JOURNEY
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o While it’s important to personalize this, it’s also important to do it in a way that anyone
can see themselves in it. Describing your own realizations and shifts will help others
find their own way in the conversation.

o “l can understand your reaction, there are times when | realize that I’'ve been reacting to
what others say and not putting forth my own beliefs — it gets discouraging — but |
realize now I’'ve only been making it worse.”

e SUSTAIN YOUR EFFORTS AND CONNECT WITH OTHERS
o Shifting a dominant narrative does not happen quickly — it takes sustained effort, over
time, with many people working at it.

*  DEMONSTRATE YOUR WORLDVIEW, DON’T JUST WRITE AND TALK ABOUT IT.
o Our actions say as much or more about our values and beliefs as our words.

DON'T

*  FOCUS ON CHALLENING FACTS OR INTERPRETATIONS OF INFORMATION
o This will not shift the narrative. Your arguments, as convincing as they may be, will
ultimately lose out to the dominant narrative.

ATTACK PEOPLE FOR THEIR WORLDVIEW
o Many people operate out of the dominant narrative, even if unconsciously. Shifting
public narratives will take personal conversion and transformation. You cannot move
people if you attack them.

NAME THE DOMINANT NARRATIVE AS “WRONG”
o Our assumption is that competing values & beliefs live within people. We want to
provide people a chance to choose the ones they want to live out of and/or balance
those competing narratives (e.g. accountability of and respect for teachers).

TRY TO CONVERT OR CONVINCE PEOPLE
o We are trying to bring out the best of what is already in people, help them find the
resonance for themselves. This is, in part, an emotional journey and our usual
approaches to argument and logic don’t work so well in this arena.
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Scenario #1

Consider the following scenario:

You are at a large staff meeting and a rather outspoken colleague says, “I can’t believe
these ESP members! They get all of the same benefits of our certified members. They
and take up the much more of our time in services and they are still complaining about
the amount of their dues and the money they make! Why can’t they just be content with
what we give them? Why don’t they just go join another union that better fits their
needs?!”

1) How will you respond to unmask the dominant narrative?

2) What will you say to elevate our new narrative? What kind of connections can you
draw your audience in?

3) How can you contrast what was said? What can be said to point out how things
might be different if the new narrative was shaping education discussions?

4) What can you say to draw on your own journey with this world view? How can you
draw on your own experience?
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Scenario #2

Consider the following scenario:

While at a political fundraiser, your local elected representative, who you respect
greatly, says, “I'm a strong labor supporter, but the hourly ESP workers in the “teachers
union” are sure a different breed from the teachers. Their fight for raises and benefits
are getting in the way of real educational investment in our schools. Their services cost
us a lot and we could do a lot better if we used contract services. The cost of employing
them keep the kids in this state from getting real benefit from better paid teachers. If we
are ever going to have great schools, the union is going to have to stop being so
focused on wages. Besides, all that union activity does not seem very professional to

me.

1) How will you respond to unmask the dominant narrative?

2) What will you say to elevate our new narrative? What kind of connections can you
draw your audience in?

3) How can you contrast what was said? What can be said to point out how things
might be different if the new narrative was shaping education discussions?

4) What can you say to draw on your own journey with this world view? How can you
draw on your own experience?
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Scenario #3

Consider the following scenario:

You are sitting at a local school board meeting with some members. A community
member over hears you talking, comes over and says, “Why are you folks always
asking for more from this community? Our schools already take the biggest portion of
our taxes and they still don’t turn out graduates that can work or participate positively in
our society. Employees at that school have more benefits and make more money than
most of us here in this room. | mean you knew you were not going to get rich working at
a school and it must be rough to summers have off. I'd love to be able to sit back all
summer and relax.”

1) How will you respond to unmask the dominant narrative?

2) What will you say to elevate our new narrative? What kind of connections can you
draw your audience in?

3) How can you contrast what was said? What can be said to point out how things
might be different if the new narrative was shaping education discussions?

4) What can you say to draw on your own journey with this world view? How can you
draw on your own experience?
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Scenario #4

Consider the following scenario:

At a local community meeting, a neighbor who is discouraged about the increasing cost
of property taxes says, “ They should just get rid of all those extra folks at that school. |
mean the superintendent and principals have too many secretaries, kids could eat in
their classroom with their teachers, and the way those buildings look, we sure aren’t
getting our money’s worth out of all those folks who work there. It is clear that we just
need to spend our tax dollars on learning. Maybe it should just be a charter school and
run all that non learning stuff like a business.”

1) How will you respond to unmask the dominant narrative?

2) What will you say to elevate our new narrative? What kind of connections can you
draw your audience in?

3) How can you contrast what was said? What can be said to point out how things
might be different if the new narrative was shaping education discussions?

4) What can you say to draw on your own journey with this world view? How can you
draw on your own experience?
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Scenario #5

Consider the following scenario:

At a contract negotiations meeting with the certified employees a leader of the team
who is struggling with the pace of bargaining with the district says, “You know that we
need to settle our contract first. If we don’t, the district will give our raise to the ESPs
who are set to bargain next. | have already heard that the district approached them
about entering bargaining asap. Our members put in more hours and have a lot more
education and they deserve to do better in this bargain. We have to stick to our own
and let the district know we want to settle, and settle fast.”

2) How will you respond to unmask the dominant narrative?

3) What will you say to elevate our new narrative? What kind of connections can you
draw your audience in?

4) How can you contrast what was said? What can be said to point out how things
might be different if the new narrative was shaping education discussions?

5) What can you say to draw on your own journey with this world view? How can you
draw on your own experience?
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Scenario #6

You are at a membership meeting of the local Classroom Teachers Union. A rather
outspoken leader says, “I can’t believe these ESP members! They are complaining
about how they aren’t paid when we have breaks and snow-days. They could have
gotten a degree just as | had to do. They choose to be an hourly worker. With this
economy, they should just be glad they have a job!”

2) How will you respond to unmask the dominant narrative?

3) What will you say to elevate our new narrative? What kind of connections can you
draw your audience in?

5) How can you contrast what was said? What can be said to point out how things
might be different if the new narrative was shaping education discussions?

What can you say to draw on your own journey with this world view? How can you draw o
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What Is Classism

https://classism.org/about-class/what-is-classism/

“Classism is differential treatment based on social class or perceived social class. Classism is the
systematic oppression of subordinated class groups to advantage and strengthen the dominant
class groups. It ’s the systematic assignment of characteristics of worth and ability based on social
class.”

That includes:

e individual attitudes and behaviors;

e systems of policies and practices that are set up to benefit the upper classes at the expense of the lower classes,
resulting in drastic income and wealth inequality;

o the rationale that supports these systems and this unequal valuing; and

o the culture that perpetuates them

Classism is held in place by a system of beliefs and cultural attitudes that ranks people according to economic
status, family lineage, job status, level of education, and other divisions.

Middle-class and owning- or ruling-class people (dominant group members) are seen as smarter and more
articulate than working-class and poor people (subordinated groups). In this way, dominant group members
(middle-class and wealthy people) define for everyone else what is “normal” or “acceptable” in the class
hierarchy.

People who are poor/working class sometimes internalize the dominant society’s beliefs and attitudes toward
them, and play them out against themselves and others of their class. Internalized classism is the acceptance
and justification of classism by working class and poor people. Examples include: feelings of inferiority to
higher-class people; disdain or shame about traditional patterns of class in one’s family and a denial of
heritage; feelings of superiority to people lower on the class spectrum than oneself; hostility and blame
towards other working-class or poor people; and beliefs that classist institutions are fair.

People who are middle-class and wealthy sometimes internalize the dominant society’s beliefs and attitudes
toward them, and play them out against others. Internalized superiority is the acceptance and justification of
class privilege by middle-class and wealthy people. Class privilege include the many tangible or intangible
unearned advantages of “higher” class status, such as personal contacts with employers, “legacy admissions”
to higher education, inherited money, good childhood health care, quality education, speaking with the same
dialect and accent as people with institutional power, and having knowledge of how the systems of power
operate.

A person from the more privileged classes can be a class ally—a person whose attitudes and behaviors are
anti-classist, who is committed to increasing his or her own understanding of the issues related to classism,
and is actively working towards eliminating classism on many levels.


https://classism.org/about-class/what-is-classism/
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Class Definitions

Class — relative social rank in terms of income, wealth, education, status and/or power.

Classism — differential treatment based on social class or perceived social class. Classism is the systematic
assignment of worth based on social class; policies and practices set up to benefit more class-privileged people
at the expense of the less class-privileged people, resulting in drastic income and wealth inequality and
causing basic human needs to go unmet; the rationale and the culture which perpetuates these systems and
this unequal valuing.

Class Privilege — Tangible or intangible unearned advantages of higher-class status, such as personal contacts
with employers, good childhood health care, inherited money, speaking with the same dialect/accent as
people with institutional power.

Class Ally — A person from the more privileged classes whose attitudes and behaviors are anti-classist, who is
committed to increasing his or her own understanding of this issue related to classism, and is actively working
towards eliminating classism on many levels.

Individual Classism — This term refers to classism on a personal or individual level, either in behavior or
attitudes, either conscious and intentional, or unconscious and unintentional.

Institutional Classism — This term refers to the ways in which intentional and unintentional classism is
manifest in the various institutions of our society.
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Class Definitions

From Class Action: classism.org
Adapted from “No Class” in Maine: http://www.abilitymaine.org/noclass/

Class
Relative social rank in terms of income, wealth, education, status and/or power.

Classism

Differential treatment based on social class or perceived social class. Classism is the systematic
assignment of worth based on social class; policies and practices set up to benefit more class-
privileged people at the expense of the less class-privileged people, resulting in drastic income and
wealth inequality and causing basic human needs to go unmet; the rationale and the culture which
perpetuates these systems and this unequal valuing.

Classism is differential treatment based on social class or perceived social class. Classism is the
systematic oppression of subordinated class groups to advantage and strengthen the dominant class
groups. It's the systematic assignment of characteristics of worth and ability based on social class.

That includes:
— individual attitudes and behaviors;
— systems of policies and practices that are set up to benefit the upper classes at the expense of
the lower classes, resulting in drastic income and wealth inequality;
— the rationale that supports these systems and this unequal valuing; and
— the culture that perpetuates them.

Individual Classism
This term refers to classism on a personal or individual level, either in behavior or attitudes, either
conscious and intentional, or unconscious and unintentional.

Institutional Classism
This term refers to the ways in which intentional and unintentional classism is manifest in the various
institutions of our society.

Class Privilege

Tangible or intangible unearned advantages of higher-class status, such as personal contacts with
employers, good childhood health care, inherited money, speaking with the same dialect/accent as
people with institutional power.

Class Ally
A person from the more privileged classes whose attitudes and behaviors are anti-classist, who is

committed to increasing his or her own understanding of this issue related to classism, and is actively
working towards eliminating classism on many levels.
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Social Class Privilege Checklist

*
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If I got into a situation where | didn't have enough money to pay rent, | could ask a family
member for money.

My occupation allows me to be free most evenings and weekends.

I have regular access to email.

My family owned the home that | grew up in.

I have health insurance.

Most of my debt is in the form of low-interest student loans.

| associate second-hand clothing, food salvage, and reducing/reusing/recycling with
environmentally sustainable practices or anti-capitalism rather than with poverty.

| wouldn't have a problem taking minutes at a meeting.

I have disposable income for spending time with my friends outside of the house.

| don't have any hesitations telling people that | am "poor" or "broke."

I have ample time to invest in my union, and expect everyone to invest just as much time as me.
Meetings that start or end late are not particularly detrimental to me.

| don't have to worry about my personal hygiene reflecting on my class.

| don't have any hesitations about bringing my family to meetings.

If I do not choose to share something, people do not see me as being "stingy."

My parents took me on vacations and sent me to summer camps during my childhood; | am
excited for an outdoors coop retreat.

Talking about money issues in public is not an issue for me.

Being a Class Ally

*

*

*

| don't assume that it is a working class/working poor/poor person's job to educate me about
class issues. | read up on class struggles.

I understand that knowledge from books is never as valid as knowledge based on personal life
experiences.

I understand that a middle class/upper-middle class/rich position is privileged and not normative
or average.

| don't assume that it is a working class/working poor/poor person's responsibility to tell me their
life story. | don’t force discourse.

I make an effort to use inclusive language, because | understand that education and overly
academic language are often inaccessible to working class/working poor/poor people.

| realize that class is not a defining marker of intelligence and don’t “talk down” to a working
class/working poor/poor person.

| understand anger and allow space for discourse about my specific privilege and/or moneyed
privilege in general.

| recognize how classism interacts with and is complicated by other systems of oppression:
racism, sexism, ableism, oppression of parents, etc.

| engage in anti-classist struggles and seek to build cross-class alliances.

| share money when | can.

| investigate my own life and how | am classist. | challenge these beliefs and behaviors in myself
and my life.

I work to make meetings and events accessible by considering where they are held, when they
are held, whether or not child care is available, etc.

I understand that the right to have/adopt and parent/care for children should not be dependent
upon class position or income.

| recognize that class does not equal income, but also includes education, geography, job, and
many other factors.
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| respectfully interrupt classist jokes, slurs, comments, or assumptions when | come across
them.
| offer alternatives and/or accurate information when | hear classist stereotypes or myths.
| build and maintain friendships and relationships across class and race lines.
| use the words "class" and "classism" in my conversations with people.
I acknowledge the class implications of all the decisions that | make.
| try not to assume that others have the same level of resources as | do.
| support the leadership of poor and working class people.
I don't make assumptions about people's intelligence based on their appearance.
I am open to talking about my class situation and class of origin.
| take care to notice and critically analyze judgments | make about people and look for class
elements in those judgments.
| take care to notice what clothing | wear and why.
| go to activities and events that are outside of my class comfort zone.
| support boycotts and strikes.

*

Xt Ot % Ot %

* O %

Challenging Classism in Our Organizations

Mission
* What is our organization's mission?
* Who are our members?
* What are our expressed values and our hidden values?

Physical Location and Space
* What is our access to public transportation?
* How is space allocated in our organization?
*  What is the decor like, what are the images on the walls?

Decision-Making
* How are decisions made?
* Who holds leadership positions?
* \Whose opinions and needs are considered in decision-making?
* What is the racial, gender and class make up of our organization?

Compensation and Qualifications

What is the ratio between highest and lowest paid?

In hiring, do we question the need for formal educational degrees and credentials?
What are our benefits and who is eligible?

What are our personnel policies and whom do they serve?

Do we recruit people from lower-income backgrounds for leadership positions?

Do we offer mentoring and support?

Are people treated differently based on their job titles?

D b b B

Organizational Culture

How are people greeted when they come in or call on the phone?

How are people dressed? How do they appear to others?

Who feels comfortable in our organization? Who feels most uncomfortable?

What are our co-op’s rituals around food and celebration?

What kinds of humor and jokes are acceptable or not acceptable?

What is our attitude towards time and what are our expectations?

What is considered polite or impolite?

How do board members and donors interact (or not interact with) administrative staff?

* b b b % b o
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Dealing with Conflict
* How is conflict dealt with?
* How does one show respect?
* What is considered appropriate and/or inappropriate?

Language
* What language is spoken (acronyms, slang, vocabulary)? What language is inclusive and what
language leaves some people out?
* In what language are our materials written?

Other Questions

Do we have flexible fees for our events, activities and/or services?

How do we ensure access and participation by poor and working-class people?

Do we have childcare at our meetings and events?

Do our programs, displays and materials reflect a range of occupations or class lifestyles?
How well is our organization doing in meeting the needs of the folks we work with, particularly
around class?

How openly does our organization discuss issues of class, race and gender in relation to
ourselves and to the people we serve and work with?

b b b g o

»*

Resources

Organizations and Collectives

Class Action -Class Action inspires action to end classism. They raise awareness, facilitate cross-class

dialogue, support cross-class alliances, and work with others to promote economic justice.
www.classism.org

Class Matters - classmatters.org

Colours of Resistance
A grassroots network of people who consciously work to develop anti-racist, multiracial politics in the
movement against global capitalism. They are committed to helping build an anti-racist, anti-imperialist,
multiracial, feminist, queer and trans liberationist, anti-authoritarian movement against global
capitalism.

www.colours.mahost.org

Enough - The personal politics of resisting capitalism”\
enoughenough.org

Highlander Research and Education Center

The Highlander Center is a residential popular education and research organization that brings

workers, grassroots leaders, community organizers, educators, and researchers together to address

the most pressing social, environmental and economic problems facing the people of the South.
http://www.highlandercenter.org/

Poor News Network
PNN is a multi-media access project of POOR Magazine, dedicated to reframing the news, issues and
solutions from low and no income communities, as well as providing society with a perspective usually
not heard or seen within the mainstream media.

poormagazine.org
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Colorlines Magazine
colorlines.org

Resource Generation
Resource Generation works with young people with financial wealth who are supporting and
challenging each other to effect progressive social change through the creative, responsible and
strategic use of financial and other resources.

resourcegeneration.org

United for a Fair Economy
Raises awareness that concentrated wealth and power undermine the economy, corrupt democracy,
deepen the racial divide, and tear communities apart.

faireconomy.org
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CROSS-CLASS CAPACITY TOOL

https://www.showingupforracialjustice.org/cross-class-capacity-tool.html

This living document was created by the SURJ(Stand Up for Racial Justice) poor and working-
class group as an act of love and commitment to our common desire, across the class spectrum,
to bring white folks into action, dismantle white supremacy and engage with the complex
struggle and beauty of collective liberation.

Some framing: White people working together to dismantle racism is critical work. Attempting
to do this work without acknowledgment and thoughtfulness to how class affects

folks experience of race limits a true understanding of what is racism and what is classism.
Working to dismantle white supremacy and to end structural and interpersonal racism doesn't
mean we can avoid talking about issues of class privilege. On the contrary, if we don't become
bold about what cross-class solidarity work means as white folks yearning for racial justice, our
work will be less effective and our wins short-lived.

With this is mind here are some examples of common sticky spots that class privileged whites
come upon when working across class:

¢ Conflating Race and Class. Assuming that all white people have access to wealth erases
white poor and working class people. Referring to communities of color with an
assumption of poverty erases the Black middle class and other class privileged people of
color. These two systems of oppression use similar tactics and have always been
intimately linked, however they are not interchangeable.

e Scapegoating. Through subtle or direct means, operating with a bias that assumes
working class whites are somehow more racist than white folks with money reinforces
classism. This scapegoating takes responsibility away from middle and upper class
families who have often accrued wealth through exploitation and takes emphasis away
from the damaging policies and practices put in place by wealthy whites that structurally
reinforce both racism and classism.

o Discomfort around conflict. Recognition of conflict and figuring out disagreement is
very different across cultures and classes. White, class privileged cultures often carry a
value that avoiding conflict or being ‘nice’ and ‘polite’ are the better/only ways to talk
about difficult things. This value is not universal and can sometimes stifle needed
dialogues.

¢ Outcome over Process. Sometimes the desire to create action can override the process
of thoughtful and intentional planning. When intentionality breaks down, group norms
will almost always default to those with the most privilege/power calling the shots.

¢ Oneright (controlling) way. As is true with whiteness in general, within class privileged
circles there can be an attachment to things happening in a particular way. The sense of
what is the right way is informed by folks class background and status. Attempts to
control or micromanage the details can push out poor and working class
involvement/leadership.


https://www.showingupforracialjustice.org/cross-class-capacity-tool.html
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¢ Attempting to homogenize. Just as whiteness can attempt to subsume everythinginto a
false perception of sameness, class privileged cultures often do the same. Creating
cultural norms around language, dress, actions etc that cater to middle and upper class
comfort. Bringing working class folks to the table without changing the class culture of
the table in question will often be short lived.

¢ Palatability. Choosing only working class folks who are college educated or otherwise
assimilated into middle/upper class norms to be a spokesperson/reference point around
class.

e Convenience. Recognizing class dynamics when it’s convenient but treating it as off
topic when brought up in a way that challenges power or requires long term investment
in our lives and communities.

e Masking/False Scarcity. Presenting as though stressed about money from a false sense
of scarcity, not a lived experience of not having access to enough. This can be done in an
attempt to relate to working class people or to assuage guilt, confusion, a lack of
exposure to cross class learning spaces, or a combination of them all.

Examples of things that can be alienating to welfare/working poor, low income and working
class whites:

e Speaking for and about working poor, low income and working class whites without the
necessary leadership or adequate representation from these communities.

e Introductions that pivot on education/employment status and lineage or political
resume and credentials. This holds true within emails, on conference calls and in
person.

e Giving advice or asking questions about people’s struggle; our impairments/health, lack
of money, employment or anything that might be intrusive, patronizing or blaming.

e Presuming shared experience about activities that are dependent on middle class
lifestyle and values of some sort, examples: college, out of state / country travel for
pleasure, rejuvenation or political actions

¢ Using acronyms without explanation

e Not using class identifiers (see below)

¢ Defensive reactions to questions and feedback about barriers and assumptions that
hinder our involvement.

¢ Inaccessible language and jargon (academic and non-profit speak)

e Making fun of, dismissing, or shaming working, welfare class, and rural cultures and
equating our communities with ignorance and bigotry.

e Cultures of perfection, 'professionalism', and respectability politics (meaning messaging,
language, formatting, and campaign demands have to be always appear 'respectable’to
middle and upper class people in order to be legitimate)

o Commodifying our lived experiences to add credibility without an implemented
commitment to alter the material conditions of instability and poverty we often are
living through within our practice of white anti -racism.
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Examples of some things that create room to be, breathe, and engage as welfare, working-
poor and working-class whites:

e Provide food and childcare at meeting spaces/events. Ensure that meeting spaces are
child friendly and have reasonable start and finish times

e Use class identifiers — be transparent and honest about your class background when
getting to know each other and when starting to work together. Often class is not
mentioned, and therefore, class experiences and differences are erased, even though
they strongly inform everything we do!

e Practice creative ways to redistribute wealth. Examples include: prioritizing (whenever
possible) resourcing of poor, welfare and working class leaders, as well as local leaders
in under-resourced areas, over well resourced, urban career consultants. Work on
building a presence within our communities that provides support for ordinary needs.
Resource and staff regular food banks, provide basic advocacy for folks navigating
government benefits. Help with access to childcare, healthcare and housing. Commit to
stay - reduce the impact economic fragility and exploitation has upon our vulnerability
to the race bribe. Build up local leadership within these spaces.

¢ Move at an accessible pace! Keep in mind that poverty and instability can be debilitating
and at times completely preoccupying. Modeling a schedule, leadership or decision
making structure based on class privileged and able bodied capacity can be a deterrent
to poor and working class involvement.

e Engagein campaigns that are relevant to welfare and working class whites, ideally that
are developed by and for low-income white folks. Includes relevancy in approach,
demands, and language.

o Reflect on what type of culture is being created and in what ways it’s centered around
middle/upper class norms and comfort. What would it look like to center it around
working class participation instead? Practice moving back from the front of the room
and decision- making positions - embrace the value of being middle class / upper
working class supporters and allies of working poor and low income leadership and
direction.

e Support meeting spaces (in person, phone, online, etc.) for welfare and working class
whites to strategize, share and develop resources, develop peer mentorship
relationships, and support each other!

e Prioritize resourcing of leadership development and training for poor, welfare, and
working class organizers

e Provide fundraising support for poor and working-class led projects (fundraising training
as well as sharing resources)

e Provide travel support — metro cards / rides . Know where the local food stamp / HUD/
social security/ food banks office and shelters are.

e Find other class privileged people to sort thru things with. Challenge one another to dive
deeper with your understandings and self reflection. Understand that less privileged
folks get to move away from situations, without explanation, that they simply don’t
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want to have to deal with... again. Remember it is not the responsibility of welfare and
working class folks to be supportive of a middle/upper class learning moment when
those with less power are being hurt, alienated, offended, oppressed, triggered, and
insulted.



EdChange Shifts of Consciousness

informing ourselves
reforming our schools

wnsroing e vorld — for the Anti-Classist Activist

By Paul C. Gorski
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Charity is Not Activism

Charity, when not coupled with an insistence on and movement toward systemic
change, only reaffirms the power hierarchy. It does not—can not—lead to real
sociopolitical reform because it fails fo challenge existing power sfructures.
Moreover, a benchmark of authentic activism is personal vulnerability. Charity does
not make me or my priviege vulnerable. In fact, it allows me to maintain a
comfortable distance. Therefore, seeing charity as activism is a demonstration in
privilege.

“Culture of Poverty” or “Culture of Classism”?

Dozens of studies conducted since the early 1970s refutes Oscar Lewis’s (and more
recently, Ruby Payne's) construction of a “culture of poverty.” The poor Somali
immigrants arriving in Minnesota this year are not the same culturally as poor families
who have lived for generations in Appalachian West Virginia, for instance. And
again, focusing on the supposed cultures of oppressed people is an expression of
privilege, as it diverts aftention from the gross and systemic class inequities (such as
inequitable access fo high-quality schooling) that pervade the U.S. and the world. It
is this culture—the culture of classism—that |, as an anfi-classist activist, must work to
eliminate.

Capitalism Is Not Democracy

The consciousness of the anti-classist activist refuses binaries and false correlations
by challenging most vigorously those notions that are defended most vigorously by
the power structure. Chief among these is the unquestioned rightness and fairness of
capitalism. Despite the propaganda, there is nothing inherent about capitalism that
aligns it with democracy or freedom or justice. But somebody benefits from the
notion that these concepts are synonymous. Who might that be¢ Other notions,
systems, and conditions for critical reconsideration: consumer culture, globalization,
and corporate welfare.

The De-demonization of Socialism

It's odd, don’t you think, that while everybody seems to agree that a public
(meaning socialist) education system is an essential part of democracy, a public
healthcare system is inherently evil. And again, who exactly benefits from this
demonization?¢




5. With Whom Lies the Deficit?

Deficit theorists such as Ruby Payne essentially blame poor people for their poverty
by pointing to supposed deficits in their characters, spiritualities, and world views.
Deficit theory helps to justify what Herbert Gans calls “the war against the poor”: the
process of linking nearly every social ill to people in poverty in order to justify the
elimination of social programs and policies meant to help them. If we see the poor
as “undeserving,” then we needn’t waste our energies questioning skyrocketing
healthcare and housing costs, the dissolution of labor unions, the disproportionate
amounts of water and air pollution in high-poverty neighborhoods, or the fact that
tens of thousands of people die all over the world each day from preventable
poverty-related illnesses. The real deficit is a moral one and it lies with people who
perpetuate classism, not with those who bear the brunt of that classism.

The Un-Meritocratic Meritocracy

The ideal of meritocracy assumes a level of equity and social justice that simply
doesn’'t exist, either in the U.S. or most (if not all) other societies. The education
system is a good example. Economically disadvantaged students are much more
likely than their wealthier peers to be assigned to schools with an abundance of
unlicensed and inexperienced teachers, dilapidated buildings, inadequate
educational materials, lower-order thinking curricula, over-crowded classrooms, and
high teacher turnover rates. These conditions are wholly unrelated to individual
students’ intelligence, ability, motivation, or “merit.” But they have an enormous
impact on the quality of education students receive and, as a result, on their future
opportunities. We might say we have a wealthocracy, wherein access and
opportunity are granted on the basis of one’s existing levels of access and
opportunity. Where’'s the “merit” in thate

Everything’s an Intersection

One cannot understand classism or poverty, whether locally, nationally, or globally,
without understanding its intersectionality with a plethora of other oppressions. In the
U.S., forinstance, classism is inextricably linked to racism. Slavery, Jim Crow, housing
discrimination, Manifest Destiny—these are examples of racism institutionalized for
the purpose of economic exploitation. Only about 4% of Fortune 500 CEOs are
women. People with disabilities are much more likely to live in poverty than people
without disabilities. Much of the undocumented immigration that some people rail
against today is at least in part the result of U.S. and European colonization,
imperialism, and economic exploitation of Southeast Asia, Latin America, the Middle
East, and Africa. So any attempt to study or act against poverty and classism
without a deep understanding of these intersections cannot succeed. And | cannot
be an authentic anti-classist activist without also being a committed anti-racist, anfi-
sexist, anfi-every-kind-of-oppression activist.

Shifts of Consciousness for the Anti-Classist Activist
http://www.EdChange.org
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Introduction

: What Is Organizing?

joining together to work toward common goals.

Organizing is people coming together to collectively create the change they want to achieve. It is people

In 2002, Marshall Ganz's article in Social Policy, titled What is Organizing? described organizing this way:

Organizers identify, recruit and develop leadership, build community around leadership, and build power
out of community. Organizers challenge people to act on behalf of shared values and interests. They
develop the relationships, understanding, and action that enable people to gain new understanding of their
interests, new resources, and new capacity to use these resources on behalf of their interests. Organizers
work through “dialogues” in relationships, interpretation, and action carried out as campaigns.

Self-Interest - A Building Block for Organizing

One-on-one conversations are a critical organizing
tool for understanding self-interest and in building
relationships in order to mobilize people into action.

Everybody cares about something; figuring out what
that something is takes understanding the person’s
self-interest. Organizing is finding out what someone’s
self-interest is and what they care about. Nobody is
apathetic about issues such as school safety, student
learning conditions, dignity and respect in the

workplace, professional development, or their paycheck.

Apathy is often mistaken for feeling powerless and the
inability to effect change. As organizers we must tap
into the issues people care about and offer inspiration
and collectively develop viable solutions to address
those issues. We can’t make assumptions about what is
in someone’s self-interest; we must hear it articulated
by an individual. Relationships are the foundation of
organizing. If you have a relationship with someone
based on trust, not only will they share what they care
about-their self-interest—-you can mobilize them

into action.

NEA, Affiliates and Locals organize to build power to
make change. Our power comes directly from our
members. To successfully build power, we must engage
members and increase membership. To engage and
increase membership, we must understand the issues
our members care about—understand their self-interest.

Ultimately we seek to build power to make change. In this
toolkit, we will cover the critical elements of organizing:

® One-on-One Conversations

Issue Identification

Mapping the Workplace
Bargaining—Issue Campaign
Campaign Planning

Building Power

¢ Organizing for Community Support

Organizing principles are the same whether you are trying
to invite potential members to join your Association,
identify and develop local ESP leaders, rally members
to support demands (whether residing in a state with a
bargaining statute or a state without a bargaining statute),
enlist community help for an issue of concern, or drum up
support for a political candidate or platform.

The strategies and tactics provided here will assist
Affiliates and Locals to successfully achieve campaign
goals.




One-on-One Conversations

One-on-One Conversation Tools

¢ The Relational Meeting: Purpose and
Process of the Organizing Conversation

* An Organizing Conversation

e Conducting a One-on-One Conversation:
Key Components

e Practice the Organizing Conversation
* Write Your Own Organizing Conversation

¢ Worksite One-on-One Conversation
Reporting Form

® General One-on-One Conversation
Reporting Form

¢ How to be a Good Listener
* Anger, Hope, Urgency, You (AHUY)
N J

All organizing is based on building relationships and
finding common ground. Personal relationships are
the foundation for mobilizing members into collective
action. We cannot mobilize people effectively if we
don't know what matters to them and what motivates
them.

Through face-to-face, in-depth conversations,
organizers can build the trust of the people they are
contacting and make sure their questions are fully
answered. That trust and understanding, developed
through personal contacts, will be necessary to
maintain support for whatever kind of campaign
the Association is engaged in. This is also known as
relational organizing.

Whether you are in a small or large workplace,
conducting one-on-one conversations with all of

your ESP colleagues can feel very overwhelming. Itis
important to begin your conversations with colleagues
who are respected by their peers and administrators.
From that group, start with those you know and trust
and expand your reach from there.

Goals of One-on-One Conversation

¢ Assess where people stand, how they feel

Find peoples’ passion
Identify potential leaders and activists
Develop relationships

Identify and validate self-interests
> personal goals

> professional ambitions

> values

Identify what motivates or inhibits

¢ Agitate—Why are things the way they are and

how can things be different?

Inoculate

Identify social and community connections
Get commitment

Set a follow-up plan
> Build solidarity/power
> Collect and analyze data

PARA POWER!




Listening

Asking questions and active listening during a one-
on-one conversation can identify common ground—
issues, interests, values—that can lead to collective
action. Listen for:

Issues: The topics, problems, concerns and public
policy that people care about.

Interests: A person’s stake in an issue.
Values: The moral principles people live by.

Capacity: What an individual can contribute to an
issue or group, e.g., money, time, special skills,
networks.

Commitment: What an individual is actually willing to
do. A person's commitment is directly related to the
depth of his/her interest.

Active Listening

There are times when we all should listen rather
than talk; however, this is often easier said than
done. Research shows that we listen to people at
a rate of 125-250 words per minute, but think at
1,000-3,000 words per minute. And once finished
talking, we can only recall about 50% of what was
said. We need to take note and better learn that
there are times when being silent is powerful...and
then there are times when we really do need to
stop the conversation to speak up and ask those
important questions before the topic becomes a
runaway train.

It might be easier to discern the difference
between when to talk and when to listen if you
apply the 80/20 rule. Spend 80% of your time
listening and only 20% of your time actually talking.

Plus, when you listen, you can repeat some of the
words back to the other party and they will be
astounded because you “get it” and listened with
authenticity to hear and UNDERSTAND.
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An Organizing Conversation

Here are some guidelines for a fruitful conversation
(or a series of conversations) with a co-worker.

Nobody should follow a script mechanically, of course.
Talk with people like human beings! But think of this
outline as a tool. The steps can help you move toward
a goal, so your co-worker isn't left feeling like their
time's been wasted with a spiel or a gripe session.
Done right, an organizing conversation leads to action.

Your job is mostly to ask questions. You want your
co-worker to realize:

® He/she cares about a problem.

e There's a decision-maker who has the power
to fix this problem.

* The decision-maker won't fix it until someone
pushes them to.

e If your co-worker really wants this problem fixed,
he/she has to join you and other co-workers in
taking action.

But just telling them all this wouldn't be very effective.
Instead, you want to ask the right questions that
prompt the individual to bring it up on their own. To
ask the right questions, you need to choose an issue
by understanding the difference between an issue
and a problem. As the Midwest Academy puts it,
"A problem is a broad area of concern. An issue is
a solution or partial solution to the problem.” You
don't organize people around homelessness; you
organize them around a bill to allocate more funding
for affordable housing programs, or around creating
a coalition of churches willing to provide shelter to
those who need a place to stay.

Most likely, if you are concerned with large, complex
problems like homelessness or hunger, you will not
be able to pick one issue that will solve the problem
completely; you will need to target one specific facet
of the problem. How do you choose that issue? The
Midwest Academy suggests many criteria for this
process, as follows.




Issue Identification

_

Issue Identification Tools

® Checklist for Deciding on an Issue
* A Good Organizing Issue

® Issue Selection

e Evaluate Your Organizing Issue

® Getting the Ball Rolling

It's important to organize around issues, not
problems.

The Criteria for Deciding on an Issue

1.

Result in a real improvement in the lives of
students, school staff, and community members

If you can see and feel the improvement (if it is
measurable), then you can be sure that it has
actually been won. The group must seek a broad
consensus on what an improvement really is and
state it clearly as a goal.

Give people a sense of their own strength.

People should come away from the plan feeling
and knowing that their efforts caused the project
to succeed. This builds the confidence to take on
larger issues.

Alter the relationships of power.

Building a strong coalition creates a center of
power and communication that leads to changes
in the way the decision-makers make decisions.

Be worthwhile.

People should feel that they are working for
something about which they care, and which
merits the effort.

Be winnable.

From the beginning, people will have to be able
to see that there is a good strategy for winning
on an issue. Don't choose an issue that is so huge
and abstract that the end result is unimaginable.
Those involved should be able to see, from

the beginning, that there is a good chance of
succeeding in their efforts.

To facilitate development of a good strategy, try to
get advice from those with experience:

¢ Find out who has won on the issue and talk with
them.

To develop a winnable project plan, consideration
must be given to costs to your group:

® How much money will your plan cost?
e How much time and effort will your plan
require?

Consideration must also be given to the cost of
any opposition to your issue:

e How much money will your plan cost those who
might oppose it?

* How much money are they likely to spend to
defeat your plan?

¢ What do they value that will make them want to
hold out against your plan?

Be widely and deeply felt.

Many people must feel that the issue is real and
agree with the solution. No matter the job family,
ESPs must feel strongly enough about the issue to
do something about it.

Be easy to understand.

It is preferable to not have to convince people that
the issue exists, that the solution is good, and that
it is important for them to help solve it. Sometimes
this is necessary, though, particularly with issues
that involve school finance.

Identify the decision-maker.

The decision-maker is the person who can give
you what you want. A more complex project
plan may focus on several decision-makers.
During planning, if the group can't decide who
the decision-maker is, it will be necessary to
reexamine the viability of the issue or define the
goals more clearly.

Have a timeline that works for your group.

Your group should establish a timeline that
defines the approximate dates for the beginning,



middle, and end of your project plan. It will be
important to put your goals and accompanying
tactics in the timeline.

10. Do not be divisive.

Avoid issues that divide your group. Survey your
group to find an issue that will be supported. Will
this issue help or hinder in reaching new people?

11. Build leadership.

The plan should have many roles and tasks
inviting the involvement of a multitude of ESPs,
whether food services, custodial and maintenance
services, security services, etc. Consider the skills
people will develop and the contacts the group
will make for future work together.

In a plan that involves working with a coalition,
building leadership has a different meaning
since the coalition partners are already leaders.
Coalition leaders may need to learn to work with
each other and to merge several plans together.

12. Be consistent with your values and vision.

Values should be consistent with the group’s
values and vision in support of public education
and public education employees.

13. Set your organization up for the next fight.

You need to build capacity through leadership
development, capacity building, messaging,
actions, activist identification, etc., which will give
you a jump-start when you are ready to go for the
next campaign.

Page 33

Let's Begin Organizing...

The Critical Conversation

1. Discover the issues

Begin by asking questions—and listening to the
answers—to learn what your co-worker cares
about. Make your questions open-ended,
especially when you're getting to know someone.

(How’s your day going?\p

[ L

How did you

get this job?

about working here?

When you're organizing around a particular issue,
your questions might get more pointed. Still,
even if you have a petition about the awful new
schedule, don't leap straight into "Will you sign
this?” Instead, ask:

| hear your now working a morning and afternoon
shift schedule-how does that work for you?

The point is for your co-worker to remind himself
or herself how they feel about this problem,
before you ask them to act. If you've discussed
this issue before, you can still ask how it's affecting
them today, or share someone else’s story and get
their reaction.

2. Agitate

React to what he or she tells you, and ask follow-
up questions. By reacting, the organizer can help
the other person feel they have permission to be

angry:

Wow. How long has
that been going on?

How does that
[ make you feel?

How are
you coping?

( s that okay with you?\)

( How is that affecting your family'.j




3. Laythe blame

Get them talking about who's responsible.

Who's in a

Why do you think we're
position to fix it?

having this problem?

What would they
have to do?

Do you think this problem
is going to correct itself?

Many times we feel our problems are just “the way
things are.” Realizing that bad conditions didn't
fall from the sky can be empowering. If someone
made the decision that caused this mess, that
someone could also unmake it.

Make a plan to win

Now that your co-worker is angry, it's time to
offer some hope. Hope comes from your power
in numbers and a winnable plan. That's how
you make your problem into a problem for the
decision-maker.

Most people want to go back to the old bell
schedule. The administrator hasn't listened, but
what if 25 of us sign this petition, and we all
march into his office together to deliver it?

What do you think he'll
do? Will he be able to
keep ignoring us?

What's his
supervisor

going to say?

This step will be trickier if today’s petition doesn't
address a problem that this person feels strongly
about. You'll have an easier time organizing if you
choose issues that are widely and deeply felt.

But what you can say is that power in numbers
is our only way to get a say on any issue. For
instance:
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If we win on this issue, do you think
administration will learn something? Will
taking action on the next issue be easier?

This is the first step. We've all got to start
backing each other up. How else are we going
to build enough power to fix the understaffing

you're talking about?

Get a commitment

Ask the member to be part of the solution by
taking a specific action.

Will you sign this petition and come
with us to deliver it on Thursday?

If someone is fearful, acknowledge that their fears
have real reasons behind them. But still, things
won't get better unless they get involved. Your
job isn't to convince them that their fears are
unfounded, but that they need to act anyway.

How is the schedule ever going to
get fixed if we don't take action? Are
you willing to let this problem go on?

Helping the member through it will be a lot easier
when you're inviting them to act on what they've
already said—not pushing an action you're trying
to “sell.”

Inoculate and re-commit

Now your co-worker is committed—but does he/
she know what they're getting into? Ask how they
think management will react to the action.

What do you think the administrator
will say when we go to his office?

If there's a likely risk he/she hasn't thought of, warn
them about it.



What if he gets angry and threatens to write
everyone up? What if he offers to meet with
one or two of us but not the whole group?

Talk through the possible outcomes. Then ask
whether you can still count on their participation.

[ Does any of that change your mind?]

This part might sound like you're undermining
your organizing. You've gone to all this trouble to
help your co-worker decide to act, and now you're
trying to talk them out of it? But like inoculating
against a virus, the idea is to help them develop
an immunity to the administrator’s attacks—by
giving them a small dose before they're exposed
to the real thing.

This way, when the administration reacts, he or
she won't be thrown by it. In fact, your correct
prediction will boost your credibility.

Set a follow-up plan

As organizers, we need to be continually
cognizant that follow-up is the key to organizing.
Without timely and continual follow-up, much
of your hard work will be for naught.

Agree on the next step, and when you'll check
back in. Maybe they're going to meet you on
Thursday to deliver the petition, or they'll ask two
co-workers to sign. Or maybe you simply promise
to report back on Friday about how the meeting
went.

Remember, you're not just trying to pull off this
one action. You're also trying to draw people
gradually closer to the center and build an
ongoing network of communication. You're trying
to make standing up, in an organized way, a
normal and natural part of workplace life.

Can you ask Jane to sign? Great!
I'll come back at the end of the day to
find out how it went, okay?
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Assessment of One-on-One Conversations

Assessment is a word that describes the act of
organizers engaging people in one-on-one
conversations to determine as best as possible their
degree of support for the union, based on the directly
observable verbal, visual, and behavioral indications
uncovered in the conversation. Assessments are
conducted several times during the life of an organizing
campaign and for various strategic purposes. Although
the underlying reason for assessments is to measure
the level of union support at any given point in time,
assessments also are used to:

e Track movement of support.

e Continually assess leadership potential and
development.

® Guide allocation of time and resources in a
campaign.

¢ Provide a road map of who needs the highest
priority of a personal organizer’s attention in a
campaign.

* Measure committee effectiveness.
e Uncover issues.

¢ Gain feedback on effectiveness of tactics and
issues.

* Assess outcome of worker "tests” throughout
the campaign.

e Test effectiveness of the employer campaign.

Conducting assessments is a fundamental skill

that organizers must learn and constantly practice.
Conducting assessments effectively calls upon an
organizer’s skills in communication and observation,
especially listening skills. Assessments must be

as precise as possible, directly observable, and
measurable.

Assessment Dos and Don'ts

DO always base assessments on directly observed
verbal, visual, and (most important) behavioral
indications of the person’s degree of support for

the union, such as volunteered statements or more
preferably observable actions in support of the union.

DO NOT base assessments on supposition, hearsay,
rumor, or a previous assessment.

DO begin assessment conversations with open-
ended probing questions that allow you to uncover
indications on which to base your assessment.

DO NOT rely entirely on closed-ended “yes” or “no”
questions, or direct questions on the person’s degree
of Union support that will easily allow the person to
provide the answer he or she thinks you want to hear
or need to hear so you will just go away. If you do ask



Remembering your conversation

It is appropriate—and strongly advised—to make
notes immediately after the conversation when
the organizer is no longer with the person. Also,
it is appropriate to make notes on information

a person offers to the organizing campaign,
such as names of co-workers, phone numbers,
information on the employer, etc.—but first gain
permission from the person to do so.

Prior to starting the conversation, a question such
as: "Do you mind if | take a few notes as we talk?”
will go a long way in building the relationship.

o _J

direct questions, make sure you collect other evidence
to support or refute the answers you hear.

DO use active listening skills.

DO NOT be so focused on how you will respond to
what you hear that you miss important indications
provided to you in the conversation that will help you
with your assessment or that will provide clues on how
to probe more deeply for those indications.

DO watch for non-verbal indications in addition to
what is being said in the assessment conversation.

DO NOT ignore facial expression and body language.
They are important elements of the conversation.

DO treat the assessment conversation like any other
organizing conversation.

DO NOT communicate overtly that the purpose of the
conversation is to make an assessment.
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DO make mental notes of how you will assess the
person, how you will justify that assessment based
on what you observed, and any issues or problems
uncovered in the conversation.

DO NOT make written notes during the conversation
and DO NOT complete any paperwork associated
with the assessment in front of the person.

DO NOT be fooled by the “friendly 4,” the person who
is nice to you but does not provide any evidence of
having the characteristics of someone who should be
assessed asa 1" "2" or "3

DO NOT confuse assessing worker support for the
union with assessing personality. There are people
whom you do not personally admire who are “1s.”

Conversely, the nicest person you know may never
support the union.

DO end the assessment conversation in as positive a
manner as possible, keeping the door open for future
contact.

Code Assessment Definition

1 Leader: member or potential member who will do anything for the campaign'’s success
2 Supporter: member or potential member who supports the organizing campaign

3 Member or potential member on the fence, needs follow-up

4 Opposes union and will never support the campaign

0 Member or potential member not yet assessed




Mapping the Workplace

Mapping Tools

e Draw Your Own Workplace Map
* Make a Chart of Your Workplace
® Map How People Connect

® Analyze Your Workplace Map

o _J

Mapping is a physical depiction of the worksite that
illustrates presence and physical proximity of staff
by such factors as membership or activist status,
age/seniority, job title, assessment status, social
relationships, etc.

Once created, a map gives us a look at selected data
from a bird’s eye view and provides a starting point for
a strategic discussion of organizing.

* Map out where ESP members/potential members
are, supervisors/administrators, bus drivers,
maintenance and cafeteria workers, etc.

e Find the worksite’s “"Hot Spots” and “Dead Zones.”

¢ Find where conversations and action happens—
do people congregate at the bus barn in the
mornings? Do ESPs have a favorite “coffee” break
location?

e Check your map against your worksite rosters.
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Map out how people connect

Mark the groups.

Draw a circle around the people who form each work
group and each social group. If members of a group
are scattered all over, indicate them some other way,
such as with a certain color or symbol.

Who socializes

Who goes to the sam;
together?

place of worship? \K

Who worksx
together?

Who carpools

Who are all

the smokers?

together?

Who are the
Spanish- speakers?
As you identify groups, discuss them.

How does this What are the biggest
group relate to the problems affecting

administration? this group?

Keep your observations respectful and factual, not
"gossipy.” The idea is to find insights that will help
you organize with these co-workers, not repeat
stereotypes or gripes about them.

Mark the leaders. Indicate each group’s leader with
an appropriate color.

Who's the main Who do you go to
leader in this group? with problems?

Map out union support. Who is part of your
organizing team so far? If there's not a formal group,
choose some criteria.

Who gathered Who's helping to
signatures on the map the workplace?

latest petition?
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Also mark the wider circle of Union supporters.
Who signed the Who is a member/
last petition? potential member?

Leader Identification

Fundamentally, a leader is someone who has
followers. That means there are others who will take an
action—sign the petition, wear the sticker, attend the
rally—when this person asks. When conducting a one-
on-one conversation and mapping the workplace, it is
critical that we keep an eye out for natural leaders.

Leaders are people who:

¢ Have a following.
Leaders know
other people in the
community or in their
building or district who
share their concerns.
Leaders identify other
people who can
be engaged in the
Association/campaign
and welcome new
people readily.

e Deliver. If a leader promises to do something,
he or she does it.

¢ Are accountable. Others in the organization or
community care about what a leader is saying or
doing on their behalf. Leaders check in with the
people they represent.

e Listen. Leaders have their ear to the ground and
take the time to ask other people what they need
and what they think.

* Motivate others. Leaders bring out the best in
other people.

* Get respect and give respect. Other people listen
to leaders and view them as trusted colleagues.

¢ Rise to the occasion. In a crisis, others can count
on leaders to respond.

¢ Turn anger into action. Leaders are comfortable
expressing their dissatisfaction with oppressive
people and institutions and are ready to direct
their anger toward doing something productive.

¢ Are hopeful. Leaders believe that change is
possible and that they have a role in creating their
own future.

¢ Understand self-interest. Leaders know what is
important to them and what they hope to achieve
from building the organization. Leaders believe
that working with others is how to get what they
want.



e Want to build collective power. Leaders know
that building collective power is the way to create
long-term solutions to building level, district level,
and community social problems.

¢ Have a sense of humor. Leaders understand that
humor sustains communities and individuals, and
prevents bitterness and burnout. They may not be
comedians or great joke-tellers, but they are able
to find the humor in both the good and not-so-
good aspects of everyday life.

¢ Are natural role models. Not all leaders have titles
or hold elected offices, but they have a following
amongst their peers.

A leader is not necessarily:

® The loudest person in the group.

® The person who speaks the most.

® The person with the most money or education.
® The person who is most interested in politics.

Building the Organizing Committee

(Association/Building Representatives, Member
Engagement Teams, Action Teams)

* Composed of a group of the most respected
leaders in the workplace who are representative
of the workforce. Both members and potential
members.

* The Committee members are the organizers of
the Association/Union in the building/school.

* They work as a team and set goals and
benchmarks for their work as organizers.

® They act as a group and not as individuals; always
aiming to engage in collective action.

® They obtain and keep the necessary information
to be able to reach their colleagues at any time.

* The building's organizing committee helps
the Local put together the Local's organizing
committee.
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e They identify potential leaders and engage co-
workers in the activities of the Local.

e They will listen to their co-workers’ issues and
collectively will try to strategize for solutions.

® The members will be trained on collective action
and will also conduct trainings as they become
more familiar with the subject.

¢ They will be trained and will conduct one-on-one
interviews with their colleagues, and will keep
detailed records of those conversations.

e They are able to listen patiently, and when
colleagues feel listened to they grow closer to the
organization.

® They provide the same responses as other
members when asked the same questions, and
they are also able to say: “I don't know, but let me
find out for you.” They speak with one voice.

® The members of the Committee build solidarity in
the workplace.

¢ They are trustworthy and keep confidences. They
DO NOT gossip.

e They maintain a positive outlook when faced with
a crisis and are always looking for an organizing
opportunity; always reminding their co-workers
that they can achieve much when working
together.

e Committee members display good common
sense when faced with adversity.

* They accept feedback and admit mistakes, but
invariably look forward to making a change and
not staying stuck in the error.

* They maintain a consistent message that is
education centered and not tied to a political
party or ideology based.

e Committee members will ensure their colleagues
are informed of all Association/Union activities,
regardless of membership status.

* They will have as a goal to gain buy-in from all the
members and potential members working with
the organization.



Bargaining—Issue Campaign

12

Organizing for Bargaining
or Organizing for an Issue
Campaign Tools

e Sample Contract Survey

¢ Organizational Readiness Checklist
¢ To React or Not to React

¢ Answering Tough Questions

e Practice Answering Tough Questions
* When You're Called into the Office

N /

The outcome of bargaining, or meet and confer,
places responsibility for the outcome directly on
the membership, not just on the negotiator. The
Association’s bargaining leverage or contract
influence is in direct proportion to the other side’s
perception of our strength.

Management decides how to respond to negotiators
based on whether they believe the membership

is involved, and to what extent the membership is
prepared to take collective action. Public officials also
respond to the level of organization involvement and
to whether they will gain or lose politically.

Campaign Budgeting

It" s All About the Money!

It's not enough to be right,
you also need might.

BARGAINING/CONTRACT NEGOTIATION:
INTERNAL METHODS

STEP 1. Identify the Objective

In a contract campaign, the obvious objective is to
win the best contract possible for the membership.
|dentifying make-or-break contract issues is essential.

STEP 2. Gather Information

1.

Survey the membership about contract and/or
bargaining goals.

® One-on-one conversations

* NEA surveys

e Pencil and paper

e Online survey templates
(such as surveymonkey.com)

® Listening tour

Research school district’s positions and
financial capacity.

Political climate

Cost data

Budgets and audits
Decision-making structure

Make comparisons.

® Emerging issues

® Pastissues

¢ Districts/Locals of comparable size and financial
situation

STEP 3. Develop an Action Plan

Members should clearly understand that bargaining
and/or contract negotiating is being conducted by
them, not for them.

1.

Select a bargaining/negotiating team.
® Team size

® Diversity

¢ Constitutional provisions

e Appointed vs. elected

e Criteria for team members

¢ Responsibility

e Authority



Interest-Based Bargaining:
Collaborative

This process encourages the parties to seek and
find common interests of proposals, applying
neutral standards in an attempt to reconcile their
differences and reach common ground.

Traditional Bargaining: Confrontational

This process involves negotiating specific
proposals to reach an agreement through the
application of pressure, utilizing such techniques
as counter-proposals, compromise, and trade-offs.

)

The team should agree on the philosophy about
bargaining/contract negotiating.

® Interest based vs. traditional

¢ Collaborative vs. confrontational

e Single spokesperson vs. group discussion

e Historical impact

¢ The will of the members

Set bargaining goals.

e Establish the difference between goals
and priorities

e Short-term objectives

¢ Long-term objectives

® What are the employer goals?

Plan for member involvement in the campaign.

¢ Consider the impact of bargaining on
membership recruitment and retention especially
given the many ESP job categories

¢ Analyze past member involvement: Who? How?

Create an issue theme.
e Concepts like “safety in the workplace” mobilize
workers more than a “2% wage increase”

Organize support teams—communications, crisis,

research, website, newsletter, issues, etc.

e |dentify respected workers and volunteers at each
worksite to organize/participate in support team
activities

¢ Using one-on-one conversations, the teams survey
the membership to identify issues and develop
contract proposals
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The support teams ensure that workers know they
“own" the issues campaign

7. Plan communication strategies.

Internal or external

Written vs. meetings or face-to-face
Frequency of meetings/messages
Detailed or general message
Digital or print

Social media

BARGAINING/CONTRACT NEGOTIATION:
External Methods

Bring the community to the contract table—in a
time when parents, community, and educators
have less and less say in how their schools are
run, the Union contract is one place where we
can authentically give parents and community
members a voice

Don't define the community in strictly
geographical terms. People are drawn together
by common interests, not just because they live or
work together

Social media

BARGAINING/CONTRACT NEGOTIATION:
The Media Campaign

Recruit among the membership the “poster child”
members and prepare bios for release

Train members on how to give interviews and stay
on message

Train members on how to put together a media
package, how to write press releases, and how to
do follow up after the release to ensure coverage
Build relationships with the media/reporters
months before they receive your first press release
Use the time to educate them on the issues
Examples of media tactics: ads in school football/
basketball programs

Meet with editorial board of newspaper

Strategic press releases

News conferences

Free media: public service announcements, letters
to the editor, public service airtime on radio or
cable TV, radio call-in shows

Social media

13



Campaign Planning

14

Campaign Planning Tools

e | ocal Association Campaign Planning
Guide
® Choose Tactics that Fit

* Arrange Tactics

Field Experience Toolkit

Midwest Academy Strategy Chart

Debrief Questions

¢ Wisconsin Education Association Council
Tactics Manual

\ )

While individual organizing campaigns may serve
different purposes—such as winning Union recognition
and representation rights, increasing Union density

by enlisting new members, electing pro-Union
candidates to political office, establishing fair and
effective accountability and performance standards, or
achieving a decent contract—all organizing campaigns
have the following common attributes:

e Start with an issue that resonates with members
and the individuals and communities we are trying
to reach.

¢ Follow a written plan that clearly states the
immediate objective, its rationale, and relationship
to achieving a larger long-term goal; how it will be
accomplished and the leverage that will be used;
a timeline with milestones and benchmarks; what
members will be asked to do; and a work plan that
specifies who will do what and when.

e Are conducted through a cohesive worksite
structure characterized by a ratio approaching
1 trained worksite activist for every 10 unit
members.

¢ Involve members by asking them in person and
making participation easy.

¢ Record, update, and employ data for
documenting member participation, measuring
progress, and determining next steps.

¢ Draw from a common set of skills that includes list
building, research, the organizing conversation,
assessments, charting, mapping, leadership
identification and development, and committee
building.

® Employ strategies of escalating tactics for
applying steadily increasing internal and external
leverage to counteract opposition.

A winning strategy requires taking a comprehensive
look at every internal and external source of leverage
with the potential to affect the outcome of the
campaign. Every prospective campaign should be
viewed through a set of strategic considerations,

such as member and community demographics,
employer finances and governance, legal and
regulatory environment, community and political
power analysis, potential allies and opponents, affiliate
readiness, and the role and likely impact of the media.
It is an approach that requires research, education,
and agitation for organizing and mobilizing our ESP
members, potential members, and allies.



Power Tools

e Power s the Goal

e Building Full Capacity Locals

e Sketch Out a Member Network
¢ Taking the Conversation Online

® Remember the Basics

o _J

During any organizing campaign, “debriefing” your
site or home visits or phone calls is vital for continuous
improvement and building power. Yet many times

we still don't do it. However, if we don't take the time
to properly review each event, we may miss critical
opportunities to identify mistakes and grow.

Here are 3 tips to help you design an excellent
debriefing process that can ensure your campaign’s
success and help you to continue to grow as you
plan for future campaigns.

1. Setthe Time(s)
Try to schedule your team debrief at the end
of the day, following the site or home visits or
phone calls. If this is not possible, try for no
later than the next day. Timely debriefs can help
detect if there are issues, enabling you to adjust
before it's too late.

The key takeaway? Debriefs are most successful
when the details are still fresh in everyone's
mind. The longer you wait, the less you'll recall
and your learning could be severely impacted.

2. Setan Agenda
No one on your team should be asking, "What
are we here to talk about?” A good debriefing
session is not a directive—it's a conversation.
So make sure your colleagues in the room know
what you've gathered to talk about. What do they
need to prepare? What do they need to bring?

3. Learning, Not Finger Pointing

Always remember, a debrief is not a forum to
complain. It is not an opportunity for people to air
their dirty laundry and especially not to lay blame.

This is easier said than done, especially if things
didn't turn out very well that day. Emotions can
run high and people can become defensive, but
this can be a good thing. People get emotional
because they care. They're passionate about the
work, have high standards for themselves, and
are embarrassed if they perceive things weren't

Building Power: The Campaign Debrief

successful. Keep the debrief positive and focus
on collective learning. Keep it grounded in the
concrete details of the campaign...the what, how,
and why. Start with the data and then talk about
what happened, not who did it. Your path to
answering the following questions will be much
clearer.

What went well? What didn't? Why?

What constraints or barriers did you face?
How did you overcome them or did you?

What did you learn?
What surprised you?
What issues did you identify?

What was the atmosphere of the worksite?

N
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Were you able to get to everyone given the
different ESP schedules and worksites?

8. How can we do better in the future?

Debriefing your events is a critical part of your entire
campaign planning process. In fact, it is likely one of
the more important aspects of the campaign and one
that it often overlooked. By taking part in an active
learning process, you'll be better equipped to lead

a successful campaign and continue to build Union
power.

Articulating issues or demonstrating proficiency in

the basic organizing skills alone no longer guarantees
successful outcomes. Employers, “right-to-work” front
groups, and political adversaries run comprehensive
campaigns that employ sophisticated research,
targeted messaging, community outreach, judicial and
political intervention, community pressure, and the
media to defeat worker power. We should not be any
less equipped to carry the fight to them.
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Community Organizing Tools

e Sample Member Community
Organizing Survey

e Sample Checklist for Potential Community
Contacts

¢ Living Wage Questionnaire

o _J

Developing allies in the community should be a
priority for every Association. Community groups,
parent organizations, religious leaders, politicians,
and others are more likely to stand with us if we have
identified issues of mutual concern and if we have a
history of working together.

Education support professionals are often active
members of groups outside the school setting, from
churches to political parties to volunteer organizations,
and generally live within the communities where
they work. Take the time to discover relationships
that already exist between members and community
groups. Members may live next door to or socialize
with school board members or local politicians. They
may be friends with local journalists at newspapers
or radio and TV stations. We need to identify all
relatives and relationships that our members have
encompassing their respective school district. It is
also important to identify all the connections that
our members' close relatives and friends have to the
communities where they live and work. Be especially
mindful to determine parents and relatives who are
vocal supporters of public education.

All of this information needs to be entered into your
database. Being able to quickly identify sources of
support will be vital in campaigns to pressure the
employer to negotiate favorable contract terms or
resolve workplace issues.

Organizing for Community Support

Make a list of all potential community
groups where your members are
stakeholders, such as:

e PTA/PTO

Booster clubs for bands, sports, cheerleading,
high school glee club, etc.

® Boy Scouts, Girl Scouts, boys’ and girls’ clubs

Little League, Pop Warner, soccer teams, etc.

Book clubs, cooking clubs, etc.

Places of worship
e Other charities
Keep adding to this list and remember to expand

your community reach beyond your geographical
boundaries.
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Checklist for Deciding on an Issue

A good issue will meet most of these values.
Use this checklist to compare issues. You may decide to modify or add to this list.

Issue 1

Issue 2

Issue 3

Will the Issue:

1. Result in a real improvement in the lives of
students, school staff, and community members

2. Give people a sense of their own strength

3. Alter the relationships of power

EES

. Be worthwhile

5. Be winnable

(0]

. Be widely and deeply felt

\‘

. Be easy to understand

(0 ¢]

. ldentify the decision-maker

9. Have a timeline that works for your group

10. Not be divisive

11. Build leadership

12. Be consistent with the group’s values and
vision in support of public education and public
education employees

33
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>0< A GOOD ORGANIZING ISSUE...

o _.is widely felt. How common is the problem? How many workers face this situation?
Many people must feel that this is a real problem and agree with the solution you’re
pursuing.

o _.is deeply felt. Is this an issue that people feel strongly enough about to actually do
something? It’s not enough that many people agree, if none are really hot under the collar.

e ...is winnable. 1t’s hard to know for sure whether you will win, but it’s possible to have
a good idea whether you can. Your group should match your demand to the power you’ve
already got.

To win, you'll need to make it harder for the decision-maker to keep saying no than to say
yes.The more pressure you can bring to bear, the more issues will become winnable.

e ...builds the union and builds leaders. Consider how this fight will build your
capacity for future fights. Will the issue attract leaders orgroups who haven’t been very
involved? Will it build solidarity between groups? Will it give you the chance to try an action
that’s one step beyond what you’ve done before? Will the solution lay the groundwork for
future improvements?

Each fight should build off the last. It often happens that we don’t win the concrete gain
wanted, but we do come out smarter and better organized—which makes it more likely we
can win next time.

34 \‘ ’ LABOR NOTES: Secrets of a Successful Organizer labornotes.org/secrets
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EXERCISE: EVALUATE AN
ORGANIZING ISSUE

Have you started mulling over some possible organizing issues at your workplace?
Pick one, and answer these questions to help you think through its organizing
potential.

1. What's the problem?
2. What's our proposed solution?

3. Is this issue widely felt?

How many people are technically affected by the problem?

How many people feel like it affects them?

4. Is it deeply felt?

e How much do people care about the issue?

e What are they willing to do about it?

5. Is it winnable?

Who's the decision-maker who could say yes to our solution?

What would it cost this person to say yes? Consider not just the budget but also
the decision-maker’s personal or political investment in the issue.

6. How much pressure will we have to bring to overcome this person’s resistance?

36 \‘ ‘ » LABOR NOTES: Secrets of a Successful Organizer labornotes.org/secrets
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Developing Your Script for One on One Conversations

Conversation Wheel

* Purpose

+ Let them know why you are meeting .
even before you get there.

Purpose

Begin Hera

()

* Exploration and Exchange
+ Most of the 1 on 1 is devoted to asking
probing questions

* So that we can exchange resources,
stories, information, support, insight

Exploration

* Commitment
* We end with a commitment to start
working together or continue working
together.
* Leadership ID

* Who here is trusted and respected

Example of a Relationship Building Script (Based on 25 Minutes)

Purpose VERY BRIEF 1 minutes:

Hello my name is . I am with the . | am excited that we could meet today to
talk about . We scheduled (amount of time) so | want to jump right in. (In your Script think about 2 or
3 BRIEF sentences about you that allow you to be more relatable — for example what are your values related to this
conversation, purpose for your work, who you are working with.)

Exploration and Exchange 80% OF THE CONVERSATION 20 Minutes:
Exploration -Ask probing questions to learn about the other person’s values and interests, as well as resources they
might hold. In response, it’s up to you to share enough about your own values, interests, and resources so that it can
be a reciprocal exchange — relatable. But remember the focus is on them.
Start by asking questions like:
e “Why is this issue important enough for you to act?”
e “Canyou remember the first time you stood up for something you believed in?”
e “Did you always feel strongly about this issue? Why / why not and what changed that?”
Exchange -once you have an understanding of their story and motivations, briefly share yours. Wherever you
find similarities between their story and yours, make a connection.

Commitment 3 Minutes:
A good one on one meeting ends with a commitment to work together. This commitment is best secured through a
direct ask:
e Stress the urgency of the commitment you are asking for:
“Your colleagues need more people like you to join them in making this school a better place to work”
¢ Emphasize the values you have in common:
“To achieve a better place to work we both know it is going to take hard work and standing together.”
e Frame it so that it seems the person you’re asking is the solution to the problem:
“Would you join the union today to help your colleagues make this a better place to work?”
e Be specific, make sure they understand what it is you are asking them. Provide time and space for them to
ask questions until they're clear.
¢ End the meeting with an understanding of next steps — that is, they should leave knowing the next time
you will meet or how and when they will hear from you

Leadership Identification 1 Minute: Who here is trusted and respected?
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Building Relationships

Key Concepts

e The 1:1 meeting is a key tool for establishing and maintaining relationships; there
are three types of 1:1s - recruitment, maintenance, and escalation.

e A"hard ask” is an effective way to ask for a commitment to establish a relationship.

¢ Recruitment and retention best practices can significantly increase the rate at
which new people join and stay on your team.

Why Build Relationships? “Organizing is a

Again, we define organizing as leadership that enables people to turn the resources they fa nCY Word for
have into the power they need to make the change they want. Power comes from our com- : e
mitment to work together to achieve common purpose, and commitment is developed re lat|0n5h I p
through relationships. building_"
Building Intentional Relationships — Mary Beth Rogers

Relationships are rooted in shared values. We can identify values that we share by
learning each other’s stories, especially “choice points” in our life journeys. The key is asking
each other “why?”

Relationships are long term. Organizing relationships are not simply transactional. We're
not simply looking for someone to meet our ask at the end of a 1:1 meeting (read on for
what this means) or house meeting. We're looking for people to join with us in sustained,
long-term growth and action.

Relationships are created by mutual commitment. An exchange becomes a relationship
only when each party commits a portion of their most valuable resource to it: time. Because
we can all grow and change, the purposes that led us to form the relationship may change
as well, offering possibilities for deeper relationships or more enriched exchange. The
relationship itself becomes a valued resource.

Relationships involve consistent attention and work. When nurtured over time, rela-
tionships sustain motivation and inspiration and become an important source of continual
learning and development for the individuals and communities that make up your organiz-
ing campaigns.

Organizing: People, Power, Change | Page 15
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The 1:1 Meeting

The 1:1 meeting is a tool to establish, maintain, and grow relationships in organizing. Each 1:1 meeting has four key
pieces:

Purpose - Be up front in establishing why you are meeting in order to make sure you are both on the same page.
If you plan to ask the person you're meeting with to make a commitment at the end of your 1:1, it is appropriate
to let them know when you set up the meeting and remind them at the beginning of your meeting, so that they
aren't caught off guard.

Exploration - Most of the 1:1 is devoted to exploration by asking probing questions. If you are meeting a person
for the first time, ask questions that help you understand their story, values, and resources that may be relevant
to your shared purpose (e.g. knowledge or skills they may have). If you already have a relationship, ask questions
that help you understand what's going on in their life, or the challenges or success they are experiencing in their
organizing.

Exchange - We exchange resources in the meeting such as information, support, and insight; you may connect
your stories or provide coaching on a challenge. This creates the foundation for future exchanges.

Commitment - A successful 1:1 meeting ends with a commitment to start working together or continue working
together.

Three Types of 1:1 Meetings

There are three types of 1:1s that you will use or engage in in your organizing relationships.

1. Recruitment 1:1

These meetings happen at the start of a relationship
to connect you and a new organizer and establish a
connection based on shared goals and values. The
goals of the recruitment 1:1 are to make a personal
connection, use your personal story to identify and
gauge potential and interests, probe for a shared
experience and connect on values, and lastly, pivot
to engagement - that is, move the volunteer to action
based on what you've discussed. Think about the
volunteer’s aptitude, skills, and connections when
considering how to best engage them.

See page 18 later in this section for a sample recruit-
ment 1:1 meeting agenda.

2. Maintenance 1:1

These meetings should occur regularly between you
and each of your organizers (assuming that you are in
a leadership role in your team or snowflake). This is an
opportunity to catch up on a personal level, debrief
recent actions taken by the organizer and their team,
and offer coaching. Maintenance 1:1s should be
scheduled regularly and proactively: do not wait for a
problem to occur to schedule one. A good guideline
is to schedule a maintenance 1:1 every two weeks.

Page 16 | Organizing: People, Power, Change

3. Escalation 1:1

These meetings are for organizers who are ready to
take the next step on the “ladder of engagement” in
assuming more responsibility and taking on ownership
of goals (see the Structuring Teams section for more
information on the “ladder of engagement”). First,
recognize the accomplishments the organizer has
already made, then propose the idea of taking on this
new leadership role. If all goes as planned and the
organizer accepts, take the time to clearly lay out the
responsibilities and expectations for this new role.

Because every organizer has a limited amount
of time, and maintenance 1:1s need to happen
regularly, each organizer has a limit to how
many relationships they can maintain. See the
Structuring Teams section for information on
“sustainable relationship ratios.”

Maintenance 1:1s are the primary opportunity
to coach an organizer. See the Coaching section
for more information on how to approach
coaching.
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Hard Asks

When you ask someone to make a commitment - for instance, attend an event or take on a
new role - it's important to make an effective ask, or what we call a “hard ask.” A hard ask is
an ask that results in a commitment to a specific action. Here are some best practices for a
hard ask:

e Askin concise, plain, and specific language.
» Example of an effective hard ask:

"Can you come to our team meeting next Wednesday at bpm at Alisha’s
house?’

»  Example of an ineffective ask:

"Would you be interested in coming to a meeting at some point to meet the
team and talk about how you might want to get involved”"

e Never apologize for asking: organizing is an opportunity, not a favour. Sometimes
we feel badly for asking someone to take action because we feel it is an inconve-
nience, when really, we're providing the person we're asking with an opportunity
to take action.

e Don't ask them to commit to something general; instead, have a specific event or
role in mind. If it's an event (e.g. a canvassing event or house meeting), include the
date, time, and location in your ask.

e Convey urgency: Describe an urgent problem and how the person you are asking
is the solution to the problem.

Three Types of No

When securing commitment, it's inevitable that our hard asks will sometimes be met with
“no.” In organizing, there are three types of “nos” that you will encounter - “not now,” “not
that,” and "not ever” - and being attuned to the difference will dictate how you proceed
with the person you're asking.

If someone says “no” they might mean “not that time,” so try offering another time or date.
For example:

"Can you come to our next team meeting on Monday at 5PM?"
"No, | have to work then”
"No problem, we have another meeting next Sunday at 1PM, can you come to that?"

If someone says “No, | don't want to do that,” it probably means "not that.” Try asking them
to commit to something else. For example:

"Can you come door-to-door canvassing with us on Tuesday at 5PM?”

"l don't know if I feel comfortable going door-to-door, I've tried it before and found it
really intimidating "

"That's okay! We are also planning an event to recruit new volunteers for the end of
the month. Will you come to the planning meeting for that on Sunday at 1PM?”

Organizing: People, Power, Change | Page 17



Page 53

If someone says definitively “No, I'm not interested in doing more” or “No, | don't want to
join the team,” then don’t worry about it! Thank them and move on. For example:

"Can you come door-to-door canvassing with us on Tuesday at Spm?”
“No, I am too busy right now to take on anything else, I'm sorry!”
"That's okay, thanks for taking some time to talk with me. Have a great day!”

Sample Recruitment 1:1 Agenda

The following is a sample recruitment 1:1 meeting agenda. Reminder here that this is a
framework you can follow, not an exact formula for what you must do in a 1:1.

Purpose (2 minutes) - Be up front about your purpose for the meeting (e.g. "Our team
needs a new canvass lead.”), but that first, you'd like to take a few moments to get
acquainted.

Exploration, Connection, and Exchange (20 minutes) - Most of the 1:1 is devoted to
exploration by asking probing questions to learn about the other person’s values and
interests, as well as resources they might hold. In response, it's up to you to share enough
about your own values, interests, and resources so that it can be a reciprocal exchange.
Start by asking questions like:

"Why is this issue important enough for you to act?"
"Can you remember the first time you stood up for something you believed in?'
"Did you always feel strongly about this issue? Why / why not and what changed

that?"

Once you have an understanding of their story and motivations, share yours. Wherever you
In this portion of the 1:1, find similarities between their story and yours, make a connection.
you are trying to get them
to share their Story of Commitment: A Hard Ask (10 minutes) - A successful 1:1 meeting ends with a commit-
Self with you, and then to ment to work together. This commitment is best secured through a hard ask:
share your story to build a e Stress the urgency of the commitment you are asking for:
Story of Us. See the Telling “We need another canvass lead to enable our team to meet our target.”
Stories section for what this e Emphasize the values you have in common:
means. “To achieve the change we want we need to meet our targets.”

e Frame it so that it seems the person you're asking is the solution to the problem:
“Will you take on the role of canvass lead?”

e Be specific, make sure they understand what it is you are asking them. Provide time
and space for them to ask questions until they're clear.

e Endthe meeting with an understanding of next steps - that is, they should leave
knowing the next time you will meet or how and when they will hear from you.

Page 18 | Organizing: People, Power, Change



Best Practices for a 1:1

Do

Don't

Schedule a time to have this conversa-
tion (usually 30-60 minutes)

Plan to listen and ask questions

Have a plan for your meeting - give
context or purpose, connect with one
another, and secure commitment

Share experiences and motivations

lllustrate a vision that articulates a
shared set of interests for change

Be clear about your next steps together

Split the bill if you meet in a coffee
shop or restaurant

Meet in public unless you know them
well (e.g. a coffee shop or public park)

Be unclear about purpose and length
of conversation

Try to persuade rather than listen and
ask questions

Chit chat about your interests

Skip stories to ‘get to the point’

Miss the opportunity to share ideas
about how things can change

End the conversation without a clear
plan for next steps

Pay for the whole bill (note: it can make
the relationship feel transactional and
can get expensive in the long run!)

Page 54
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Recruitment & Retention Best Practices

Employing best practices can significantly increase the rate at which new people join and
stay on your team. Here are some key best practices to keep in mind when building and
maintaining relationships:

Don't be apologetic: organizing is an opportunity, not a favour. When asking for
commitment, be enthusiastic.

Always Follow-Up: When someone offers to get more involved, ask for their contact
information and give them yours. Follow up with them as soon as possible, ideally
within 48 hours.

Always schedule for the next time: don't let anyone leave without asking when
they'll be coming back.

Confirm commitment: use a hard ask and make sure your people understand that
you are counting on them.

Plan for no-shows: assume that half of your people will turn up. For example, if you
need four people for a successful event, plan on scheduling eight.

Design actions that are empowering to participate in.

Designing actions so In organizing, it's up to us to create welcoming, organized spaces and engage volunteers
that they are inherently so that they keep coming back. The following is a list of top reasons why volunteers don't
motivational is a key way return:

to keep people engaged.
See the Acting: Targets &
Timelines section for infor-
mation on “motivational
engagement.”

They don't feel it is worth their time

Atmosphere is disorganized and they don't feel they're receiving attention or
direction

No one explained why the work they are doing is important
They are uncomfortable doing what they have been asked to do
They feel overwhelmed by tasks and goals

The volunteer environment is unwelcoming

No one recognizes their contribution

No one asked them

To summarize, building strong, resilient relationships is critical for effective community orga-
nizing. Our power stems from our commitment to one another and to taking action togeth-
er, and the hard ask, the 1:1 meeting, and best practices for recruitment and retention are
key ways we can secure commitment in our work.

Page 20 | Organizing: People, Power, Change
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Thinking About Organizing Conversations — A.K.A. — One on Ones

Organizing Through the Anxiety by Max Belasco, UPTE-CWA for
” The Strikewave Editorial Collective”

Imagine this for a minute:

You're representing your local at a day long new staff orientation. Your contract gives you fifteen minutes to talk
about the union, sigh members up for mailing lists, and get as many in the room interested in coming out to the
next meeting. Management has “unintentionally” gone long in the driest HR presentation you can imagine, and
warms the room up for you by saying that once the union representative is done everyone can break for lunch. By
the time you're up, you've got ten minutes and the crowd is looking at the clock more than you. Who are you,
trying to talk contracts and grievances and putting their lunch off?

Or maybe think about this scenario: you need to visit a building on campus filled with workers notorious for being
evasive and difficult to reach. You’re in contract negotiations, and you need to get folks to sign commitment cards
saying that they'll keep paying their dues for the coming year. There are some in the building that are friendly to
your union, but there are more than a few that won't greet you warmly. You've got to prepare for coworkers
demanding that you leave the building, along with some very aggressive managers who will threaten to call
security if you dare to talk to their workers while they’re on the clock.

If you're at all like me, either of these situations makes your stomach turn. | vomited after my first visit
encountering workers hostile to our union. I'm an introvert by nature; I've been struggling with social anxiety for
most of my adult life, and I'm normally very conflict-averse. Many of our union kin are in the same boat, and some
still don't seem to understand why | wanted to start engaging members and take on the duty of being a steward
for our local. They certainly don't believe me when | explain to them that | find the experience empowering and
therapeutic.

The first dozen times | did site visits or presentations to new staff were some of the hardest experiences I've had
at work. Having conversations with dozens of complete strangers on a regular basis, and getting asked very
specific questions about HR and the grievance process, all the while trying to look more authoritative and
trustworthy than management, is a nerve wracking experience. What if | give the wrong information, mess up
someone’s case, embitter them and their coworkers forever to the union? What if | lose this whole orientation
crowd and nobody attends our new member meetings? What if someone more experienced could have handled
that conversation better, won that member over, and my failure to do so is just hurting my union?

But it started to change for me when | first learned to have organizing conversations. Conversations with
strangers, inside or outside a union context, are frightening to me. I'm terrible with small talk and | never know
what to say. | thought organizers had to be charismatic and witty, charming members into attending meetings. It
never dawned on me that there was a structure to the way organizers would have conversations with those they
are organizing: a structure that guides someone into becoming more involved in building their union. Once |
learned that organizing conversations have a natural arc and you can use this to identify a coworker’s issues,
agitate them by validating their concerns, get them to lay the blame at the feet of the boss, and then have them
commit to take action to resolve the issue, | started picking up some lessons | use for every social situation.

Of course, organizing conversations aren't exactly like conversations you have with friends and family—it's poor
form to bring a petition or union cards for everyone to sign at Thanksgiving. But I've found what makes for a good
organizing conversation also makes a good conversation in general. Trying to discover my coworker’s issues made
a lot more patient and deliberate in my listening to any conversation partner, making me focus on asking
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guestions rather than scrambling for something clever to say. Don't get me wrong: I'm still terrible at small talk.
But | feel my conversations in general have gotten much more thoughtful and clear since | started adopting
lessons from organizing conversations.

When | first started canvassing buildings | found success agitating coworkers once | found out what issues
bothered them the most, but earning a commitment from them to come to a meeting seemed impossible to me.
Part of it was just not wanting to be rebuffed by a lot of coworkers about union work, but another part of me was
worried that maybe | was pushing people too much out of their comfort zone. What if | was demanding too much,
and actually coming off as a jerk?

| remember sharing this concern with a more experienced union member, and his response to me is something of
a mantra now—“Don’t make decisions for your coworkers.” An organizing conversation is an invitation you give
your coworkers to take a more active role in building their power in the workplace. They may say no, but if you
never ask you deny them that opportunity to make that decision for themselves.

I'm not saying that every introvert should brave their anxiety and other inhibitions to become a steward, or dive
head first into organizing conversations. They're challenging and can be emotionally taxing, and it took years of
practice for me to get competent at them. However, they're also structured, and that structure keeps me centered
when I'm organizing in a way | don’t find in other social situations. | doubt that I'd have the handle on my own
social problems that | have now if | didn’t learn organizing conversations as a technique.

Talking with your coworkers is hard. Having a weak union—or no union—is much harder. The way we build power

is by learning to trust each other, and you build that trust one conversation at a time. Make sure that you know
your own limits, but don’t think being a good organizer is contingent on being a social butterfly.

Max Belasco is a rank-and-file member of UPTE-CWA and a member of the StrikewaveEditorial Collective.
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Bad Habits of Listening Checklist (for self or others)

The following is a list of ten bad habits of listening. Check any of the listening bad
habits that you are sometimes guilty of committing when communicating with
others. Be honest with yourself!

O O

O O O O O O

O

| interrupt to try to finish the other person’s sentences.

| jump to conclusions.

| am often overly parental and answer with advice, even when not
requested.

| make up my mind before | have all the information.

| am a compulsive note taker.

| don’t give any response afterward, even if | say | will.

| am impatient.

| lose my temper when hearing things that | don’t agree with.

| try to change the subject to something that relates to my own
experiences.

| think more about my reply while the other person is speaking than what
he or she is saying.

***|f you have someone you trust have them fill out this form for you sometime,
from their perspective. It can be a very enlightening and positive experience.
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Communication Shutdowns

This list is made up of common phrases people use that tend to shut down
conversations and communication. If not prepared for this it can create major
barriers.

Come up with examples of questions or statements you can use to direct/redirect,
move towards a positive outcome or help discover the obstacles that this person
feels are in the way.

Don’t be ridiculous

It’ll cost too much.

That’s not my responsibility.

We don’t have time.

We’ve never done that before.

That’s not the way we do things around here.

If it ain’t broke, don’t fix it.

We’re not ready for that.

. You can’t teach an old dog new tricks.

10.1t will never sell.

11.We will become the laughing stock of the community.
12.We tried that before and it didn’t work.

13.It simply can’t be done.

14.1t’s too radical of a change.

15.That will make our current equipment obsolete.
16.1t’s not really our problem.

17.Let’s get back to reality.

18.1 need to go over the numbers again.

19.Let’s put a pin in that for now.

20.1t’s not in our budget.

21.We have done alright without it all this time.
22.1t won’t work here.

23.0kay, but if it doesn’t work, you’re the one who’s going to get the blame.
24.1 don’t personally agree, but if you insist.
25.Are you crazy?

OO NOUAEWDNPRE
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Recovering Information — Asking Questions to Understand

We often generalize when speaking, and in doing so, leave some information out.
Recognize when generalizations are being used, and recover the missing

information or reasoning with questions.

Generalizations

When You Hear:

Ask:

Find the Reasoning

Universal words

Every, all, never,
always, etc.

“Every time?” “All of

the group?”

What is the size, frequency,
scope of the issue?

Restriction of possibility

Can’t, impossible,
unable

“What stops you?”
What would happen
if you did?”

What barriers do you
perceive?

Statement of necessity

Have to, necessary,
must

“Or what would
happen?” What
would happen if we
didn’t?”

What consequences do you
fear?

Nominalizations
Words that label a process
as a thing or category

“No communication”

“Lack of
Transportation”

“How would you like
to?” “What does
....mean to you?

How specifically does this
category affect you?

Unspecified nouns and
verbs

“Costs are rising”
“Work is harder”

“Which costs”
“Compared with
what?”

What specifically does this
category represent for you?

Simple negatives

Not sure, not happy

“About what in
particular?”

“Find out where the
discomfort arises”

Lack of reference

They aren’t happy, It
happens all the time

“Who specifically?”
“To you or to
someone you know?”

Try to distinguish personal
experience and the
experience of others’ in
circle of reference
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Affirm - Answer — Redirect Practice:

Worker: The cost of dues is too much for me to afford.

Possible Affirm: I hear what you’re saying—everyone deserves to be able to work a
single job that supports their family and their needs.

Possible Answer: The way that your union works is the investment of time and
money into making the changes YOU want — top of the list, a wage that allows you to
thrive.

Possible Redirect: Why do you think that wages and benefits are kept low for workers
like you? It might be because a united front of workers has not stood together and

demanded more for their labor. Would you be interested in joining a group like that?

It’s Your Turn! - Working at your table come up with as many A-R-R versions

as you can.
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Trusted and Respected

Seattle’s site-based organizing

BY JOHN DONAGHY

KATHERINE STREETER

ers over the course of the day we spent at an elementary school
in North Seattle in spring 2014. My partner, a board member
of the Seattle Education Association (SEA), and I were on a
union listening tour. The question wed posed to each teacher, after first asking how
their year was going and about our upcoming bargaining, was “Who’s trusted and
respected here in the building?”
SEA was then two years into an effort to reorganize. Wed visited at least 80 of
the District’s 100 schools and spoken with more than half of SEA’s 6,000 teachers
and certificated staff, para-educators, and office administrators.

hannon—but she doesn’t like the union,” said a 3rd-grade
teacher, then a 4th-grade teacher, and then eight more teach-

276 TEACHER UNIONS AND SOCIAL JUSTICE
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The reorganization would culminate in a seven-day strike in September 2015,
led by a 40-member bargaining team of largely first-time bargainers and activ-
ists. The action won guaranteed recess time for students, removed any connection
between test scores and teacher evaluations, won significant raises, and launched
Racial Equity Teams in dozens of schools.

The cornerstone of the reorganization was an effort to identify natural school
leaders—educators trusted and respected by their co-workers, regardless of their
disposition toward the union—and invite them to engage with and shape the
union’s direction.

New Leaders Elected

Recognizing their union was not nearly as powerful as it could be, a new slate of
SEA officers and the union’s executive director, Glenn Bafia, looked for a new ap-
proach in spring 2012. Membership participation and educator morale were low
following the bruising regime of an education reformer as superintendent. The
union had eaten a high-profile, though somewhat symbolic concession on teach-
er evaluations and student testing without much of a fight. The regular monthly
meetings of building representatives were contentious and caustic, often focusing
on “taking positions” on issues but with little action to back them up. Member
engagement lagged well behind other locals in the state. SEA staff were buried in
disciplinary hearings, grievance meetings, and evaluation conferences, without a
strategy or much time to organize.

SEAs new president, Jonathan Knapp, was a high school auto-shop teacher
whod just finished a term as vice president. Phyllis Campano, an elementary special
education teacher, was the new vice president. They were both on full-time release
from their teaching jobs. When I first met them, after I was assigned by the Wash-
ington Education Association (WEA) to support local organizing, the two indicated
they wanted to meet one-on-one with every SEA member. Across WEA and other
NEA state affiliates, local leaders were being asked to sit down with each member
for a half hour or so to get to know them. I looked at my watch, pressed a button,
and said, “Go!” With only four-year terms, they would need to start right away.

In Aesopss fable, the strength of a single stick is contrasted with that of a bun-
dle of sticks. A single stick can easily be broken, but wrap together enough of even
the flimsiest sticks, and they can’t be broken. This is of course the very premise of
unionism. But while Aesop’s fable holds much truth, we know as organizers that
rather than members being simply scattered individuals, they have instead already
grouped themselves informally around natural leaders. The work of the union,
then, is to unite as many of the natural leaders as possible, who then bring along
those in their circles of influence.

In unions that regularly and successfully organize unorganized workers, the
identification and recruitment of natural leaders is the basis for developing effec-
tive campaigns. When the employer fights back hard against the union, either the
natural leaders can assure their co-workers that the struggle is worth it, or the
campaign is defeated.

REIMAGINING OUR UNIONS TO BUILD POWER 275
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The opposite approach, which is more common, puts a premium on activ-
ism and affinity for the union over actual leadership. The ticket to getting union
roles is simply willingness to do something—lobby, make phone calls, come to a
school board meeting—rather than any ability to bring others along. Some who
get involved are in fact leaders, but many are not. When activists complain about
co-worker apathy, a common refrain, it can be an indicator they simply do not have
leadership. I was on a building visit in another local, and my partner there began
recruiting someone wed just met to be a building rep after she told us how big a
union supporter she was—even though she also told us that she was new in the
building and isolated from everyone else! We had no reason to think this person
would influence any of her co-workers; if she did become rep, it was likely to be a
frustrating experience for everyone.

SEA’ leaders instead decided to apply a natural leaders approach. Early in the
reorganization we were running phone banks for an upcoming school levy vote.
Our usual turnout methods—email blasts, announcements at union meetings,
etc.—were getting the usual poor turnout. One afternoon we received a call from
an elementary teacher, Michael Tamayo, asking for the phone-banking details. A
half-dozen or so of Michael’s co-workers had named him among the most trusted
and respected educators in his school. A few hours later, he showed up with eight
co-workers in tow. Although the union was a bit of a vague idea to him, he cared
a lot about the school levy, since it provided more resources to his low-income
school and to a program that provided a path for people of color to become teach-
ers. Jonathan and Phyllis continued to seek him out, and he became progressive-
ly more involved in SEA, especially around teacher quality and racial equity, and
eventually he became SEA’s president in late 2019.

With the understanding that natural leaders exist in every school, our plan
was to identify and engage such leaders across Seattle’s 100 schools. That seemed
more doable than sitting down individually with 6,000 members! Our theory of
change went something like this: “We can reboot the Seattle Education Association
by relentlessly identifying natural school leaders, building relationships with them,
and inviting them to lend their leadership to a new shared purpose”

The First Listening Tour

Eager to help the state’s largest local reinvent itself, WEA’ state president and ex-
ecutive director joined the SEA team of staff and local officers in June 2012 for the
first listening tours. We broke into teams of two to go from room to room and office
to office in our target schools to seek out staff for brief one-on-one conversations.
We didn’t announce our visits ahead of time, lest various gatekeepers—principals,
office managers, human resources—try to herd us into break rooms or otherwise
restrict access.

The teams spoke individually with more than 700 educators in 20 schools
over four days. While some union staft feared members would close their doors to
us or even be hostile, the opposite occurred. Members were eager to talk with us.
If they couldn’t speak when we visited, theyd insist we come find them later in the
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day. While some shared criticisms, most were curious about our visits and hopeful
that the union could make a difference.

The individual visits were intended to last about 10 minutes. These were not
classic one-on-ones, but a survey with an eye toward mapping important relation-
ships in the building. We mostly asked how their year was, what the school was
like, and what they thought their union should be focusing on. And then we asked,
who would you say is trusted and respected here in the building?

Trust and respect are the main currency in cultivating a following. You can
trust someone without respecting them, or vice versa. You might have a colleague
you trust enough to share complaints about the principal, but whose teaching
doesn’t meet your standards. Likewise, you might admire someone’s excellent les-
sons, but you wouldn’t share a complaint with them for fear it would get back to the
principal. Without a measure of both trust and respect, it’s unlikely someone will
have much influence with you.

When the Seattle teams returned to the union office, they wrote visit reports,
and then, on large posters of each school’s roster, placed a colored adhesive dot
next to a person’s name for each time they were named by someone as trusted and
respected. Dozens of educators had five or 10 dots next to their names, and in larg-
er schools some had more than 20! While some of those members (and with union
shop in place, nearly all were members) were known to union staft and leaders,
others were not. Many were wholly uninvolved in SEA.

As the team looked at the posters, it was inspiring to think of the power ed-
ucators could wield if these natural leaders were united. In subsequent presenta-
tions we've done with other locals, showing leaders and staft one of these charts is
enough to set them salivating.

Based on my experience in Seattle and then in other locals around the coun-
try, not all team members are immediately successful at asking the “trusted and
respected” question. Sometimes they aren’t fully committed to the reason for ask-
ing (which can result from a less than timely orientation). They may think that the
real value of the tour is in showing members their union is active and cares about
them. That’s a common viewpoint, but unfortunately one that reinforces the idea
that the union is a third party. Others may struggle because the question can feel
like a non sequitur. It takes a bit of skill to have a 10-minute conversation with
someone where you establish enough trust and credibility that you can get up from
the table and say, “Great talking with you today. Before we go, who would you say
are some of the folks who are really trusted and respected among the staff here at
Longwood Elementary?”

In the experience of most tour leaders, members are actually happy to answer
that question and recognize some esteemed co-workers. It does tend to be better
not to ask them directly who they themselves trust and respect; that can feel too
personal. But asking them who is generally trusted and respected seems to create
the needed personal distance (and in fact often results in the member sharing who
they personally trust and respect, saying for example, “She’s such a great teacher)
The No. 1 mistake we make is not to give enough time to answer the question. In-

REIMAGINING OUR UNIONS TO BUILD POWER 277



Page 66

stead of letting the question hang out there while the person mentally goes down
the building’s roster (or looks at the roster we have), we rephrase the question,
most typically into something like “you know, who do people go to?” That’s actu-
ally a different question, one that tends to result in a skew toward naming people
with more access to knowledge or resources, such as department chairs, team lead-
ers, office secretaries, union building reps, or even the principal.

Combating Racism and Implicit Bias

Evidence-based leadership identification and recruiting is an important check on
implicit bias. Without it, we are likely to pick people who tend to be like us. At fu-
ture decision points, SEA leaders would check the name of every potential recruit
to a committee, lobbying team, or other union body against what their co-work-
ers indicated. We weren’t shy about calling each other out for seeking to elevate
someone we personally liked in the absence of evidence of leadership. If none of
your co-workers placed you among their most trusted and respected colleagues,
it wouldn't make sense for the union to ignore their views and elevate you into a
representative role. This created some delicate situations when eager volunteers
or longtime activists were turned away. While this could be awkward, officers be-
lieved the benefit to the union made it worthwhile.

Officers and staff were keen to discern the leadership of educators of color. On
one hand, we had a fairly objective measure, but on the other, it was an overwhelm-
ingly white certificated workforce (parapros and office staff were much more ra-
cially mixed) naming whom they trusted and respected. Although there were in
fact many educators of color who were named by their white co-workers as trusted
and respected, we chose to bake an assumption of bias into our future recruitment
efforts. If you ask a white educator to name colleagues they trust and respect, we
assumed that they would be at least somewhat more likely to think of other white
people first. So when we were recruiting elementary teachers to a committee, for
example, we might build a starting list from all the educators of color who received
at least three dots and all white educators who received at least five dots.

While this method supported robust recruitment of educators of color into
union roles—membership of color on SEAs 40-member bargaining teams has
been at least 40 percent over the last three bargains, far higher than the share of
educators of color in the workforce—some wondered whether the chosen edu-
cators of color were those who were named more by their white peers than their
peers of color and how that might be skewing representation. (No one argued that
the leadership of an educator of color who was frequently named by white peers
should be discounted, only that we needed to be sure that educators of color were
represented by leaders of their choosing as well.) To some degree this concern was
met by over-recruiting from schools with higher proportions of educators of col-
or, virtually guaranteeing that the leaders were named by educators of color. SEA
has also begun in recent years to enter more data into NEAs new membership
database, called NEA 360. This allows the union to note exactly who each mem-
ber names as those they trust and respect, and thus reports can be generated that
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provide some insight into that question. In the meantime, SEA did generate one
useful data point on that question: a survey about new graduation requirements
asked 1,000 high school staft to name staff they trusted and respected to serve on a
bargaining committee with the district. SEA was able to disaggregate responses by
race and compare who educators of color and white educators each chose and fine-
tune recruitment (although in that survey, at any rate, largely the same educators
were chosen by both groups).

Intentional Leadership Recruitment

The issue that led us to Shannon’s North Seattle school in 2014 was that wed gotten
almost no signatures from there on a petition to place a class size initiative on the
Washington state ballot. The union’s building rep told us people were apathetic. We
were puzzled, as members at other buildings were collecting signatures like cra-
zy—the first fruits of our efforts to involve more natural leaders over the previous
two years. For the first time anyone could remember, SEA was among the state’s
leaders in participating in a coordinated WEA action.

Members at the school told us that Shannon (not her real name) didn’t like the
union and had spoken against the initiative at a meeting. It would have been easy to
take a pass on initiating contact with Shannon—there were 100 other schools to get
signatures from. But not every school has a Shannon, trusted and respected to the
virtual exclusion of anyone else. We often find three or four staff taking top billing.
If we were going to get any signatures from her school, or probably much support
for anything union, we needed to meet Shannon.

Vice President Phyllis Campano stopped by a few days later. As it turned
out, Shannon was not anti-union, but rather simply believed the union’s priority
needed to be compensation, not class size. Phyllis couldn’t persuade her our ballot
initiative was the right priority, and we never did get many signatures from her
school. But a relationship was begun that eventually led to Shannon being a mem-
ber of the 2015 bargaining team, and then of SEAs executive board. In the years
that followed, I can't recall a union event that Shannon attended, and there were
many, where she didn’t bring along a sizable group of colleagues.

After the initial round of visits in June 2012, SEA visited another 50 schools
the following school year. But the follow-up with leaders was slow and not terribly
successful. The officers invited identified school leaders to lobby days and other
events, but had few takers. SEA’s leadership team knew the union wasn't seen as
very powerful, and these natural leaders were clearly reluctant to invest time and
energy in an uncertain proposition. Also, many of them were already highly en-
gaged both at school and in their personal lives.

One leader at a North Seattle high school was on our radar for several years.
Although she always seemed on the edge of getting involved, she never made the
leap. She led a vibrant after-school horticulture program, was science department
chair, and was in training to be a principal. A few weeks after the strike in 2015,
however, she walked into the union office and told us shed stepped down as de-
partment chair and wanted to prioritize union activism. It took the success of the
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strike for her to believe collective action by educators, and her union, held more
potential to make the change she wanted to see. While we were fortunate that not
all natural school leaders needed this level of proof, there is a positive feedback
loop between organizational success and leadership commitment: More of one
spurs more of the other.

The leadership team pivoted in the winter of 2013-14. Instead of recruiting
leaders to join the union’s work, which hadn’t borne fruit, we set up a series of meet-
ings that simply brought these leaders together to meet and talk about what was
important to them. We approached about 75 of the newly identified leaders, most of
whom had little or no union involvement, and more than 60 participated, an aston-
ishing turnout. After a brief welcome from Jonathan and Phyllis, they rotated World
Café-style in groups of four for the next hour or so, responding to some open-ended
questions. The leaders were excited to have met and to have had rich conversations,
and were intrigued by what this convening said about their union.

The meeting did not include an ask, which is something of a sin in organizer
circles, but making an ask is what they expected us to do, and we knew we needed
these new leaders to join us in figuring out what was worth asking and doing as a
union. We never did get around to reconvening these groups, but they provided
an important entrée to establish new relationships and signal to these leaders that
there was untapped possibility in their union.

Time to Fight Back

SEA’s leaders correctly assessed that there was a significant lack of trust in the
union and its leadership. SEA had accepted a concession on testing and evaluation
in 2010 and failed to remove it in bargaining in 2013. While the practical impacts
of the provision were limited, and the contract settlement was otherwise pretty
typical, the contract passed by only a thin margin. Educators at Seattle’s Garfield
High School had organized a high-profile and successful boycott of the district’s
use of the standardized MAP tests that spring, but the union had failed to leverage
that into a robust or successful contract fight over testing and evaluations. Mem-
bers were understandably reluctant to express approval for a deal that reflected that
failure. While the union had tried to organize some pushback in the summer of
2013, it was too little, too late.

In truth, the natural leaders of the workforce were largely on the sidelines as
far as the union was concerned and were not responsive to calls to action, such
as there were. Most immersed themselves in the work of their individual schools.
Some joined Social Equity Educators (SEE), a member caucus, to push the union
and Seattle Public Schools toward a more progressive agenda. When natural lead-
ers did choose to become reps, many quickly quit or confined themselves to their
buildings. As many confessed to us, they found the monthly Rep Assembly ab-
surdly contentious, and seemingly irrelevant. Indeed, the first Rep Assembly I wit-
nessed featured a lengthy debate over a letter to an elected official of another state.
Meanwhile the union’s bargaining team had just begun bargaining and virtually no
time was devoted to any meaningful discussion of what was at stake.
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Following the 2013 bargain, SEA’s leadership team and staff conducted more
school visits but also focused on following up with the hundreds of members iden-
tified as natural leaders. They found that almost to a person they were angry about
education reform, cynical about the district’s leadership, and, although wary of
SEA, appreciative that union leaders had
recognized their leadership and were reach-

ing out to them. Finally feeling some sense Wwith many schools at a loss

that they could turn things around, union .

leaders were challenged in early 2014 by an on how to cope with the

announcement from the district that it was coming cuts, they began

going to cut 50 positions due to an unex- .

pected budget shortfall. recommending that schools
Union leaders believed the district had vote down their budgets.

enough in reserves to cover the shortfall, but

complaining publicly about that in board

meetings hadn't stopped such cuts before. So rather than focus on getting a few
dozen or even a few hundred people to a school board meeting to protest, leaders
devised a strategy to create chaos in the school-by-school budgeting process then
underway. It would require schools to vote down their budgets, which by contract
would trigger a mediation process facilitated by a central office administrator.
Even though the superintendent held final say over each school’s budget, such a
strategy would have the potential to involve thousands of educators right where
they worked.

Successful execution of the strategy would require influential educators in
each school to endorse it and validate the union’s recommendation to vote no on
their school budget, even if their school was untouched by the cuts. The SEA Rep
Assembly endorsed the strategy somewhat lukewarmly, expressing doubts about
the union’s analysis and strategy. But SEA’s leaders then began reaching out to the
school leaders they had been cultivating relationships with to get their thoughts on
the strategy. With many schools at a loss on how to cope with the coming cuts, they
took a leap of faith and, along with many of the building reps, began recommend-
ing that schools vote down their budgets to force central office administrators to
come explain themselves.

Within three weeks, nearly 50 schools voted to reject their budgets, with more
reporting in each day. After the first school’s mediation, and faced with the pros-
pects of dozens more, the district called the union to say they were re-analyzing
their budget for ways to avoid the cuts. In a school board meeting shortly thereaf-
ter, the district’s budget director publicly thanked SEA for pointing out that there
was a “fudge factor” that could cover the cuts. District administrators then private-
ly appealed to the union for help in getting new school budgets passed, without the
cuts, expressing particular bewilderment about “all these solidarity votes” where
even schools without cuts had rejected their schools’ budgets.

Following the budget action, SEA began recruiting its team for the upcoming
bargaining. While the budget fight had garnered SEA’s leadership some credibility,
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they still barely won re-election later that spring. The following school year, SEAs
leadership team proposed quadrupling the size of its bargaining team. We wanted as
many members as possible to know someone on that team who held their trust and
respect. The countless hours of relationship-building, the success of the budget fight,
and the commitment to open the process to many more people led to a tremendous
amount of interest from heretofore inactive leaders in joining the new team.

2015 Bargain and Strike

The 2015 bargaining kicked off a year later as locals up and down the I-5 corridor
had been going on one-day strikes against the Washington Legislature. Seattle chose
May 19 for its one-day strike, the day before bargaining was to start. The march
through downtown Seattle was a blocks-long warning shot to the school district;
this was not the SEA they had been dealing with in recent years. While everyone
from SEA’ building reps to district officials expressed doubt that a 40-member
team could functionally bargain, as team members walked into bargaining in their
red T-shirts, still jubilant from the previous day’s action, our power was evident.

Most team members were new to bargaining, and many to being active in the
union. Others were seasoned bargainers, and at least five were members of the SEE
caucus. SEA’s leaders had made a particular effort to recruit natural leaders who
were in SEE, including their candidate for vice president in the recent election.
SEE members, for their part, made it clear they weren't going to drop their critique
of union leadership nor back off from their own progressive advocacy, including
guaranteed recess for all students, not a typical union demand (and which was im-
mediately dismissed by the district as outside legal bargaining parameters).

The union officers knew that all on the team, even their critics, were highly
credible to their co-workers, and that would lead to a cohesive and effective bar-
gaining team. The team debated and hashed out proposals from recess to teacher
quality, from racial equity for students to the pay gap between ESPs and certificated
staff, and won on virtually all of them (including recess). When the district brought
a late-game takeaway to the table, a raucous meeting of thousands of SEA members
gave the team unanimous authority to call a strike. When talks broke down the
night before school was to start, our team let the district know that we were now
on strike.

Any large strike of any length is a story in itself, and Seattle’s seven-day
strike is no exception. Almost to a person, the WEA and NEA staff who joined
in to support our strike noted how incredibly well organized each school’s strike
operation was, and how little was needed of them. The natural school leaders
were in charge.

John Donaghy is a former middle school math teacher and president of the Highline
Education Association, as well as a former organizer for SEIU. He served as executive
director of the Seattle Education Association from 2013 to 2019 and now works for
the NEA Center for Organizing.
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Club or Union?

Budgeting

Roles

Bargaining

Leaders

Advocacy

Activity

Unorganized

Little or no local
funding

A few officers,
risk of vacancy

No bargaining, or
done by a single
expert (UD,
President)

Volunteers if any

None, or done by
staff and/or local
president

Used as one of
the few
justifications to
pay dues

None led by the
union, the staff,
or by union
members. No
ownership.

Club

Funding used to
recognize activists --
stipends, meals

Proliferation of titles
and stipends to
Presidential allies

Small group of the
usual folks on the
bargaining team that
the president trusts

Tends to be the same
small group of folks
that populate other
teams.

Few members may
help with advocacy
with much support
from staff. It is viewed
solely as a service to
single members.

Programs for
individual interest with
little risk in
participating. Led by
one person, and focus
of change is on
personal practice.

Union

Funding use to recognize activists and also to
reach out to members: stickers, buttons, tee
shirts, picket signs

Tiles and roles generally tied to actual
activities; if there's a treasurer, there is a
budget; if there's a newsletter chair, there's
actually a newsletter

Team represents all major job categories.
Criteria is whether or not the president trusts
them and they are recognized by members

Elections are regularly held and there are
sometimes contested positions. Leaders can
move others to act. However, their focus is
on activism and mobilizing instead of term
organizing.

Intentional identification and training of
member advocates. Most low level meetings
are conducted entirely by member advocates
with support from local president. Most
advocacy is still viewed as a service to
individuals with some understanding that
protecting the work standards are in
everyone’s interest.

Works to have leaders design and lead the
program. Focus is on change of relationship
with the union.
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Fighting Union

Funding used to release activists to do work, to
communicate with members, and to open
opportunities to the newly active

Titles rotate regularly, or are even dropped when
no longer needed

Team represents all major job categories; criteria
is whether they are trusted by the members

Are trusted and respected by members, and
there is a healthy election process with a number
of good candidates. Leaders routinely deliver on
persuading large groups to take public collective
action; the and actively seeks other trusted and
respected leaders

Intentional identification and training of member
advocates. Most low level meetings are
conducted entirely by member advocates with
support from local president. Advocacy is
primarily viewed as way to build worker solidarity
and ways to exercise collective action in response
to poor work standards. Issues to organize
around.

Organizing the focus is on the solidarity of the
group and the work is to apply pressure on a
system.
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CASE STUDIES

ORGANIZING SUCCESS STORIES

TRADE SECRETS:
1. Challenge assumptions.

2. Acknowledge the traditions that add strength while exploring opportunities to
grow stronger.

3. Make the most of your circumstances and culture — even rural organizing has
its advantages.

4. Constantly assess ways of improving the union’s leadership and structure.

5. Take time to build internal and external capacity in advance of a contract crisis.
6. Build solidarity by building relationships.

7. Make room for new leaders to make decisions.

8. Members should own the work as much as staff.

9. Use multiple and consistent methods of communication with members.

10. Trust democratic decision-making.

11. Remember to tell the stories of members.

12. Recruit members during the campaign.

13. Educate potential members on the value and role of the union.

14. Members can organize while building up the crisis campaign on a short
timeline.

15. Strike experience and know-how is not necessary to win a fight using a strike.

16. Make sure to use a settlement checklist to clarify all major issues, especially
wages/salary during strike days and non-reprisal language.

17. Statewide actions can greatly increase member engagement.

ORGANIZING for ACTION: A Planning Guide for Strikes and Walkouts @
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Paraeducators Strike Secures Wage Increase

Port Angeles, Washington

Run-Up:

After a State Supreme Court decision directing the state of Washington’s government to allocate new
money to educator salaries, worker associations began to bargain for better pay. Representing the lowest
paid workers in the school district, the Port Angeles Paraeducators Association (PAPA) launched their
campaign in March 2018, six months out from the expiration of their fifth single-year contract with the Port
Angeles school board. Unable to reach a new agreement, the 113-member bargaining unit went on strike.

Organizing Effort:

PAPA focused on earning greater respect for paraeducators by explaining the value of their work to the
school district. Their efforts included:

S Activating parent allies by releasing video footage of the board’s bad behavior, which exposed the
true cause of the tensions between the board and the association;

> Robust outreach effort to educate parents about the school board’s unfair treatment of paraeduca-
tors compared to the teachers;

> Solidarity with the teachers helped raise awareness, build support and secure a settlement for
teachers without a strike; and

< Persuading all the known substitutes to not to cross the picket lines after the district threatened to
replace them.

Success:

When schools were forced to close, during PAPA’s two-day strike in November, the board agreed to provide
more opportunities and higher compensation to paraeducators.

Strategic Considerations:

Northwest of Seattle, Washington, the Port Angeles School District serves about 4,000 students attending
8 schools in the City of Port Angeles and the surrounding rural areas, including the Lower Elwha Klallam
Tribe. About 74% are white, 8% are Hispanic and 4.5% are American Indian/Alaskan Native; 60% receive
free or reduced lunch. PASD’s 5-member School Board oversees an annual budget of $48 million.

In Washington, local unions often align crisis build ups and potential strikes to overlap with the opening of
the school year and the expiration of contracts — most expire at the end of August. At the time, many ESP
units did not go out on strike and PAPA was dissuaded from doing so by the state affiliate because they
only represented a small group of paraeducators. But by 2018, the Supreme Court’s decision coincided
with a political shift around member organizing and the hiring of a new human resources director had put a
strain on labor relations.
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> Regular communication about proposals, legal options, media and upcoming actions via the website
and social media updates, informational sessions and press briefings;

< Continuous visibility, including literature drops, event tabling, meeting with New American communi-
ties and lawn sign placement; and

> Strike days that began with picketing at their buildings and ended with joining together for unity
rallies outside of central administrative offices.

Success:

The board came back with the help of the original fact finder/mediator and relented to much of the
members’ demands but refused to pay teachers for the 4-days of the strike, which ended up in litigation.
Following the strike, BEA membership increased by 5%.

Strategic Considerations:

Burlington School District, the 3rd largest in Vermont, is home to the state’s largest city. 65% of the 4,000
students are white, 14% are Black and 12% are Asian; 45% receive free or reduced lunch. A 12-member
board oversees the $88.5 million annual budget for 13 school sites while BEA represents 400 Teachers and
180 paraeducators who work there.

Burlington teachers were the first to strike in Vermont in 1978, but historically limited member engagement
to service work. Following several contract disputes, local leaders turned to the state affiliate for support in
rebuilding, attending trainings and instituting improved communication systems. After the strike, BEA main-
tained their connections with the community and other labor organizations. Paraeducators also benefited
from the solidarity, but more capacity building was needed after years of underdeveloped leadership.

ESP Show of Strength Averts Strike

Burlington, Vermont

Run-Up:

After years of friendly labor relations in rural Brandon, Vermont the Otter Valley Unified Union (OVUU)
school board assumed that the Rutland Northeast Education Association — Paraeducator and Bus Driver
Unit (RNEA — ESP Unit) would not strike. So, they cut off contract negotiations in 2015, leaving support
staff without the pay raises needed to cover higher health costs. The RNEA — ESP Unit began mobilizing
with the intent to symbolically reject the decision, but with 85% attendance at their meeting, the ESP’s
ended up authorizing a strike with 82% of the vote without the teachers.

Organizing Effort:

Since 80% of members lived in the district, the Unit wrapped their support for affordable health care
and living wages around the idea that, “We’re your neighbors,” which especially resonated when people
learned it would only cost .03% of the budget. Their efforts included:

> More one-on-one outreach, instead of social media campaign, given the rural and close-knit nature
of the communities;

> Recruiting the most respected bus drivers and paraeducators in underrepresented schools to join
the organizing team, often adjusting meetings around their work shifts;

> Mobilized members to attend board meetings and tell their stories;
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Regular updates via personal emails, mailings, phone calls and handouts in school mailboxes to
members, non-members and teachers in the district;

Attending local events such as the family-oriented Harvest Festival;

Invite the support of community leaders — from faith, business, parent and other labor organizations
— including the lieutenant governor hosting a health town hall;

Informational pickets, leafleting and phone calls to parents and pro-education voters to talk about
their work, the crisis and their need for support; and

O O 00

Avoiding substitute workers by getting teachers to reject additional duties and half of the bus-drivers
to agree not to cross the picket lines.

Success:

In the end, a federal mediator intervened. The union and the district signed a settlement two days before
the strike date. Staff won a decent wage increase and a fair split on employer-employee out-of-pocket
expenses, including a debit card that workers could use for upfront health expenses. Membership in the
association increased by 9% during that time.

Strategic Considerations:

In rural Brandon, Vermont, the OVUU School District serves 1300 students across 8 towns; 95% are white
and 40% receive free or reduced lunch. The 13-member board oversees the district’s $22 million budget for
7 school sites. The RNEA — ESP unit represents 100 paraeducators and bus drivers.

Until this point, no ESP association in the state had ever gone on strike without the teachers. Organizers
had to reconcile the diverging interests between paraeducators, concerned about rising health costs, and
school bus drivers, not covered by the insurance plan and less likely to be members. Meanwhile, teachers
initially kept their distance to avoid retaliation from the board, but eventually became supportive. Despite
a decline in engagement and membership after the campaign, due in part to the Janus decision, the full
board relented to the association in their next round of bargaining.

ORGANIZING for ACTION: A Planning Guide for Strikes and Walkouts @
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LABOR NOTES: wWhat Vermont Paraeducators and School Bus
Drivers Learned When They Almost Went on Strike

November 09, 2018 / Emma Mulvaney-Stanak

Paraeducators and school bus drivers
rebuilt a formerly passive union, changed
the power dynamics in bargaining, and built
& towards a successful strike—and learned
four key lessons along the way. Photo:
Emma Mulvaney-Stanak

What do you do when your
employer suddenly turns
hostile? After years of relatively
friendly labor relations, in 2015
the school board in rural
Brandon, Vermont, shut down
negotiations and imposed its terms: higher health care costs and minimal raises.

The school board assumed that support staff would never strike. No school staff union in
Vermont had ever struck on its own, without teachers. Meanwhile the sister union
representing teachers agreed to a rollover contract. The teachers kept their distance from
staff negotiations, not wanting to hurt their own relationship with the board.

The union of 100 paraeducators and school bus drivers was caught off guard. On top of
“open hostility from the community,” said Loretta Johnson, a paraeducator and the union
president at the time, internally the union was dealing with “a lot of fear and minimal
member involvement.”

Another obstacle: the bargaining unit included two groups of workers, paraeducators and
bus drivers, who had diverging interests. Fewer than half of the bus drivers were union
members. Health insurance was the largest sticking point in negotiations, but most drivers
didn’t take the district’s insurance. Meanwhile the paraeducators, who offer specialized
support for students with behavioral and learning challenges, were nearly all union
members.

But school support staff didn’t let these challenges stop them. This is the story of how they
rebuilt a formerly passive union, changed the power dynamics in bargaining, and built
towards a successful strike—and learned four key lessons along the way.

SURPRISE STRIKE VOTE

Nearly two years after bargaining began, the Rutland Northeast Education Association
finally formed an organizing team that set out to mobilize members and save face in
negotiations—short of striking.
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A meeting on what to do about
the stalled bargaining
attracted a big turnout, nearly
95 percent of members.
Leaders presented a routine
motion to symbolically reject
the imposition and move
forward to bargain the next
contract.

But members had had enough.
They felt mistreated by the
board, outraged over their
frozen wages and the
uncertain status of their
health care, and disrespected after months of working with no contract. Members amended
the motion to call for an immediate strike. It passed with 87 percent of the vote. The yes
voters included many bus drivers.

Shocked, union staff and local leaders scrambled to build the basic infrastructure for a
strike. A week later, the school board caved and settled a contract, replacing the imposed
terms.

= Lesson #1: Trust democratic decision-making. Trust members. They’re not a blank
slate; they can analyze risks and make complicated decisions. Local officers and union
staff should avoid presenting members with a pre-scripted decision or plan. If we
really want stronger unions, we must allow room for it to get messy and
unpredictable.

DISUNITY WITH TEACHERS

Undeterred, the board pushed similar proposals even harder the next year. With a new
state mandate requiring major changes to insurance terms and costs, every school district
and union lined up contracts to expire in June 2017.

The new plans offered cheaper premiums—but for the first time, employees would face
out-of-pocket expenses and high deductibles. Some expenses would be reimbursed, but for
support staff already living on tight budgets, paying upfront would be tough.

This time the union tried to get organized earlier. Leaders sought out the most respected
members among bus drivers and paraeducators in underrepresented schools to join the
organizing team, and adjusted meeting times to accommodate members’ shifts and second
jobs.

Paraeducators and bus drivers showed up at school board meetings and told their personal stories of economic struggle. Photo: Emma Mulvaney-
Stanak
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The team tried out brand new tactics untested by Vermont-NEA. For instance, members
held informational pickets on their own—without teachers. They phonebanked NEA-
generated lists of likely parents and pro-education voters to talk about paraeducators and
bus drivers’ role in the schools and the status of bargaining. They asked parents to show up
at board meetings and urge the board to settle. They also mobilized their own members to
attend board meetings and tell their personal stories of economic struggle.

The organizing team decided to delay its efforts, to wait for the teachers’ bargaining to
catch up. If the board imposed again, unifying the two unions would build power. Sure
enough, in June the board did impose again.

But when the time came to unite forces that fall, the teachers avoided merging organizing
teams and declined to actively support the staff’s tactics. Some teachers continued to
believe the board would ultimately favor them—and even if not, that they would be better
off organizing on their own.

= Lesson #2: Solidarity takes time and conscious relationship-building. Solidarity is
not a machine that can be reliably turned on or off, nor can it be assumed. Though
these teachers and support staff are in locals of the same state union, building a
stronger relationship requires regular cultivation, something the RNEA is continuing
to work on. Later, as they built toward a second strike deadline, the local unions began
to attend each other’s leadership meetings, communicate regularly, and present a
more unified front to the board and superintendent. To sustain these new
relationships, those practices must become everyday norms, not just what happens
when either union is in crisis.

BRING THE KIDS TO THE MEETING

RNEA pushed on with its organizing. “We experienced unprecedented member attendance
at meetings and solidarity actions,” said Johnson, “mainly because they were extremely
frustrated due to delays, bargaining dynamics and a second imposition. They were ready to
be more aggressive.”

To handle complicated shift schedules, RNEA began scheduling duplicate meetings—one
after school and another in the evening, with pizza and a standing invitation to bring kids
along. After every meeting, the union sent out updates via home emails, mailings, and
handouts in school mailboxes, repeating the key points and the “asks” for how members
could participate. Eventually the organizing team phoned every member and non-member.

The mailing and phone lists also included rank-and-file teachers who lived in the district.
This direct communication generated some teacher support.

Bus drivers and paraeducators attended local events such as the family-oriented Harvest
Festival. They called high-profile community members—faith leaders, business owners,
heads of the Parent Teacher Organization—to ask for support. As a result of these calls, the
union teamed up with the Vermont Workers’ Center, the local nurses union, and the
lieutenant governor to organize a town hall on the need for health care reform.
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By Thanksgiving, the organizing team was divided. Some had felt ready to strike for
months—while others still feared the risks: How long could members go without wages?
Have we built enough power to win? After much deliberation, leaders agreed the full
membership should decide the next step.

Members met in December. Tension filled the room as drivers and paraeducators weighed
the risks. With 85 percent of the members present, the vote was 82 percent yes authorize a
strike.

= Lesson #3: Challenge assumptions. The organizing team used time-tested tactics,
but also broke the mold by taking seriously the possibility of a strike. Union staff and
local leaders worked through many fears about whether a support-staff-only strike
would be viable. By the second time they voted to authorize a strike, members felt
ready to act.

‘WE’RE YOUR NEIGHBORS’

In the days leading up to the strike, the superintendent prepared to hire temporary
replacements. The union accepted that schools would remain open. Still, members worked
to make hiring scabs as difficult as possible.

They reached out to education unions within a 100-mile radius to request that substitutes
refuse extra work in the Brandon area. They asked local teachers to lend support by
refusing to work outside of their teaching duties.

The union knew its strongest leverage points: student transportation and special education
rules. The organizing team proudly confirmed that half the bus drivers in the bargaining
unit had agreed not to cross a picket line, whether they were union members or not.

Vermont has a shortage of certified bus drivers, even for private bus companies. Legally
every employee must submit to a criminal background check, which takes days. The district
struggled to find, train, and screen enough drivers before the strike—though it denied this
publicly.

Scab drivers would be strangers to students and unfamiliar with the routes, raising safety
concerns. Special education teacher caseloads would skyrocket, and students would suffer
without paraeducators. The organizing team made sure to share this critical information
with parents before the strike.

Union members leafleted door to door, sent letters, and phoned parents and voters. They
focused on affordable health care, living wages, and the message, “We’re your neighbors,”
since 80 percent of members lived within the district. These arguments resonated with
people—especially when they learned that the board was looking for scabs, and that the
union’s settlement proposal would cost less than one-third of one percent of the school
budget.

The teachers union was finally becoming more supportive, as its own negotiations heated
up. Teachers began to donate supplies for strike headquarters. They held meetings to
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prepare members to identify potential grievances if they were asked to do staff work
during a strike.

In the end, a federal mediator intervened. The union and the district signed a settlement
two days before the strike date. Staff won a decent wage increase and a fair split on
employer-employee out-of-pocket expenses, including a debit card that workers could use
upfront for health expenses.

= Lesson #4: Rural organizing presents challenges and unique strengths. Members
in small towns can be hesitant to share their stories of economic hardship with their
neighbors, but direct contact with neighbors and parents proved to be the most
powerful tool. Also, it’s tough for the boss to replace school employees in a rural area
on short notice. Keeping schools open during a strike would have meant understaffed
classrooms, gaps in bus schedules, unfamiliar drivers, and special-ed staffing
shortages—which could all spark public outrage.

Emma Mulvaney-Stanak is a former Vermont-NEA statewide organizer.

http://labornotes.org/2018/11/what-vermont-paraeducators-and-school-bus-drivers-learned-when-they-almost-went-
strike?fbclid=IwAR2nNNr_VNH4PjsuiVwKSDb5vulnL1QZT]QiBnqerXy8IM8xhI2hxQl4rPo
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John Donaghy, Organizational Specialist, NEA
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Gather PAC Donations

Design Professional Development for Colleagues

Representative Assembly

Member Leads Grievance Process for Another Member

Hold a Ten Minute Meeting

Attend Staff Led Bargaining Training

Attend an Early Career Education Networking Event

Attend NEA Led Events

Provide Testimony to Board of Education or Legislature

Find five People Who Want to Plan an Action and Coordinate that Plan

Participate in a Phone Bank

Determine What the Script for a Phone Bank Should Be

Working with Members to Craft Bargaining Language

Lead a Team to Participate in a Phone Bank
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Recruiting and Coaching Potential Leaders

Planning and Leading a Community Forum

Recruit Other Members to Design a Professional Development for Colleagues

Plan and find Other Members to Deliver Important 10 Minute Meeting Updates

Participate in a Survey

Design a Survey

Identify a Team who will Design, Distribute, Collect and Analyze a Survey

Read an Important Bulletin

Distribute and Important Bulletin

Find a Team to Design, Distribute and Follow up About an Important Bulletin

Find and Invite Early Career Educators to a Networking Event

Identify a Team of Early Career Educators to Determine What they Need

Donate to PAC

Coordinate a Team to Determine Goals and implement a Plan for PAC Donations
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Attend a Rally

Endorse Candidates

Find a Team who Sets Candidate Endorsement Criteria and Plans the Process

Participate in a One on One

Develop a plan for doing one on ones across a worksite

Leading a team doing one on ones, debriefing them and identifying issues
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Ask Labor Jane: “I Quit My Job to Dedicate
Myself to Organizing. What Now?”

BY
JANE MCALEVEY

Infroducing our new organizing advice column, with labor organizer and strategist
Jane McAlevey.

Wondering how to make your workplace or movement organizing more effective? Ask Jane!

Jane McAlevey has been an organizer and negotiator in the labor movement for over twenty years. While she continues
to organize, she writes for various publications and is the author of three books, Raising Expectations (and Raising
Hell), No Shortcuts, Organizing for Power in the New Gilded Age, and the forthcoming A Collective Bargain: Unions,
Organizing () the Fight for Democracy.

Thousands of new organizers have passed through trainings with Jane McAlevey. Now, you can have your own
organizing questions answered, in Facobin’s newest column, “Ask me about labor and strategy,” with Jane McAlevey.

Hi Jane,
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I’m twenty-eight years old, and I recently quit my job to dedicate myself'to organizing. I’ve been volunteering with
afew different organizations to try to get a sense for who’s doing good work and where I might fit in.

I’ve been working with Sunrise Movement for the past six months since they seem to have the most momentum
and a clear strategy that’s working. Sunrise uses a mobilizing model, focusing on young people. How could we
possibly apply a structure-based organizing model? I’m feeling at a loss as to how to define a structure and measure
progress. Also, how can I get started doing actual structure-based organizing (say, with another organization)? I’m
having trouble finding on-ramps into union organizing jobs.

Thanks,

Jonah
San Francisco

Hi Jonah, thanks for writing.
Great! Terrific that you want to dedicate your life to the progressive movement.

What we need in the medium and long-term in the United States is for a way bigger, way better, way stronger trade
union movement. At age twenty-eight, the very most important thing that you could do is pick a career you enjoy, and
prepare to get really, really good at your job. Your coworkers will wind up respecting someone who’s very, very good at
their job.

In the short-term, given your age, and that you just quit your job, I want to encourage you to spend between now and
November 2020 getting some really good skills training. You can do that by working for one of the political campaigns
that matter between now and November 2020.

You’ve got a terrific chance to help save American democracy and the planet if you go to work on an important
noncorporate democratic campaign for the next fourteen months. And it will also give you a chance to get serious skills
and experience before deciding to go back into the workforce to build a stronger trade union movement. The truth is, if
one precondition of becoming a really successful trade union leader is getting good at your job, a second precondition is
having some skills as an effective organizer.

I’m also glad you’re asking about your volunteer time at the Sunrise movement. Sunrise is a self-selecting

organization and that means that lots of terrific, excited, motivated activists join the organization who care a lot about
climate change. That’s great. The dilemma is, who we, the progressive movement, need to be spending our time talking
to are people who don’t agree with us.
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How to convert a volunteer, activist organization to more purposeful, structure-based work is exactly the right question
to ask. We know that Sunrise needs more power because the Democratic National Committee just issued them a
resounding defeat on a very good cause, which was having a climate debate. How do we build the kind of power that’s
going to make it impossible for Tom Perez and the Democrats to ignore the very good demands of the Sunrise
movement?

One way to do that is to shift Sunrise into a volunteer organization that focuses on structure-based organizing. That
means creating structure everywhere you go. So if I was volunteering for Sunrise, I would sit down with the team of other
volunteers at Sunrise, and make a list, what we call a power structure analysis, of all the organizations that existed in the
area in which Ilived and volunteered.

A power structure analysis would include mosques, churches, synagogues, housing developments, housing complexes,
political precincts, parent-teacher associations, soccer clubs, and schools. These are among many structures that exist in
any community.

A structure means there’s a set number of people who relate to each other through a defined organization that has
something like a bounded constituency, meaning again, it’s got a membership. Let’s just use the church as an example. If
I'was a volunteer activist at Sunrise, I’d try to figure out who are the important churches in the area in which Ilived and
volunteered, and then I’d be trying to figure out from among all of the volunteers at Sunrise and everyone we know,
who’s a member of that church.

Then we would begin outreach to that church, or temple, or synagogue, or mosque, or fill-in-the-blank. We would
attempt to start figuring out how we could get a majority and then a super-majority of the members of each community
institution around us to sign on to the demand that Sunrise is making. For example, to have the Democratic Party host a
climate debate among its presidential candidates.

Structure-based organizing matters, as a method, because it gives it each and every one of us, whether we’re full-time,
whether we’re volunteer activists, the ability to measure our effectiveness. We have a defined number of people who
we’re trying to move, who we’re trying to persuade, and we can judge whether or not the work we’re doing is being
effective.

I’ll close by addressing the last point you asked, about having a hard time finding an on-ramp to union organizing. Again,
my own recommendation is that you spend more time thinking about a career choice you want to make and becoming
and working your way up to being a very good worker. Then, that’s your on-ramp to becoming a trade union leader.

On the other hand, if what you want to do is work as a full-time union organizer, who doesn’t come from the rank and
file, you have to find a good union, a democratic union that runs real organizing programs. You should only apply to work
for a democratic union that’s engaging in real organizing, not just shallow mobilizing, or even worse, advocacy.

The main clearinghouse for jobs in the labor movement is UnionJobs.com. There are plenty of unions who are on the
union jobs’ website that you probably don’t want to go work for. And in fact, almost all of them advertise there. Ask
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around, to people who are in the labor movement: which of these unions would be a good place for me to work, where can I
learn some sevious skills, contribute meaningfully to building a stronger labor movement?

Good luck, Jonah! The Left needs all the good organizers we can get.
In Solidarity,

Jane McAlevey

ABOUTTHE AUTHOR

Jane McAlevey has been an organizer and negotiator in the labor movement for over twenty years. While she continues to organize,
she serves as the Strikes Correspondent for the Nation and Senior Policy Fellow at UC Berkeley's Labor Center. McAlevey is the
author of three books, Raising Expectations (and Raising Hell) and No Shortcuts, Organizing for Power in the New Gilded Age,
and the forthcoming A Collective Bargain: Unions, Organizing & the Fight for Democracy .
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Financialization Created Chicago Public
Schools’ Fiscal Crisis

BY
STEPHANIE FARMER

Chicago Public Schools has constantly found itself in fiscal crises in recent years,
crises that then justify brutal austerity. But those crises didn’t come from nowhere:
they were the logical outcome of turning to Wall Street for funding on credit instead
of taxing the rich.

Chicago Public Schools (CPS) is in a deep and enduring fiscal crisis. After decades of budget cuts, Chicago’s public K—12
schools have been hollowed out, magnifying the hardships of stagnant wages, rising housing prices, and more faced by
the city’s working class. Pundits have predictably blamed CPS’s fiscal crisis on either the greedy teachers’ union
(Republicans’ and a few austerity-minded Democrats’ scapegoat) or on conservative suburban and rural “downstate”
politicians in Illinois hostile to urban children’s plight (most Democrats’ scapegoat).

But Chicago is a one-party city, controlled by the Democrats, in a solidly blue state, where Democrats usually control the
state government. In reality, CPS’s endless fiscal crises and austerity are consequences of a ruling-class project to chip
away at Chicago public education. This has involved a two-pronged strategy of school-choice policies and education
financialization carried out by successive Democratic mayors with the backing and active encouragement of key
elements of Chicago capital. School-choice policies seek to remake public education in the image of a competitive
market, where schools compete for education consumers (children and their parents). Education financialization
expanded the role of financial instruments, actors, and markets in public education’s operations.

Together, these policies have reconfigured Chicago Public Schools. The district’s funding streams now function as a rent
extraction machine, channeling revenue out of the CPS classrooms that serve black, brown, and immigrant working-
class neighborhoods and into the pockets of Wall Street.

A Marketplace of Schools
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Public K—12 education has many uses. It provides hard and soft skills in preparation for the labor force; socialization in
civic, cultural, and political norms; and acts as de facto childcare centers for younger children, reducing the cost of living
for parents. Radicals and reformers have demanded tuition-free public education since the late eighteenth century.
Universally accessible, tuition-free, public, K—12 education contributes to the social wage, the mix of publicly provided
goods and services that add to the normative standard of living. Universal access to tuition-free public K—12 education
was rolled out alongside other New Deal reforms of the 1930s and *40s — taxing the rich, the expansion of unions, and
regulation of finance and industry — associated with the Keynesian period in the development of US capitalism.

By the 1970s, the Keynesian phase of US capitalism was in crisis as competitor economies in Europe and the Pacific Rim
rebuilt following World War II, and high wages and high fixed costs cut into the corporate profit rate. In the 1980s and
1990s, an ideologically committed and organized capitalist class rolled back Keynesian capitalism and rolled out a more
cutthroat neoliberal capitalism.

By the 1990s, an anti-tax, anti-union, anti-regulation, and anti-public-sector ideological conventional wisdom had taken
root among Republicans and Democrats alike. Taxation was characterized as rent-seeking by the “parasitic state” with
its inherently “inefficient” public sector. In contrast, free enterprise capitalism with open markets and light regulation
was held up as the ideal institutional arrangement for organizing the production and distribution of nearly all goods and
services.

In this context, the meaning of public education shifted. Public education became less about cultural enrichment and
civic engagement. Under neoliberalism, the emphasis in public education was placed, first and foremost, on providing
individuals with the skills and habits appropriate for the marketplace. Anyone could overcome the hardship of their
circumstances so long as they were willing to work hard, first in school and later in the labor force.

Public schools were expected to operate akin to businesses and adapt to the new era of iterative austerity, doing more
with less. Public education was expected to reflect and advance the same norms and practices as the prevailing neoliberal
capitalism it was embedded in.

In Chicago, Mayor Richard M. Daley and his business-elite organization backers (like the Civic Committee of the
Commercial Club) were ahead of the national trend in implementing neoliberal reforms of the school system. In order to
make schools function more like businesses, CPS adopted school-choice reform policies (like the 1996 Illinois Charter
School Law and the Renaissance 2010 plan of 2004) that would create a simulated “marketplace” of schools. Parents
were encouraged to approach education like consumers and choose the best school product for their children,
comparing metrics of success like shopping for toothpaste in the grocery store.
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Chicago mayor Richard M. Daley in May 2010 (Chris Eaves / Wikimedia Commons)

To create this school marketplace, CPS closed putatively low-performing public schools and rolled out a portfolio of
high-performing public schools (like gifted elementary, magnet, and selective enrollment high schools) with competitive
admission criteria, primarily in high-value real estate markets.

CPS also privatized the school system through charter schools, schools that are privately operated but still publicly
funded. These less transparent, less democratically accountable, and initially nonunionized charter schools were
overwhelmingly placed in black and Latino working-class communities.

According to the Chicago Public Schools Comprehensive Annual Financial Report from 1995 to 2018 (our data source
throughout), between those years, CPS opened 230 new schools, while closing 123 schools, for a net gain of 107 schools.
Over half of CPS’s 230 new schools were charter schools. Charter school expansion privileged the interests of charter
operators, seeking a foothold for their business enterprises in the city, over what was best for the public school system as
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awhole. As the CPS system was growing dramatically with a wave of charter expansion, Chicago’s population of school-
aged children actually declined from over 435,000 students in 2005 to 371,000 students (64,000 fewer kids) in the CPS
system in 2018.

Despite this pattern of population decline, nearly 85 percent of the new charter schools were opened after 2005. By
2018, charter school proliferation consumed 11 percent of CPS’s budget, up from just 3 percent in 2006.

The Financialization of Chicago Public
Schools

Due to the prevailing neoliberal anti-tax conventional wisdom, the state and city governments were unwilling to raise
taxes to fund CPS. So, in order to carry out these school choice reforms, CPS turned to credit markets, paving the way
for education financialization. Local education administrators, financiers, and politicians partnered up to devise
frameworks and investment instruments that insinuated finance capital into the funding and operation of public
education as the needs and well-being of children were monetized for rent-seeking investors.

Finance capital was attracted to public education because it provided new sites for capturing profits. By the 1990s, due
to overaccumulation in other markets and government deregulation of finance, capital flooded into US finance and real
estate markets. Moreover, dollar-denominated US municipal bonds were comparatively safer and provided steadier
returns (albeit at a lower rate of return) than other, more traditional private-sector investment instruments.

With this new, expanded access to credit markets, CPS leveraged $8.5 billion in debt to finance its oversupply of choice
schools. By 2018, CPS was dedicating $651 million of its budget (or 10 percent of its operations budget) to make
payments on its debt, up from $133 million, or 3.5 percent of its operations budget in 1998 (adjusted for 2018 inflation).

Predictably, charter schools carved out their own niche in the financialization game. Since their finances are considered
proprietary, researchers could only find data for 27 percent of all CPS charter schools in 2015 through audits filed with
the Illinois State Board of Education. The combined outstanding debt from bond issuances for these Chicago charter
schools totaled $225 million. Ultimately, charter school debt becomes taxpayer debt, since charter schools receive a per-
pupil stipend from CPS to cover their facility and operations expenses.
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The Chicago Public Schools logo. (WBEZ)

As the debt obligations of CPS grew, the district pursued financial fixes to address debt-driven budget shortfalls. CPS
leadership contracted with banks to develop new, higher-risk speculative instruments around CPS debt, including
variable rate bonds, auction rate bonds, credit swaps, and options. CPS officials were hoping to deliver a financial
windfall for the public sector via these high-risk, high-reward instruments.

CPS made an unprecedented $1.5 billion bet on bonds with high-risk floating interest rates. Traditional municipal bonds
have a fixed interest rate for the term of the bond. In contrast, bonds with floating interest rates have rates of interest
that rise or fall in relation to some agreed reference rate (frequently the LIBOR rate at which banks lend to one another).
Ifinterest rates fell below the traditional fixed interest rate bonds, CPS would capture significant savings. Yet if interest
rates rose above that fixed interest rate, CPS would be obligated to pay more for their bonds than traditional bonds.

Then, in a gambit to protect CPS from the impact of interest rates falling, the district “hedged” their risk by buying $1
billion worth of interest-rate swap derivatives from Bank of America, Goldman Sachs, Merrill Lynch, and Lehman
Brothers.

When the 2007 financial crisis hit, the Federal Reserve reduced interest rates to 0.5 percent. CPS’s interest-rate swap
agreements mandated the school district pay a higher fixed interest rate on their variable rate bonds to the investment
banks holding the swaps, which only had to pay a little over 0.5 percent interest rate on the variable bond. The
investment banks pocketed the difference between what CPS paid them and what they owed on the bond. The Clkicago
Tribune has shown that the variable rate bonds may have cost Chicago taxpayers $100 million more than if the schools
had borrowed the debt with more traditional fixed interest rate bonds.

Meanwhile, the same banks that were reaping windfall profits from CPS’s interest-rate swap disaster were also receiving
federal bailout dollars. There was no bailout for CPS. The district had to pay a total of $254 million in penalties to
terminate all their associated swap contracts in order to refinance their underlying debt at the lower interest rates now
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on offer. Since CPS revenues nose-dived during the crisis, they had to turn once again to the credit markets, to borrow
money (at interest) from banks awash in government bailout dollars to pay those penalties.

CPS also sold option derivatives to the Royal Bank of Canada and Bank of America on its bonds, where the contract
compelled CPS to issue debt if certain conditions occurred, like credit rating devaluations. In the wake of the financial
crisis, CPS’s bond rating fell below the rating needed to be in good standing for those options. In turn, the banks
exercised their rights to make CPS issue another $263 million in new debt in order to protect their investments.

Altogether, CPS’s fling with exotic debt instruments cost the school system at least $617 million. Since these payments
were themselves largely debt financed, the people of Chicago, via the taxes paid to CPS, will end up paying Wall Street
nearly $1 billion on these losses.

Public Education Dispossession

Chicago Public Schools’ school choice reform and financializing strategies have entrenched the public schools in a cycle
of austerity. Tax cuts for the rich and retrenchment of federal and state government forced local governments into
footing the bill for public goods and services under conditions of fiscal austerity. CPS overbuilt public schools through a
high debt leverage funding strategy. This debt-driven oversupply of schools in an era of austerity pushed CPS to use
risky financial instruments that then increased the debt burden of CPS.

The rising costs associated with building and operating redundant schools, growing debt service obligations, and the
fling with high-risk exotic financial instruments produced recurrent fiscal crises. The response from the mayor and CPS
leaders has been to embrace more austerity for the public schools, dispossessing Chicago residents of essential public
education services.

“Chicago Public Schools’ school choice reform and
financializing strategies have entrenched the public schools
in a cycle of austerity.”
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By the mid-2010s, the school system was anticipating annual half-billion-dollar deficits. With raising taxes off the table,
CPS again cut its expenditures to close budget gaps. Since 10 percent of the district’s general operations budget is locked
into servicing debt, this portion of the budget is off-limits to cuts, requiring CPS to make even deeper cuts to the parts of
the budget associated with frontline teaching and learning.

The district cut teaching and other student-facing education professional positions. Between 2010 and 2018, CPS
reduced spending on teachers’ salaries by $421 million. In that same period, CPS’s debt service payments increased by
$264 million, from $387 million in 2010 to $651 million in 2018. Ballooning debt service payments consumed the
“savings” from downsizing the teaching labor force, effectively transferring revenue from Chicago’s teachers to the
investor class.

CPS starved school budgets, forcing individual schools to make repeated $1 million cuts from their budgets. Things got
so bad that schools held toilet paper drives to supply their schools. Other schools have packed forty kindergarteners into
single classrooms and slashed arts, language, and other enriching but noncore curriculum. The most vulnerable students
with learning disabilities were not spared, as $40 million in supports was pulled out from under them.

Dispossession was largely racialized. In 2013, under the directive of Mayor Rahm Emanuel, CPS closed forty-nine
schools with low enrollments, nearly 90 percent of which were in mostly black communities.

Protesters march in the Loop on March 27, 2013 during a rally to protest the proposed closing of 54 Chicago public
schools. (WBEZ / Robin Amer via Flickr)

In contrast, the affluent (and mostly white) families who sent their kids to CPS were largely insulated from dispossession,
thanks to activist parents’ fundraising activities. According to CPS’s Internal Accounts data, CPS schools raised a
combined $33 million from parent groups and “friends of” committees that hosted whimsical holiday craft markets,
teacher bartender nights, and school spirit stores in 2018.

You can’t blame wealthier parents for plugging the holes in their kids’ budgets. But schools in poorer communities could
not equally tap into parents’ or charitable community members’ pockets.

https://www.jacobinmag.com/2021/05/chicago-public-schools-cps-fiscal-crisis 7/9
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When cuts and closures proved insufficient to fill in the holes in the budget, CPS doubled down on its financialization
strategy and issued another $725 million bond to pay off one year’s worth of debt service and short-term operation
expenses in 2016. The district was forced to borrow at an onerous 8.5 percent interest rate, since its debt burden drove
down its credit rating. The dependence on debt to pay for operating expenses sealed the conversion of CPS into a rent
extraction machine for finance capital.

A New Era of Education Inequality

The two-prong strategy of market-based school choice reforms and education financialization pursued by CPS has
created a new era of education inequality. Compelling public education to mimic a marketplace of competition has
privileged the interests of elites and the affluent over and against the interests of the working-class majority, hollowing
out mostly black and Latino communities’ schools so that the district could roll out exclusive enrollment schools
(disproportionately serving white professional-class families) and a wave of privately operated charter schools.

Education financialization is transforming the distributive role of public schools, from taxing the rich to fund public
education, to borrowing money from the rich to pay for schools. CPS’s strategy of education financialization turns
schools into income streams for rent-seeking finance capital, which siphons public dollars out of classrooms and
communities. Those dollars are then channeled into investors’ portfolios. As the burden of debt grows, debt overhang is
used by austerians as an alibi to further shrink the public sector by inflicting cuts on frontline teaching and learning.

Political leaders can continue to debt finance and grind public education into dust. Or they can change course and tax the
rich to raise the revenue necessary to fund public K—12 education. Clearly, taxing the asset-owning rich is the better
option than borrowing money from them (through the bond market) and paying them back with interest.

Taxing the rich to spend on universal, tuition-free, public K—12 education funds quality education for all children;
reduces economic inequality, channeling revenue away from the rich and raising the social wage for the working class;
and demonstrates the efficacy of providing goods and services via the more transparent, more accountable, and
democratically planned public sector. If we don’t tax the rich to pay for public goods and services, we’ll be stuck in
endless waves of austerity — and working-class students, parents, and educators will pay the price.

The author thanks Rachel Weber for her contributions to this piece.
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Driving for Decent Pay

Save These Useful Tips On Running a Living Wage Campaign

Plan a detailed campaign strategy and do a
“SWOT?” analysis of your strengths, weaknesses,
opportunities, and the threats that you face. And
factor in opportunities for flexibility and creativity.
Set a salary goal—and be bold. Research vari-
ous versions of a living wage for your region, bro-
ken down to an hourly rate according to members’
workweeks. Then develop a theme/message that
stirs members and keeps the campaign on track.
Set a timetable to reach a living wage in one
contract, or over several agreements.

Work for a strong, short salary schedule to
move people to the top rate quickly and maximize
their career earnings. And aim for extra schedule
columns/lanes for professional development.
Consider interim ways as well to boost pay,
such as paid lunch and holidays or added pay for
professional development.

Tie the living wage to the pension issue. After
all, the more you earn by the end of your career,
the higher your pension.

Survey members and, if possible, the public
on the salary issue. Be aware of what members are
thinking at every step of the campaign.

Collect living wage arguments that resonate
with the public. Document the changes in ESP
work, its growing complexity, and ESPs’ positive
day-to-day influence on students.

Find ways to incrementally engage members
in the living wage campaign. Get teacher support
upfront and use teacher help to reach ESPs.

Use Association communications to the fullest.

Use your state affiliate publication and state and
local affiliate web sites to “create a buzz” around
pay. Prioritize salary coverage on local sites.

Use the media. Find out who local education
reporters are, then cultivate them.

Find, then train “respected” members on the
living wage and campaign skills. Build a durable
committee, with representation from all classifica-
tions, that gets constant member feedback. And get
more trained Association reps into the schools.

ESPs, talking about their work and their impact on stu-
dents, are a living wage campaign’s best spokespeople.

Organize regionally to build momentum, com-
pare tactics and pay scales, and create favorable
pay patterns. Build coalitions among different
locals in the same district and across district lines.
Find and develop your best ESP spokespeo-
ple. They’re the most credible voices in the com-
munity on the need for a living wage.

Inventory your ESP assets. Devise a reporting
form to record each member’s seniority, communi-
ty connections, awards, specialized training, etc.
Inventory your members’ community links
through a “community contact card”—from
church affiliation to rescue squad membership.
Focus on those links first before reaching farther.
Research other potential community allies,
including unions, religious denominations, PTAs,
influential parents, and other community groups.
Develop ties with them early, before campaigning.
Research school board members/decision
makers and build relationships with them. Use a
“board watch” reporting form. Identify points of
leverage. And start sending members, in an organ-
ized way, to every school board meeting.

Rely on member input, enthusiasm, and cre-
ativity. Collectively, you and your members are
far, far smarter than the most clever consultant!

--Dave Winans (Dwinans@nea.org)
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Ten Living Wage Communications Tips

IT'S ALL ABOUT ESPS TELLING THEIR OWN STORIES

To win a living wage for education support professionals (ESPs), you've got to "win the hearts and
minds" of the community they serve. That's common-sense advice from NEA state and local affiliates
-- and other labor organizations -- that have pursued and won pay increases that better reflect the
value of ESP work. Here, from the trenches, are 10 valuable communications tips for any living wage
campaigner.

1. FIRST AND FOREMOST: ELECT GOOD SCHOOL BOARD MEMBERS.

Says Bernie Mulligan, a veteran communicator with the New York State United Teachers (NYSUT):
"If you're not involved in the election of school board members in your community, you're limiting
your opportunity to communicate with them in an effective way about a living wage. Superintendents
sometimes control information and access to board members -- and constantly shape their
perceptions.”

2. STRENGTHEN COMMUNITY CONNECTIONS.

Before taking a living wage campaign public, advises Mulligan, it's important to assess the strength
of the local Association and its community roots. Starting from the personal connections of
individual ESPs, build two-way relationships with parents, other unions, community and business
groups, and faith communities.

"The thing to remember," says New York State paraeducator Debbie Minnick, "is that you make
those partnerships and relationships ahead of time. Then when you need them, you're able to call on
them, and vice versa. You keep those relationships going because your partners are going to want to
be able to use your backing as well. It's just kind of a circle that keeps going."

3. KNOW WHO YOUR ESP MEMBERS ARE.

ESPs tend to live in the districts in which they work and have deep roots there. Survey ESP members
on the work they do, their years of service, and their leadership roles in community groups. List
family connections in the community, children or grandchildren attending local schools, individual
commendations and awards, special talents, specialized training/qualifications for the job, and even
the number of unused ESP sick days.

4. ASK ESPS ABOUT WHAT THEY'RE PROUDEST.

It might be their impact on student achievement, the "hidden" ways they reach and inspire young
people, or the contributions they make to the community in which they live and work. Tally this
information for an Association communications campaign that can give parents and community
residents a full picture of the value that ESPs add to schools and their community.

5. DEVELOP A COMMUNICATIONS PLAN.

Consider the living wage campaign's overall goal. Identify the decision makers you need to influence,
and spot the people whose support will be needed to achieve a living wage. Who can help you reach
those people, and who will try to stop you? How will you allocate resources to a communications
campaign? How will you persuade potential allies to join the campaign and how will you neutralize
adversaries?

6. DEVELOP YOUR SALARY MESSAGE.

Members, potential allies, and the public need to understand the living wage issue. Develop a theme
and message that explains it simply (such as "It's All About Fairness"), and then publicize it, repeat
it, and disseminate it widely -- being direct and positive.

7. COLLECT YOUR BEST ARGUMENTS FOR A LIVING WAGE.
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Some examples:

o ESPs play a vital role in children's lives, especially in their
health and safety. We need qualified, caring people in every job in
every school.

o ESPs are the first people parents and children see in the
morning, and the last they see in the evening. People form
many of their impressions of the school and school district from the
image of teachers and ESPs working together.

o When workers are paid a living wage, taxpayers no longer
subsidize low-wage employers. Every school employee should
have the right to spend time at home with his or her own kids,
without working two or three extra jobs to survive.

o Teachers can't function their very best if ESPs aren't there
to help them. Without ESPs, teachers would have less time to do
what they do well in the classroom.

o Better pay attracts quality staff and stems turnover. A living
wage and low turnover is all about maintaining "institutional
memory" in the workplace. Human resource experts estimate that the
cost of recruiting, hiring, and training new employees is between 10
percent and 50 percent of a salary for a position.

o Thelocal economy will benefit through higher ESP
spending power. "A $40,000 minimum salary for all teachers and
a living wage as starting pay for education support professionals
would mean economic prosperity for communities," says NEA
Research staffer Michael Kahn. "Why? Because education is highly
labor-intensive. A dollar invested in education creates more jobs,
direct and indirect, than any other sector of the economy."

8. BE READY FOR THE COUNTERARGUMENTS.

Assess local attitudes towards schools, educators, and the concept of a living wage. Prepare to deal
with arguments against a living wage from community members, employers, and school board
members. Role-playing can be helpful in preparing answers to refute counterarguments.

9. GEAR UP ESPS TO TELL THEIR OWN STORIES.

Bus driver John Boggs, a leader of the Kentucky Education Association's (KEA) Eastern Kentucky
Living Wage Campaign, thinks that the biggest factor behind the campaign's momentum is
communications by ESPs themselves, "who let people know what's going on" with low pay.

Organizers should pick the brains of ESPs about their work and life experiences, adds NYSUT's
Bernie Mulligan. "That's the raw material for a campaign message, and we need ESP spokespeople
for a campaign,"” he points out. "It's really a question of figuring out how to humanize and
personalize the theme of fairness."

10. TAKE THE LIVING WAGE MESSAGE PUBLIC.

Veteran campaigners stress the need to identify public education supporters in the community and
work with state affiliate communications staff on strategies to move the living wage message to
them -- through meetings or the media. Some useful advice from the Virginia Education
Association and other organizations that tackle living wage issues:
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Plan any meeting, whether you are going alone or as a
group. Research your audience. Decide who will lead the meeting,
and what each person will contribute to the discussion. Plan to focus
on one issue only: the living wage.

Tell the living wage story in a personal way that brings the
low-wage issue to life. Speak about personal hardships due to low
pay. Bring photographs to illustrate your perspective. Give specific
examples as often as possible. Don't speculate, exaggerate, fudge, or
invent -- just tell it as you see it. Engage your audience in dialogue.

Appeal to your audience's sense of fairness and

justice. There's widespread public opposition to paying less than a
living wage, and a tremendous amount of respect for what ESPs do in
schools. Work to get elected officials to agree, in principle, that low
ESP salaries are unfair. As soon as possible after your visit, jot down
notes that record what was said, the tone, and what questions were
asked at the meeting.

Deal intelligently with the media. Compile a list of media outlets
in the community. Develop relationships with news directors, editors,
education reporters, and talk show producers. Reach out to the media
early and foster direct relationships with reporters likely to be
assigned to the ESP wage story; use the time to educate them on the
issues. Keep pitching story ideas, new or creative angles on ESP work
and economic struggles.

Introduce journalists to struggling, underpaid ESPs. Train
selected members to handle contact with the media and have them
speak at rallies, community meetings, and other events. The Vermont
Living Wage Coalition does public awareness training for members,
preparing them to approach school boards, the press, and the
community.

Create your own news through rallies, demonstrations,
public forums, community events, and news

conferences. Train members how to put together a media package,
how to write press releases, and how to follow up after the release to
ensure coverage.

Make liberal use of free media, including letters to the editor,
cable TV, talk radio, and community petitioning -- door to door, if
necessary.

Collaborate with teachers to generate positive

publicity about teaching and learning, student achievement, safety,
and efficient operations in the schools -- and the vital role that ESPs
play in making it happen.

Create a video, PowerPoint, or blog on the work or financial
plight of ESPs. In a PowerPoint made by a Pennsylvania ESP local,
each bargaining team member talked about her job and how it had
changed over the years. The local affiliate effectively corrected an
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outdated school board impression that poorly paid ESPs were
nothing more than menial "paid volunteers."

o Find parents and community members to help you tell your
story. "When Mrs. Jones or Mr. Kelly tells a heartwarming story
about ways ESPs help their kids, school board members who ignore
us listen; they see those parents as 'real' people,” says Bernie
Mulligan. "It's really effective when people in the school community
start to talk about you -- then a campaign comes alive!"

NEA Collective Bargaining & Member Advocacy
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Five Ways to Research a Living Wage

A living wage can enable an education support professional (ESP) to survive on one full-time job,
without support from relatives or government agencies, and have time left over for a real personal
and family life. A living wage is sufficient to pay for the basic needs in a given community —
including food, housing, transportation, health care, child care, clothing, taxes, personal necessities,
and even some modest savings.

A “basic needs budget” is the total of these expenses, calculated monthly and adjusted according to
family size, work status of adults in the household, and regional variations in costs. Using estimates
of a monthly living wage, Association bargainers/lobbyists can break the numbers down to several
different hourly wage figures, reflecting the length of the ESP workday, workweek, and school year.

You can research an area living wage on your own. Here are ways to start:

Go online for living wage calculators and other resources.

Do some research with the help of a local credit union, an area college or university, or a non-profit
organization working on economic policy issues.

Look for “self-sufficiency standards” and housing costs on the Web site of a state agency that
administers social assistance programs.

Find out if your state government establishes a living wage figure on a regular basis. If so, adjust it
for an ESP work schedule.

Devise expenditure categories for a living wage, and have a representative group of ESP members in
your local track their monthly expenditures in each of those categories. Then compute average costs.

Living Wage Calculator

Another related online tool is MIT’s Living Wage Calculator. Select and state, then choose a
county or place to find data on living wages, the hourly rate an individual must earn to support a
family; monthly expenses; and typical hourly wages for various occupations at the location. Wages
less than a living wage are shown in red.
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The Ithaca Living Wage Campaign: How We Did It

New York State ESP leader Debbie Minnick describes how her local
affiliate boosted starting paraprofessional pay by 50 percent.

WE PARAPROFESSIONALS were the lowest paid in the Ithaca, New York, district.
And you know what we do: We work with the most difficult kids in the whole school
district. We have more of a connection with the students than most of the classroom
teachers. I’'m talking about special ed students; we’re with them more, directly teaching
them more.

Respect was such an issue throughout our whole living wage campaign. Not only did we
want the pay, but we wanted the respect that went along with that.

I had three different women in my local come to me and say they went to the Salvation
Army for dinner. They didn’t have any more food at home and they didn’t have any more
money to make it through to their pay day. Three of them happened to run into one
another at the Salvation Army, where they went to get dinner.

You just get pushed into a campaign like this. What’s right is right and what’s just is just,
and you have to take on this kind of commitment—all of you.

It’s a Ton of Work

We started negotiating with the district in January 2001. We took several months before
that preparing for negotiations with staff from the NEA state affiliate. We were very
lucky to have a local living wage coalition.

We asked for $11.50 per hour, which I think was a 73 percent raise. The assistant
superintendent had his own calculator out. His glasses were down and he just looked at us
and said, “You do know that’s a 73 percent raise, don’t you?”

Not to fool you—you know it’s a ton of work. One of the key things we did: We had our
members on board before we started. We had meeting after meeting, before, during, all
the time.

Written communications were going out, telling members what we were asking for,
telling them what we were getting ourselves into. We told them we could not do this
without everybody’s support. If you don’t have your own members on board, it’s just a
ton of work and it’s going to fail.

Reaching Out to the Community

Our next step was to get the community involved. Throughout the year and a half that we
did this living wage campaign, we escalated our activities—candlelight vigils, rallies,
panels with well-known community members and testimony of paraprofessionals. We
told the community who we were, what we did, and what we made for all of that.
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We made a video. We had a preview of that at the local library. At the same time, we had
a panel of religious leaders—with a priest, a rabbi, and minister, a Tibetan monk, close to
seven of them. They read all their separate scriptures and they all connected it to paying
people poverty wages, and that’s not the way it should be.

As it kept escalating, we had a Parade for Paras. We ended having 500 people in the
parade itself, not counting the people who were watching the parade. We had stilt walkers
and jugglers, kids from the schools, kids on bikes with signs that said, “Tykes on bikes
for pay hikes.”

We did everything we could think of. . . We ended up in the downtown Commons. We
had speakers about our negotiations and the living wage campaign. We had bands and
musicians come, and face painters for kids. It was a huge community-, family-, and child-
oriented-type thing.

We did petitions that were so easy. We just asked: Would you pay so much more in your
taxes to support paraprofessionals in the district to make a living wage? People were just
signing that left and right. They didn’t know who paraprofessionals were, and that was
our chance to explain to them—they were appalled.

In just a couple of days, 3,000 people signed, a tenth of the population. We turned the
petitions over to the board members.

You Have to Go For It

Just before we settled, one of our last activities was taking over the school board meeting
completely. . . We had about 50 people signed up to speak. The board said, “We’ll take
the first couple of people and then we’ll adjourn for executive session”—which they
knew would be the next couple of hours. “The rest of you can wait until we get back.”
That sent everybody over the edge. We all went to the mike, chanting, “Let us speak!”

They did not know what to do. They were so embarrassed, the whole nine-member board,
the superintendent, and all the school administrators. So they huddled for ten minutes and
finally just said, “OK.” They listened to all 50 of us individually.

I’'m just here to tell you it’s a lot of work, a lot of organizing, a lot of meetings and
paperwork, and communications.

September 11, 2001 came right in the middle of negotiations, and that put a real crimp in
our thinking. We thought, “We’re not going to have any money, and that’s what we’re
going to hear a lot in the next year or two down the road: ‘There’s no money anymore.’”

You know what? They always have money, and I don’t care. It’s their problem, not our
problem, and you have to go for it and you have to ask.
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Remember, if you’re asking for 50 percent or 20 percent, who cares what you end up
with? It’s better than the 3 percent that you normally get. So you can’t think of any of it
as a failure, because you’re going to get more than what you normally bargain for.

We settled in June 2002 with a 50 percent raise in the starting salary at the end of the
third year of the contract and no givebacks.

—From an interview with Dave Winans, NEA Today
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Somerville, MA, Paraprofessionals Win Huge Living Wage Victory: The
Story and Lessons for the Future
By Margaret Whittier-Ferguson June 12, 2020

https://www.socialistalternative.org/2020/06/12/somerville-ma-paraprofessionals-win-huge-
living-wage-victory-the-story-and-lessons-for-the-future/

Margaret Whittier-Ferguson works in a prekindergarten classroom as a Paraprofessional
in Somerville, Massachusetts. She is a Building Representative with the Somerville Teachers
Association and served as the chair of the Paraprofessional Contract Action Team throughout
their year-long campaign for fair salaries and job security. Before the contract campaign
paras made between $20,000 and $25,000 a year. Margaret is also a member of the
Cambridge/Somerville branch of Socialist Alternative.

To see Socialist Alternative’s past reporting on this inspiring campaign, check out these
articles written as this struggle unfolded:

Somerville, MA, Paraprofessionals Fight for Livable Salary and Job Security

Somerville, MA Paraprofessionals Escalate Fight for A Fair Contract

Somerville Paras Continue Fight for Fair Contract

After over a year of organizing and
fighting, Somerville Paraprofessionals,
organized in the Somerville Teachers
Association (STA), have won an
important victory. We won a starting
salary of $25,000 a year which amounts
to an immediate 25% raise. I'm going to
say that again: an immediate 25% raise!

What makes this victory all the more
critical is its context. Educators face
budget cuts across the country triggered - in part - by the impending economic depression.
Despite this overall trend, Somerville Paraprofessionals won! By running a rank-and-file and
community oriented campaign, we were able to win a starting salary of $25,000, up from an
abysmal $20,000, and 3% raises next year and the following year, as well as job security
after 4 years of employment (previously Paraprofessionals had no job security).

Paraprofessionals (support staff) in Somerville have been in contract negotiations for around
a year now. This victory for Somerville Paraprofessionals can serve as inspiration for support
staff and teachers across the country fighting for raises and, crucially, against budget cuts.

This article tells the story of how this victory was won and the most important lessons for
teachers’ struggles and the labor movement going forward. Somerville Paras should vote
YES on this contract, as this is a massive victory not just for Somerville, but for support staff
across the country!
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This victory is 100% a testament to the strength of our union and the community campaign
that backed us. Before the pandemic hit, we were going all out: we were storming school
committee meetings, organizing walk-ins, and receiving large levels of community and
parent support. The story of this year-long campaign should serve as a reminder to
teachers’ unions that our power comes from our ability to mobilize our unions and the
community to fight for what staff and students need!

New Leadership Elected and Paras Reject a Concessionary
Contract: The Fight Begins

In October 2019, 77% of Paraprofessionals voted down a contract proposal that did next to
nothing to address the financial hardships Paraprofessionals were facing. With a 72%
turnout of Paraprofessionals to the vote, it was clear that we were not okay with business-
as-usual contract negotiations. This “no” vote came just months after we elected a new
“reform leadership” in our union: the Somerville Caucus of Rank and File Educators (SCORE)
slate.

The election of SCORE members as President, Vice President, and several building
representatives, myself among them, injected new life into the union. SCORE ran on the
basis of jump-starting rank-and-file union involvement and social justice unionism, both
things that were sorely needed in the STA. SCORE winning brought about a renewed
confidence among union members that if we fight, we can win, and this undoubtedly played
a major role in the willingness of a majority of Paras to reject the business-as-usual
contract.

Following the “no” vote, we decided to try a different type of contract negotiation than what
the STA had done in the past. We formed a Contract Action Team (CAT), comprised of rank-
and-file Paraprofessionals from across the district, based on the idea that our power as a
union comes not from clever arguments at the negotiation table, but by involving as much
of the union rank-and-file as possible, building community support, and not being afraid to
confront the School Committee and Mayor. Consistent CAT meetings throughout the
campaign were crucial in providing ongoing leadership to the rank-and-file of the union. Our
demands were as follows:

e A starting salary of $25,000 a year
o Job Security after 4 years of employment

e A 2-year contract so we negotiate at the same time as teachers

A Strategy to Win

At every step in the campaign, there were active debates in the union over what was the
most effective strategy to win. How do we most effectively fight for a fair contract? What is
the best way to mobilize union members and the community? How do we make democratic
decisions? Should we mobilize now, or wait until later?


https://www.socialistalternative.org/2020/02/27/somerville-paras-continue-fight-for-fair-contract/
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Democratic discussion and debate involving the rank-and-file are crucial for the success of
any contract battle. In the past, the STA focused on closed-door meetings and negotiation
with the School Committee. As a socialist, I see the active involvement of fellow union
members as the key to our success. We are far stronger when we are united and
determined. I consistently pushed for a strategy of rank-and-file mobilization, building a
strong base of community support, and not shying away from confrontation with the School
Committee and Mayor.

On December 19, 2019, we held an incredibly successful community meeting. We built for
this by flyering parents outside of schools and reaching out to those that signed our Pledge
of Support. Nearly fifty people attended the meeting, including parents, union members
from other local unions, and a City Councilor. We discussed the important role that
Paraprofessionals play in our schools — we are the extra set of eyes, ears, and hands that
ensure that our students’ basic and more complex needs are met — and strategy for how
our movement could win. Out of this meeting, we decided to build for a massive turn-out to
the School Committee meeting on January 13, 2020.

Packing School Committee: A
Turning Point in the Campaign

On January 13, 200 Paras, teachers,
parents, and community members rallied
_ and packed the School Committee in one
a=" of the largest, if not the largest, turnout
to a Somerville School Committee
meeting ever recorded. After a standout
and impromptu rally featuring speakers
from the STA, Boston Teachers Union,
Massachusetts Teachers’ Association, and
Socialist Alternative, we marched into City
Hall chambers. Details and videos from
this amazing action can be found here.

The mood in schools across the district was electric following our successful turnout to the
School Committee meeting. Many educators were realizing for the first time what can be
accomplished when a union is organized and takes a movement-building approach to
fighting for what we need.

Following the School Committee meeting, the CAT launched a series of walk-ins where
educators at schools across the district rallied outside of their schools at the same time. At
many of these walk-ins, students, parents, and community members joined rallying
educators, putting on full display the depth of our movement! At my school, the school with
the most Paraprofessionals in the district, Socialist Alternative members who live in the
community played a crucial role in driving turnout to the School Committee and walk-ins.


https://forms.gle/qbdYMtt2px2MV5Kk7
https://forms.gle/qbdYMtt2px2MV5Kk7
https://www.socialistalternative.org/2020/01/26/somerville-ma-paraprofessionals-escalate-fight-for-a-fair-contract/
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Throughout February we continued building pressure by hosting community meetings,
rallies, and participation in School Committee meetings. Check out a speech I gave at one of
these rallies, the last action before the Coronavirus hit.

School Committee Uses Coronavirus for lllegal Move: Paras Stand
Strong

The coronavirus pandemic has disrupted the work of educators across the country. We have
been tasked with setting up a completely new model of educating - remote learning — with
little notice or resources. We have had to adjust our entire approach to teaching to meet the
needs of this particular situation. On top of that, for those of us in the middle of contract
battles it threw a big wrench in our plans. We have had to teach our students and fight for
our rights as educators under lockdown! To add insult to injury, educators across the
country are now facing brutal budget cuts as states scramble to deal with growing debt.

This is not a new phenomenon, we have seen how districts use crises as an excuse to cut
social services and education. In New Orleans, following Hurricane Katrina, countless public
schools were shuttered, replaced by charter and private schools. Now, districts across the
country will likely attempt to use Covid-19 to similar ends.

In this context, on April 30th, the School Committee took their last offer — a 5% raise this
year, 6% raise next year, and 7% the following year - off the table. They instead offered
0% raises over the next three years. That’s right: 0% raises from a $20,000 starting salary
over the next 3 years.

Given this, it is shocking to read the City of Somerville’s official press release about the
agreement reached which quotes School Committee Chair Carrie Normand saying, “For
many months, School Committee and City officials have publicly stated our support for a
Paraprofessional wage scale that starts at $25,000 annually.” This would be laughable if we
hadn’t spent a year campaigning for a living wage in the face of the School Committee’s
blatant and insulting opposition.

This 0% proposal was a real blow and the CAT struggled to see a path forward, but we were
determined to keep up the pressure on the School Committee virtually. We attended virtual
School Committee meetings and finance meetings. We attended School Committee office
hours en masse. We did not let up the pressure, despite the fact that the budget process
was looking grim.

The School Committee’s move to take their last offer off the table and replace it with 0%
raises is considered “regressive bargaining” and is totally illegal. While we of course filed an
unfair labor practice, we knew we couldn’t rely on Trump’s National Labor Relations Board to
rule in our favor. Additionally, getting to a conclusive ruling in this process can take years. It
has actually been quite common for supposedly progressive cities and institutions such as
universities to consciously carry out illegal bargaining tactics with the full knowledge that
Trump’s NLRB appointees will have their back.



https://www.facebook.com/watch/?v=535150130443098
https://www.somervillema.gov/news/somerville-school-committee-sta-paraprofessionals-reach-tentative-3-year-agreement
https://www.thecrimson.com/article/2020/2/25/hgsu-alleges-regressive-bargaining/
https://dailybruin.com/2019/05/06/afscme-local-3299-claims-uc-illegally-refused-to-bargain-over-outsourcing
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At a district-wide all-Paras meeting in mid May, we discussed and debated how to move
forward. We voted not to take a 0% raise and to continue fighting for a living wage. District-
wide discussions are imperative for unions.

Black Lives Matter: The Straw that Broke the School Committee’s
Back

In a complete reversal of their previous position, on Wednesday, June 3, the School
Committee offered us a starting salary of $25,000 a year. For many of us, given the 0%
raise offered just one month earlier, this new offer felt out of the blue. So what happened,
and why did the School Committee finally give into our demands after a full year of fighting
us with all their power? We will never fully know what discussions went on behind closed
doors that led to this 180 degree turnaround, but we can make a confident, educated guess.

First, the School Committee’s power move in late April didn't break us. They used the
pandemic as cover to offer us 0% raises over three years, knowing we were in a weaker
position to organize and hoping to kill our spirits, but this did not work. We did not back
down and made it clear we were still going to fight. We discussed organizing a car caravan
to put pressure on the School Committee, and we knew that in order to win our demands,
we must maintain constant pressure on the School Committee and the Mayor.

Then, Black Lives Matter broke out. The brutal police murder of another black man has sent
shock waves around the world, with solidarity protests springing up in every corner of the
country and dozens of countries across the world. The majority of Paraprofessionals are
women, and many of them are women of color. Demands around defunding the police to
fund education, housing, and social services gained steam. A group of community members
including members of Democratic Socialists of America and other local activists began to
circulate a petition calling for the defunding of Somerville police to fund education, and a
living wage for Paraprofessionals in particular. The petition went semi-viral across the city,
getting thousands of signatures. Undoubtedly, the Mayor and School Committee saw the
writing on the wall that with the new wave of BLM, they would look even worse than before
if they refused to pay Paraprofessionals a living wage.

This victory for Somerville Paras would have been unimaginable without the year of intense
struggle and a rank-and-file led, movement-building approach by our union. But in the
eleventh hour, we believe the straw that finally broke the School Committee’s back was the
Black Lives Matter movement. If true, the implications of this are enormous.

The fight against racism and the fight for economic demands are not separate issues to be
fought on separate fields of battle. If unions and the labor movement use our power as
workers to boldly take up the fight against systemic racism our movement will be
unstoppable.

In Seattle, members of the Seattle Education Association have officially voted to support the
call, spearheaded in City Hall by Socialist Alternative’s City Councilor Kshama Sawant, to
defund the Seattle police by 50% and redirect those funds to necessary social services.
Locally, though not as strong but still important, the Boston Teachers Union recently passed



https://docs.google.com/forms/d/e/1FAIpQLSd7Ik0-yDkI0057kA1ZUuoiN7TXWorWqcOvd45CDXNdlwxUyQ/viewform
https://docs.google.com/document/d/1C3YBN9Oq8kyf0i4E7Tm-HTujvuXJs1TEW50JxQk_PZ0/edit?fbclid=IwAR2p1LLUXjMxXXXYFFSCdWafDt_nNHY7istrvXWNANO98Y3IoJDSO_D7qlA

Page 113

a resolution calling for a 10% reduction in the Boston police budget, as well as getting police
out of our schools. These are examples of the solidarity we need between the labor
movement and anti-racist struggles.

The Role of SCORE and Reform Caucuses in Unions

None of what the STA has accomplished over the last year would have been possible without
the election of SCORE at the end of last school year. But at the same time, just electing a
new reform leadership was not enough. Immediately after being elected, all sorts of
pressures are exerted on any new union leadership. There can be pressure to tone down
your message, abandon promises to build rank and file democracy, and give up a more
combative approach in favor of backroom negotiations. We see similar pressures exerted on
progressive elected officials at the city, state, and federal level as well.

Because of this, active rank-and-file involvement and accountability is crucial. Throughout
this campaign there were debates about strategy, leadership, and needing to stay true to
the platform and approach that SCORE promised upon election. This is an important lesson
for reform caucuses and teachers unions nationally. After the election of a new reform
leadership, the caucus should stay active and organized and the members or supporters of
the caucus have a crucial role to play in successfully transforming the union into an effective
fighting organization.

SCORE’s platform crucially included more general membership meetings, however there’s
been a lack of regular meetings over the past year. Going forward, having more regular
membership meetings will help build off this victory and prepare us to fight for an equally
strong teachers’ contract, which is up next school year. While it may take time to build up,
there is no replacement for an actively engaged rank-and-file.

Our Fight is Far From Over

This is an absolutely tremendous victory. Socialist Alternative has stood alongside
Paraprofessionals fighting for a living wage throughout this campaign, and this sort of
solidarity has been critical to the campaign’s success. A year ago, most people in Somerville
had no idea what a Paraprofessionals was. Today, we see massive amounts of community
support not just for Paraprofessionals’ living wage campaign, but for school funding more
broadly. It is because of the community support that we were able to win this victory. And
we should be clear: this is a victory not just for Somerville Paraprofessionals, but for all
educators across Massachusetts and the entire country. Paraprofessionals in other districts
should reach out to Somerville Paras to discuss how we ran our campaign, so that we can all
learn from one another how to fight for a living wage and job security. We need to work
together to ensure we have the working and learning conditions we need!

Despite the budget crises we are seeing across the country, it is absolutely imperative that
educator unions do not let up the fight for fully funded schools. Wall Street should pay for
this crisis, not working families. Brookline Public Schools, one of the wealthier districts in
Massachusetts, pink-slipped over 300 teachers in the last few weeks, and only because of a
strong public outcry have they retracted some of these layoffs. This is what we should
expect to see across the country.



https://docs.google.com/document/d/1I00ogwHsRI7mF5MA-rYF_khc1-Byl284ChKHsxTDgQs/mobilebasic
https://brookline.wickedlocal.com/news/20200601/brookline-students-rally-against-layoffs-we-want-our-teachers-back
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Many of our students are going to be coming back to school dysregulated and many having
experienced trauma. We need not less but more well-paid staff and wrap-around services
for students including counseling services. This pay raise for Somerville paras cannot come
at the expense of staffing cuts, and if the School Committee makes any attempts to cut para
or other positions, the STA should fight back against them just as hard as we did for the
contract fight. Fully funded schools means well-paid and fully staffed, not just one or the
other.

For educators and families across the country, the question of how and when we reopen
schools is at the forefront of our minds. Educators must be the ones to determine how and
when we go back to school, given the very real health and safety concerns of returning to
school.

It is crucial that we learn the lessons of building broad support, being well organized
internally, and connecting to larger demands around defunding the police to fully fund our
schools. In a period when we are up against massive budget cuts, this victory should be
shouted from the rooftops.The union and our community must draw correct conclusions
about how and why this campaign was successful: It was only by building a movement that
mobilized both the rank-and-file of the union and the community that this victory was won.
We should be proud of our success, but should also know that the struggle is not over. We
have a responsibility to share these lessons and join in other struggles happening across our
city, our state, and our country. We're going to need to continue to take militant and bold
action to win the schools we all deserve.



10 Steps of a Living Wage Campaign
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Ithica Living Wage Campaign — How we did it.

Somerville Paraprofessionals Win Huge Living Wage Victory

Pick an Issue

Buy In

Timeline

Action Plan

Gather Data

Internal Organizing

External Organizing

Messaging \ Narrative and PR

Escalate

Celebrate




COACHING 101

“How do I enable others to find purpose in the face of challenge?”

Non>
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ACKNOWLEDGEMENTS

We welcome your suggestions for improving this guide further for future trainings. We also welcome
you to use it and adapt it for your own trainings, subject to the restrictions below.

The coaching framework is from the work of Ruth Wageman and Richard Hackman,
and the full framework can be found in Wageman, 2010 "Toward a framework for coaching"
Working Paper, Harvard University, and in Hackman and Wageman, (2005).
"Toward a theory of team coaching," Academy of Management Review, 30, 269-287.
Adapted here by Hope Wood, New Organizing Institute.

RESTRICTIONS OF USE

The following work [this workshop guide] is provided to you pursuant to the following terms and
conditions. Your acceptance of the work constitutes your acceptance of these terms:

e You may reproduce and distribute the work to others for free, but you may not sell the work
to others.

e You may not remove the legends from the work that provide attribution as to source.

e You may modify the work, provided that the attribution legends remain on the work, and
provided further that you send any significant modifications or updates to
hope@neworganizing.com.

e You hereby grant an irrevocable, royalty-free license to Ruth Wageman and New Organizing
Institute, and their successors, heirs, licensees and assigns, to reproduce, distribute and
modify the work as modified by you.

e You shallinclude a copy of these restrictions with all copies of the work that you distribute
and you shall inform everyone to whom you distribute the work that they are subject to the
restrictions and obligations set forth herein.

Adapted from the working paper 'Toward a Framework for Coaching,' by Ruth Wageman at Harvard University
Modified by Hope Wood at the New Organizing Institute
2
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COACHING:
FROM EXTERNAL CONTROL TO GROWTH

OBJECTIVES:
By the end of this training, you will...
e Learn asimple diagnostic framework and a 5-step process for coaching others in organizing
efforts
e Practice the coaching process through role-plays and reflective discussion
e Learn to build a culture of coaching into your team

Why is coaching an important organizing practice?

Leadership in organizing is about enabling others to achieve purpose in the face of uncertainty.
Coaching, put simply, is the act of enabling others.

Organizing campaigns are rich with challenges and learning opportunities, but sometimes we are fish
in our own water and we cannot see the challenges we are swimming in. Coaching in organizing helps
to alleviate this problem. Coaching helps individuals to overcome motivational, strategic, and
informational challenges that might otherwise hinder the progress of the individual, and or the team,
and thus the campaign or training.

What is coaching in organizing?

Coaching is a direct intervention in an individual or team’s work process to help them improve their
effectiveness.

Coaching is a leadership practice that is useful in a variety of contexts in organizing campaigns. Some
examples of when coaching skills are necessary:

— Preparing leaders to get over the anxiety that most of us feel when we ask other adults to
do tasks that might not be enjoyable.

— Facilitating the goal setting of a leadership team struggling with common understanding of
the goals

— Debriefing with a leader who has not kept a commitment

— Helping a leader overcome motivational challenges with managing volunteer teams in the
field

— Assisting a leadership team in creating strategy for their organizing campaign

Adapted from the working paper 'Toward a Framework for Coaching,' by Ruth Wageman at Harvard University
Modified by Hope Wood at the New Organizing Institute
3
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Coaching is useful whenever we are working to enable others to build their own capacity to act,
and though the contexts vary, the process is very similar throughout.

Effective Coaching Is Effective Coaching Is Not

-Showing up and being present to another - Being so prepared that you figure out all the
person's experience and listening, with both your | answers for the coaches before you even hear or
head and heart observe their challenges

- Helping the coaches explore and make sense of | - False praising of the coaches or only focusing on

their challenges and successes and what they their strengths because you do not want not to
learned from it all hurt their feelings

- Helping the coaches to find solutions to - Solely criticizing the coaches for their
challenges weaknesses

- Asking questions that both support and - Telling the coaches what to do

challenge the person you are coaching.

How do | practice coaching in organizing?

Good coaching requires learning how to identify a person’s or team’s strengths and weaknesses in
order to find ways to help them mobilize their strengths to overcome their weaknesses. People often
know what they “should” do, but a fresh set of eyes is helpful in diagnosing the specific challenges
they’re facing and initiating a brainstorm of solutions to maneuver through them. There are three
basic practices of coaching:

Basic Practices of Coaching:
— Motivational (heart) coaching is aimed at enhancing effort.

— Strategic (head) coaching is aimed at helping the team or individual plan, evaluate,
or think about its strategic or structural approach.

— Skills-based (hands) coaching is aimed at helping the team or individual execute
with skill (and learn from execution).

The first part of effective coaching is diagnosing which coaching practice is most needed in any given
moment. For example, if an organizer is struggling with strategy but you try using motivational
coaching, it is likely to frustrate them further.

As is true for the other practices of leadership, coaching is a practice that only gets honed by DOING,
and then reflecting on what works and what doesn’t.

Adapted from the working paper 'Toward a Framework for Coaching,' by Ruth Wageman at Harvard University
Modified by Hope Wood at the New Organizing Institute
4
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Following this simple, 5 step coaching process can help you dive in and begin your coaching practice:

5 Step
Coaching

Process

Diagnose

\

Action Intervene

1. Inquire &/or Observe - What do | see and hear?

When you are observing a person’s actions in the field or someone comes to you for help,
your first inclination may be to draw conclusions from the initial observations you make. As a
coach, you need to take time to dig deeper. Are you seeing all the angles here? What
information is missing? Think about the “who, what, why, how, where, when” questions.

- Motivational (heart): Is the individual struggling because s/he is not putting forth enough
effort? Is she not trying hard enough because she’s embarrassed? Is he quitting too soon
because of frustration or fear?

- Strategic (head): Is the individual struggling because the goals are not achievable? Or
because they’re not thinking creatively enough about how to use the resources they have to
meet goals? Or because the overall strategy doesn’t make sense and needs to be clarified or
adapted to their situation?

- Skills-based (hands): Is the individual struggling because of not being able to muster the
behavioral skill to execute effectively? Does he not have the skill in his repertoire? Is he
getting interference from other habits and behaviors (like someone well-versed in marketing
speak may think that skill set is a substitute for authentic story-telling skills)? Is there
something you could model, or that this person that just needs more help practicing and
debriefing?

Adapted from the working paper 'Toward a Framework for Coaching,' by Ruth Wageman at Harvard University
Modified by Hope Wood at the New Organizing Institute
5
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2. Diagnose & 3. Intervene: Which form of coaching does this require? How will | intervene?

P r’

sy

If your diagnosis is that the
individual needs to put in more
intense effort, choose a
motivational intervention, — for
example:

If your diagnosis is that the
individual is not understanding
the focal practice adequately, or
thinking about it appropriately,
choose a strategic intervention —
for example:

If your diagnosis is that the
individual lacks execution skill,
choose an educational
intervention — for example:

o Encouragementand
enthusiasm—you can do it!

o Helping the individual
understand and confront fear,
embarrassment, or other
emotions that get in the way of
the willingness to try harder or
persist in the face of setback

o Incentivizing, rewarding and
praising courage

o Modeling courage and
emotional maturity in your
own behavior, confessing fear
and explaining how you move
toward it rather than away

o Kick in the pants (offered with
love)

o Whatelse?

o Asking good questions about
how the individual is thinking
about the key leadership
practice

“Why did you choose to
do this and not that?”

— Based on where you are
now what resources could
you draw on to take this
story/team/strategy to the
next level?

o Offering your assertions about
what you are observing and
how you think the individual
might fruitfully think about the
practice differently
—  “When you stop at that

angry point in the story, |
think you may be
forgetting that your
listeners need a reason to
hope in order to be called
to action.”

o Offering the opportunity for
silent reflection and self-
diagnosis

“Why don’t you take a
moment to think through
what you believe is
working and not working
and let’s talk about that?

o Model the behavior and invite
the coaches to imitate you or
work side by side with you to
get the “feel” of the activity

o Breakit down into smaller
parts and invite the individual
totry one ata time

o Practice, feedback, repeat

o Offer three or four different
practice exercises and observe
which ones “take” for that
person

o Repetition, repetition,
repetition

o Whatelse?

Adapted from the working paper 'Toward a Framework for Coaching,' by Ruth Wageman at Harvard University
Modified by Hope Wood at the New Organizing Institute

6
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4. Action: How can | allow the coaches to develop their leadership skills? What action will
they take that would allow them to move forward?

Avoid the urge to do it for them.
Allow the coaches to try the intervention.
Observe them in action and note observations for your debrief.

5. Check-in and Debrief: What do | ask the coaches to help them reflect on their experience?

What went well?

What are you challenged by?

What are some possible solutions?

What are your goals/next steps?

Schedule periodic check-ins to support your coaches in integrating this new or revised
solution into their regular practice.

Find out from the coaches how the situation has changed.

Assess whether the diagnosis and intervention was successful. Celebrate success!

Adapted from the working paper 'Toward a Framework for Coaching,' by Ruth Wageman at Harvard University

Modified by Hope Wood at the New Organizing Institute
7
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WORKSHEET:

REFLECT ON COACHING

How does this way of COACHING compare with other types of COACHING you have experienced?

What is most challenging and most new or interesting about this way of supporting others’
development?

How could this type of coaching be used to help you support other organizers (volunteer and staff)
out in the field? What are some of the practices that you will use next time you work with another
organizer?

Originally adapted from the work of Marshall Ganz, Harvard University. Modified by the New Organizing Institute.
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Coaching Cycle Scenarios — For Use with Coaching 101 Package

Below are 4 scenarios, you have been provided enough information for Step 1: Inquire and/or
Observe - What do | see and hear? of the coaching cycle —and you are free to use a little imagination
to round out the scenario. Your task is to determine what kind of coaching they need — Motivational,
Strategic, Skills-based.

Scenario 1: The context — You are preparing leaders to get over the anxiety that most of us feel when we
ask other adults to do tasks that might not be enjoyable.

This is a group of local leaders that have secured member volunteers to run a phone bank asking for campaign
contributions for a school board candidate’s campaign. The leaders are scared of hearing no’s from their
colleagues on the phones and are a little by the growing “clarifying questions” coming from their volunteers.
Ultimately, they feel they should just scrap the whole thing because they are not confident that the volunteers
will show up and they are sure they won’t raise much money.

Type of Coaching:

Scenario 2: The context — You are facilitating the goal setting of a leadership team struggling with common
understanding of what their campaign should be able to achieve.

The team members have a wildly divergent notions of what the outcomes should be and they keep shying
away from setting a goal and straying into thinking about “cool” actions they could plan. It appears to you that
they may not have run this kind of meeting before and they may not understand how to develop a plan for
action.

Type of Coaching:

Scenario 3: The context — You are debriefing with a leader who has not kept a commitment.

The leader is relatively new and quite a bit younger than others at the worksite — but has good relationships
and is well respected. The commitment was a relatively small one that was dependent on using already
established relationships — a.k.a. “ask five friends to...” You get the sense that this leader has not taken this
commitment seriously at all.

Type of Coaching:

Scenario 4: The context - Helping a leader overcome motivational challenges with managing other members
across several worksites who are supposed to be making a face to face contact with each employee in the
worksite to update contact information and establish a basic presence in each worksite.

The leader is having difficulty keeping the teams to following the protocol of relationship building — various
teams are reverting to — “ place a notice in the mailbox” — send a broadcast email — or are leaving it to one
person at the worksite to do alone — or are not doing it at all. The leader has been shy to redirect the teams to
the protocol of face to face contact and feels that it is “not their place” to question if other adults have kept up
their end of the work.

Type of Coaching:
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The Consultancy Coaching Protocol

o What

mins

How

Opening by Lead
Facilitator

Facilitator reviews protocol and adjusts time as desired by presenter or as fits the
group. The group may decide to spend more time on the preparation section, or in the
discussion. Timing also depends on how many are in the group.

5 Presenter Shares

1. Presenter shares the dilemma—this can be verbally shared or presenter can offer
a written document. If a written description is shared, presenter can also verbally
add anything he’d like before or after the group reads the document. It’s
appropriate for the group members to take notes about what they’re hearing.
Presenter might also share an artifact such as a transcript of a coaching
conversation, an email, a plan for a conversation, etc.

2. Presenter can ask for feedback or input in one area or around one key question.
Asking for specific feedback or support can help a discussion stay focused and
useful.

3 Clarifying Questions

NOT Probing

Group asks presenter clarifying questions. Clarifying questions are yes/no or require
very short answers.

The facilitator needs to interrupt if probing questions are asked and can remind the
group that probing questions can be raised during the discussion.

5 Group Fishbowl
Discussion

=

Presenter moves his/her chair outside of the circle and can take notes if desired.

The presenter can remind the group of the presenter’s key question.

3. Group members can raise probing questions, share the insights they gained, and
share any other comments or reflections they came up with. The facilitator can
open this section by suggesting that each group member briefly (in about one
minute) share his/her initial thoughts on the dilemma and the group can whip
around so that all can share a thought before opening into a less structured
discussion.

4. Group needs to ensure that discussion stays focused on the presenter’s dilemma

and if requested, on his/her key question. Group may also take actions to ensure

equity of participation.

N

2 Closing

Presenter shares any reactions, insights, feelings about protocol or what was said;
he/she doesn’t need to respond to questions that were raised in the group discussion.
If time permits, group can share reflections on process.
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© Elena Aguilar, 7%e Are of Coaching: Lfffective Strategies for School Transformation. Jossey-Bass, 2013.

General Coaching Sentence Stems

Active Listening Stems

So...

In other words...

What I’'m hearing, then... Is that correct?

What | hear you saying is... Am | missing
anything?

I’m hearing many things...

As | listen to you, I’'m hearing... Is there anything
else you feel | should know?

Clarifying Stems

Let me see if | understand...

I’d be interested in hearing more about...

It would help me understand if you’d give me an
example of...

So, are you saying/suggesting...?

Tell me what you mean when you...

Tell me how that idea is like (or different from)...

To what extent is...?

I’m curious to know more about...
I’'m intrigued by...

I’'m interested in...

| wonder...

Nonjudgmental Responses

| noticed how when you...the students really...
(to identify something that worked and why it
worked)

I’'m interested in learning (or hearing) more
about...

I’d love to hear more about...

Thank you for sharing your thoughts. Can you
tell me more about...?

Probing Stems

What’s another way you might...?

What would it look like if...?

What do you think would happen if...?
How was...different from (or similar to)...?
What’s another way you might...?

What sort of an impact do you think...?
What criteria do you use to...?

When have you done something like...before?
What do you think...?

How did you decide...(come to that
conclusion?)?

I’m curious to know more about...

I’'m intrigued by...

I’'m interested in...

| wonder...

Elena Aguilar

www.elenaaguilar.com
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Facilitative & Directive Coaching Stems*

FACILITATIVE
Cathartic Stems
* I'm noticing that you’re experiencing some

DIRECTIVE

Informative Stems

There’s a useful book on that topic by...

feelings. Would it be OK to explore those for a few * An effective strategy to teach is...
minutes? * You can contact in department for that
*  What's coming up for you right now? Would you resource...

like to talk about your feelings?

* Wow. |l imagine I'd have some emotions if that
happened to me. Are you experiencing strong
feelings?

Catalytic Stems

* Tell me about a previous time when you... How did
you deal with that?

* | hearyou're really struggling with... How do you
intend to start?

* It sounds like you’re unsatisfied with... What would
you do differently next time?

* You've just talked about five different things you
want to work on this week. The last thing you
mentioned is... How important is this to you?

* How do you want your students (or a particular
student) to remember you?

* How do you want to remember this time or
situation in fifteen years?

* Who do you want to be in this situation?

Supportive Stems
* | noticed how when you...the students really... (To

identify something that worked and why it
worked)

* It sounds like you have a number of ideas to try
out! It’ll be exciting to see which works best for
you!

* What did you do to make the lesson so successful?

* I'minterested in learning (or hearing) more
about...

*  Your commitment is really inspiring to me.

* It sounds like you handled that in a very confident
way.

* You did a great job when you...

* I’'m confident that you’ll be successful.

Your principal will be in touch about that.
is very effective at teaching that skill; maybe
you could observe him.

Prescriptive Stems

I would like you to discuss this issue with your
supervisor.

You need to know that the school’s policy is...

Have you talked to ___ about that yet? Last week you
said you planned on doing so.

Would it be ok if | share some advice that | think might
help you? You’re welcome to take it or leave it, of
course.

I'd like to suggest...

Confrontational (Interrupting) Stems

Would you be willing to explore your reasoning (or
assumptions) about this?

I’d like to ask you about... Is that okay?

What’s another way you might...?

What would it look like if...? Is there any other way to
see this situation?

What do you think would happen if...?

What sort of an effect do you think...would have?

I’'m noticing (some aspect of your behavior)...\What do
you think is going on?

What criteria do you use to...?

Who do you want to be in this situation? How do you
want to show up?

How do you want others to see you in this situation?

* The labels for these categories—cathartic, catalytic, supportive, informative, directive, confrontational—are from the work of John Heron.

Elena Aguilar

\321’

www.elenaaguilar.com




Page 128
Connecting your learning to the Strategic Campaign Process

v" Identify the “world as it is” - Picture Cards Story — you could then repeat
the process to have them dream of the “world as they want it”

v Identify Workers Problems — Affinity wall identification of challenges
grouped into themes

v' Communication for Solidarity- Narratives that fit your members’ agendas
and ways dismantle the dominant narratives

v' Check for Bias -Apply an intersectional and cross-class analysis to the
situation, data, and stories — Classism Work

v' Identify Leaders and Teams — Leadership ID

v’ Capacity Development — Leadership tests where they have the opportunity
to own and lead on as many aspects of their union as possible — help them
transform by supporting them in making strategic risks — Engagement Grid
Activity

v Coach Teams for Growth and Success — Coaching Cycle and Consultancy
Protocol

v’ Issue Identification and Analysis - Work with members to do a root cause
analysis of problems, distilling them into issues — 5 Why Activity

v’ Select an Issue — Do an assessment of issues with members to determine if it
is a good organizing issue — Issue Assessment Activity

v" Internal Organizing Analysis — Determine how much internal work needs to
be done to move towards being a fighting union — Club to Fighting Union
activity

v' Name an Overall Strategy - We looked at a Living Wage Strategy (Common
Good, Community Schools, Big Bargaining are other Strategies)

v’ Strategic Planning — Living Wage Campaign Components, and Team Planning
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Campaign Planning Worksheet Page 1

CAMPAIGN PLANNING WORKSHEET

PROBLEM AND ISSUE

Who are my people (constituency)? What change do they need? Why is this important to my people
(constituency)?

What is the problem we are trying to address?

What is a concrete solution to one part of this problem? This is our issue.

Is the issue..
- Widely felt and/or deeply felt?
- Winnable?
- Aligned with our values?

Does the issue..
- Build the union and builds leaders?

LEADERSHIP TEAM

Who is currently on the leadership team for the campaign? What are our roles and responsibilities?

Is this team representative of the membership/impacted community? If not, who else should be
recruited?

Who else needs to be involved in campaign planning and at which points?
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Campaign Planning Worksheet Page 2

POWER ANALYSIS

Issue Background

What is the history and current status of the issue?

What are the competing agendas or positions on the issue?

What are the narratives surrounding the issue?

Who are allies on the issue? Who are opponents on the issue?

System Landscape

What are the decision making processes on this issue?
Who is involved in each step of the decision making process?
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Campaign Planning Worksheet Page 3

TARGET(S)

Primary Target

- Based on the power analysis, who is the primary target? Who can give us what we want?
- Be specific. A target has a name, a face and an address.

Primary Target Power Analysis

Position Self-Interest
o What is the target’s position on the issue? o What does the target care about?
e Why is the target taking this position? e What motivates the target to act?
e What is the target’s history on the issue? e What are the target’s goals?
Relationships Power
o What relationship do we have with the o What power does the target have and
target? where does their power derive from?
¢ Who influences the target? Do we (or our ¢ How do they organize people?
allies) have a relationship with any of e How do they organize money and
them? resources?
¢ Who are the target’s allies and
opponents?
e To whom is the target accountable? Is the
target elected or appointed?
¢ Who are the target’s base of support?
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Campaign Planning Worksheet Page 4

Secondary Target (if applicable)
- Based on the power analysis, who can move the primary target to give us what we want?
- Be specific. A target has a name and a face.

Secondary Target Power Analysis (if applicable)

Position Self-Interest
o What is the target’s position on the issue? o What does the target care about?
o Why is the target taking this position? ¢ What motivates the target to act?
¢ What is the target’s history on the issue? o What are the target’s goals?
Relationships Power
¢ What relationship do we have with the ¢ What power does the target have and
target? where does their power derive from?
¢ Who influences the target? Do we (or our e How do they organize people?
allies) have a relationship with any of e How do they organize money and
them? resources?
e Who are the target’s allies and
opponents?
¢ To whom is the target accountable? Is the
target elected or appointed?
e Who are the target’s base of support?
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Campaign Planning Worksheet Page 5

DEMAND (ISSUE CUT)

What is the demand to the target(s)? The demand should name a clear target, call on the target to
take a specific action, and demonstrate the harm or impact.

MESSAGING

Who is the audience for the campaign messaging? Whose support do we need in order to win? What
kind of message will reach them?

ORGANIZATIONAL ASSESSMENT

Examine what power we have. Power is organized people and organized money (and resources).

Who are our organized people?
How many current leaders and active members do we have?

Who are potential new leaders and active members, and how can we recruit them?
Who are our allies? How many leaders and active members do they have? What relationship

do they have with the target(s)?

What budget and resources do we have for this campaign?
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Campaign Planning Worksheet Page 6

STRATEGY AND TACTICS

Brainstorm tactics that will put pressure on the target(s).
Name how each tactic would disrupt the target(s)’s self-interest, relationships, or power.

List the tactics above which meet the criteria below:
- Put pressure on the target (push them out of their comfort zone)
- Build our power (develop our leaders and bring more people into the campaign)
- Are strategic (make good use of our resources to put pressure on target)

Number the tactics above in order of escalation:
Think about how much patrticipation, resources, and risk each tactic requires, as well as how much
pressure it will put on the target(s).

Keep reviewing this list throughout the campaign. Remember that each implemented tactic gives us
more information about the readiness of our members for the next step and how much pressure the
target(s) can sustain. Use this information to inform the next tactic.
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Campaign Planning Worksheet Page 7

CAMPAIGN MOUNTAIN

Phases of a Campaign

The Peak of Our Strength

Resolution

Escalation Period

Foundation

COMPRESSION POINTS

What are the key dates to plan the campaign around?
This can be either externally set dates (board meetings, breaks, etc) or internally set dates
(deadlines we give to the target).

BUILDING POWER & DEVELOPING LEADERS

In what ways will we activate more members and build power throughout this campaign?

In what ways will we develop leaders throughout this campaign?
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