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“Rule of organizing:
| Don’t do for others what they
. | can do themselves.”

—Saul Alinsky
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COMMON PITFALL for local
Associations, whether the unit is
newly organized or long-stand-

ing, is the tendency for members to

view their membership as a service

they pay for, like car insurance or
newspaper delivery. “The union,” to
them, is the Association officers. If a problem comes up—a poor salary
offer, an increase in workload, a layoff, a proposed law that would hurt
workers—members believe it is up to the Association officers and staff to
do something about it.

Locals need to counteract this perception by internal organizing—
mobilizing members around issues that affect them and running
Association programs in a way that shows members that they are the
Association. By demonstrating how their involvement makes a difference,
you will achieve more of the Association’s objectives—and, in the
process, get more members and more active participation.

Internal organizing can help the Association achieve four major goals:
1. Negotiating and enforcing contract or school policy

2. Resolving workplace issues

3. Developing effective community and political action
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Internal organizing activities
B Developing a plan to recruit non-members into the Association

B Developing a system to keep track of new employees at the worksites the
Association represents

W Informing new employees about the Association’s contract or school policy,
benefits, services, and activities, and signing them up as members

M Identifying and developing worksite leaders
M Activating committees

M FEducating the membership through internal communications and one-on-
one contact

B Daveloping public support through external communications and collective
actions

W Getting member input and support for contract negotiations

M Launching programs and campaigns on issues of interest to members

4, Organizing ESP in new bargaining units and building membership in exist-
ing units to increase Association power

The underlying purpose of internal organizing is to develop systems with-
in the local Association so that organizing activities are automatically a
part of the Association culture. The principles of organizing are the same
whether you're doing external or internal organizing: building leadership
and effective worksite committees, making face-to-face contact with
employees, mobilizing around issues, developing a communications pro-
gram, and maintaining a good recordkeeping system. These are the essen-
tial elements that determine success—whether it’s winning an election
victory for unorganized employees or developing an active, engaged
Association membership.

This manual will revisit some of the organizing tactics discussed in
Manual 1 of this series, Building Membership, Increasing Power, and add
some suggestions about how to maintain a strong local from within.
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HE FIRST STEP IN THE EFFORT to build
. the power of the local Association is to
thoroughly assess its current strengths,

weaknesses, and capabilities. Decisions about
what actions the local should undertake are
dependent upon the depth of support from
the membership, the commitment of the
leadership to accept responsibility, the finan-
cial and physical resources of the Association,
the level of community invelvement, and an
understanding of the main issues of concern among the employees.

This assessment should be conducted before any internal organizing
campaign begins.

Mapping the Workplace

List the employees. You should generate a list of employees for each work
location. At the very least, you need to know everyone’s name, a working
phone number, what their job is, and whether or not they belong to the
Association. Building this list is the only sure way of keeping track of
everyone in each worksite. A chart or a diagram with names and job titles
of members and non-members can give a snapshot of where you have

. support and where you need to concentrate your efforts. (See Marnual 3:
Orgawnizing Tools, for sample Worksite Chart.)

INTERNAL ORGANIZING: STRENGTHENING THE ASSOCIATION | 3
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Sample
Employee
Information
File

Employee lists often can be obtained directly from the employer. If this is
not an option, a concerted effort must be made to get that information
from the employees themselves. Addresses and phone numbers can be
obtained from the phone book, Internet white page services, collecting
informal lists that are available in the worksite (work schedules, time
sheets, personal address books), using sign-in sheets at meetings, and cir-
culating petitions.

Organize the information. You need this information in an organized form,
such as a computer database. This gives you the ability to reach every
member quickly through mailings, phone trees, or emails. If you want to
do a targeted mailing to subgroups like non-members, more senior work-
ers, or everyone in certain job categories, make sure you have tracked this
information in your database.

Your database should be capable of producing reports, mailing labels, and
other lists quickly and easily. Make sure whoever is going to be maintain-
ing the database has experience, because a poorly designed or managed
database can be a hindrance to effective communications.

Name

Job category

Job title

Work phone (if any)

Email

Home phone cell phone

Home address

L[] Member ] Non-member

Surveying the Employees

Use the employee list you generated to gather information from the
workforce—both members and non-members—about their perception of
the Association and issues they would like to see addressed.

Surveys can give employees the opportunity to tell Association leaders what
they’re concerned about. They also provide a good, non-threatening oppor-
tunity for face-to-face contact between workplace committee members and

employees. This is the most effective way to gather information, but a
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mailing can be used in units that are too large or too spread out to allow
. one-on-one contact. (See Manual 3: Organizing Tools, for sample Interviewer
Record Form, Association Evaluation, and Issues Survey Questionndire.)

Assessing Community Support

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

Take the time to discover relationships that already exist between mem-
bers and community groups.
Education support professionals are
often active members of groups out-
side of the school setting, from
churches to political parties to volun-
teer organizations. Members may live
next door to or socialize with school
board members or local politicians.
They may be friends with local jour-
nalists at newspapers or radio and TV
stations. (See Manual 3: Organizing
. Tools, for sample Member Community
Involvement Survey and Checklist for
Potential Community Contacts.)

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.

Identifying Financial Resources

What expenses do you need to plan for?

For example...
Reimbursing committee members for time they must take off work

Meeting room rentals

T-shirts, buttons, stickers, and other campaign materials

[ |
[ |
M Printing and mailing
]
B Maintenance of lists
[ |

20ADGEBEDALLONANEBOURACOLOABNALANDVO0OCRBVANDBUACVLOOOGL

Added facilities, supplies, or staff
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Outside experts on training, communications, legal, or organizing

Translators .

Travel

|

[ ]

|

B Advertising costs
M Child care

n

Food, coffee, and soft drinks for meetings

Where is the money going to come from?

1. Money set aside by the local specifically for organizing
2. Grant or allocation from state/national Association

3. Money diverted from existing budget categories such as communica-
tions, political action, internal organizing, or training and education

4. Special budget for costs which are beyond the normal expenses of the
local Association

Who in the local Association will be responsible for
accounting for money spent and comparing it to budgeted
amounts? .

From the beginning, it is important to set a tone of careful use of the
membership’s money. Everyone should question unnecessary costs—
could you accomplish the same communications goal with a less fancy
printing job?...could volunteers from the local help with work you other-
wise would have to hire someone to do? ... are you buying advertising
space in a local newspaper for a well thought-out purpose or just to feel
like you are doing something?

On the other hand, staff and leaders from the unit must remember that
the ultimate goal is not to keep spending within budgeted categories but
to run the Association’s programs and campaigns as effectively as possi-
ble. Negotiating a great contract or winning a legislative goal may require
some unexpected spending.

Who will approve expenditures?

You need procedures for keeping tight control of the Association’s
finances without making it impossible for people to function because
they can’t get quick approval for routine expenditures. Advance planning
and clear policies will make everyone’s job easier.

{See Manual 3: Organizing Tools, for Checklist for Information-Gathering Stage.)
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NCE YOU HAVE IDENTIFIED THE ASSOCIATION’S STRENGTHS and
weaknesses and have a general idea of where you would like to make
. improvements, you can go about setting up an infrastructure that
will enable you to accomplish your goals.

nnecocoerIuareane o

To do that, the Association needs to:
B ldentify and train potential leaders among the employees
B Develop committees to accomplish various Association tasks

B Set up a structure of responsibilities and accountability

Identifying Workplace Leaders

The most common mistake in maintaining and strengthening a local
Association is to assume that a small group of local leaders and staff will
be able to do all the work. Each local must identify and train natural
workplace leaders from among the employees to help accomplish the
myriad tasks to come—from surveying the membership about issues of
concern, to developing contract proposals, to interviewing candidates for
the school board, to distributing flyers announcing some group action, to
signing up non-members, and so forth.
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Worksite leaders usually rise from the organizing committee. But, in units
that have not identified emerging leaders during an organizing campaign,

. Associations may have to engage in a full-scale recruitment drive. Here
are some ideas:

GOoOB oL aa s
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§ B Look for leaders who are representative of all parts of the workforce. Your
top leadership and committees should reflect the make-up of the
Leadership workforce, with a good balance by job category, shift, seniority, age,
Qua“ties gender, ethnic background, etc.

That kind of balance will help ensure that Association planning accu-
rately reflects the membership’s concerns, and that the local has the
greatest possible support for its objectives.

M Passion for the
cause

M Respected by other
ESP

B Risk taker
W Good judgment

B Look for leadership qualities. Some ways to evaluate potential leaders
include...

, O Are they passionate about the cause?
M Can communicate

effectively _ O Are they respected by other workers? By the school board?

B Reliable ' [0 Have they shown willingness to take risks, to challenge authority

B Can devote time to when necessary, and good judgment about when and how to do so?
the effort O Can they communicate effectively?

W Grace under ' O Are they committed to the good of the group, or primarily motiv-
pressure ated by personal gain?

01 Can they commit to the time involved in working for the
Association’s goals?

0O Can they work with a team or do they insist on being in control at
all times?

O Can they stay on an even keel under the strain of hard work,
employer pressure, conflicts with family responsibilities, and criti-
cism from co-workers?

O Are they trustworthy and reliable? If they say they will do some-
thing, do they do it? If they give you information, does it turn out
to be accurate?

M Ask people directly. Staff and current leaders need to go over lists of ESP
and identify those who might be willing to take on certain tasks.
Those employees then should be approached by someone they know
and respect and be asked to help.

Ask other ESP who they think would be a good leader. Talk to those
people in the field. Do site visits.

Many ESP feel they have no skills or expertise to contribute. Remind
potential recruits of the particular background or experience they
have that needs to be represented on Association committees.

Others will be reluctant to make a new, open-ended commitment of
time. It may help to define specifically what you are asking them to .
do and show them how they will fit into the Association’s activities.

PO HACON0LENHIBACRBPANTONAODROBOBRT R0 HIOBRUIVGHVONHVACOOBORROARVITONSAAD
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(See “Time Commitments” in Manual 3: Organizing Tools, for sample list
. of committee tasks and time commitments required.)

B Involve new people. In most cases, there is too much work for the same
core of leaders to handle. In addition, a contract ot issue campaign
provides a good opportunity for recruiting new activists because there
normally will be a wide variety of tasks and a heightened feeling of
group spirit.

B Assure recruits that they will have the training and support they need.
People are more likely to agree to take on a task if they feel that you
will help them do it well.

Building Workplace Committees

How committees are set up varies from local to local, depending on what
Association representative system and committees already exist, how effec-
tive and broad-based they are, and the size and nature of the unit itself.
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The underlying task of any com-
mittee is to communicate quickly
and effectively with each member,

. to educate them about issues that
confront them, and mobilize
them to act collectively as an
Association.

Workplace committees should be
set up so that:

1. Every employee can be contact-
ed one on one relatively quickly.

2. Written materials can be dis-
tributed to and collected from
every member in every work location in a short period of time.

socosbDoe

3. A high level of participation can be achieved in collective actions, such
as bargaining support or lobbying efforts.

Hints for effective committees

B Pair up people who work in different job classifications, departments,
or shifts to talk about their issues, so committees are aware of a wide
. range of employees’ concerns.

BOECBOC0ACELEANADAOOBOO LG
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B Start by spelling out each task clearly, including a target date for comple-
tion. Explain the task’s relationship to the rest of the campaign. People
are more likely to meet a deadline if they know that a next step in the
campaign depends on completing their work by a certain date.

OB ROBATEDLOS D

B When appropriate, have committee members work together on
particular tasks. That especially helps committee members
who may feel reluctant to take on a job because they’re not
sure they have enough time or experience.

B Discuss assignments committee members have taken on and how
other employees could help with those tasks. Without training,
committee members may try to do everything themselves,
either because they think it is their job, it seems easier, or
they don’t know how to ask for help. Eventually, however,
they may feel overworked and stop doing much themselves.
If necessary, do simple role plays so committee members can
practice how to ask for help. Give committee members a
chance to explain any problems they expect to have in get-
ting help, and discuss how to overcome those problems.

W Check with committee members to see how their work is going. Otherwise,
you may not discover they need help until it is too late.

B Have committee members give progress reports at committee meetings.
This should be an opportunity to share ideas and to decide what to do
if previous plans are not working out.

B Keep up morale by regularly encouraging people to report on successes,
no matter how small. Point out that progress must be measured nct by
how far you have to go but by how far you have come.

W Maintain a system for accountability and support. Distribute minutes of
meetings or a list of tasks and deadlines that were agreed to so that
each person knows what everyone else is supposed to be doing. One
way to do this is via an email to everyone on the committee,

B Provide a regular opportunity for people to ask questions, raise complaints,
and express doubts. Otherwise, they may drift away and you won'’t
know why.

B Look for opportunities to help new committee members gain skills and con-
fidence.It might take longer to involve a new person in planning an
agenda for a worksite meeting or writing a leaflet, but the investment
of time will pay off as the union develops another leader.
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B If committee members are not doing what they’ve agreed to, do something
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about it before group morale is affected. If appropriate, offer help or get
other committee members fo talk to them privately. If necessary, give
them new assignments that they are more likely to complete.

B Make sure committee members are recognized for their work. Their major
reward will be a successful campaign. But their particular contribution
also can be recognized in Association publications, on the local’s Web
site, at meetings, by giving them buttons or other identifiers to wear,
and through a certificate or letter of thanks at the end of a particular
campaign.

Training for Association Activists and
Committee Members

Committees should be provided training on the skills they will need in
an internal organizing campaign. Training has several benefits. It
assures that everyone is working from the same game plan. It gives peo-
ple a chance to share ideas and
get questions answered. If also
makes them more comfortable
with the tasks they are being
asked to do and helps them
“own” the campaign.

@
@
o
2
o
3
£
o
o
e
a
E
o
o
o
£
c
o
o
3
2
¢
e
2
®
e
&
o
o
e
o
2
2
o
o
a
o
[
o
a
@
<

Specific training agendas depend
on who you are training, what
subjects you need to cover, and
how much time you have to work
with. The following are principles
vou should apply in designing
training sessions:

W Make your trainings interactive e,
and participatory. Give the peo- 4
ple you are training plenty of '
time to talk and interact with others in the room. People consider the
other “students” to be their peers and consider others’ experiences rel-
evant to their own. Often people learn more from peers than from the
instructor.

B Link new information to their experience. When you add new informa-
tion to their body of knowledge, link it to what they already know
and understand. For example:

O If you are training the bargaining team on a decision-making
process, ask them to think of committees that worked or didn’t
work. Then ask them what made them work well or not so well.

BORARONRNRRRUNLEDADONBACNLCROANDOADO
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a

. O If you want to introduce the idea of one-on-one contact, ask them
why member activism is important. Then ask them what the best
Agenda for way is to reach every member during a campaign. Often they will
Committee reach your learning goals on their own. This also helps them own
Tr aining the information and the plan.
1. Introductions B Learning by doing. An important part of training is to give people the

. ‘ ) chance to practice the skills they are learning. For example:
2. Discussion of issues
O If you are asking them to do worksite organizing, have them role

3. Dichs?si(.)n of o play how one-on-one contacts can be made or have them draw up
Association priorities an agenda for worksite meetings.

4. Discussion of O If you are asking them to set up a phone tree to contact the mem-
campaign message bership, have them work in groups to set up the necessary charts.
ortheme Give them a situation that might come up during a campaign and

5. One-on-one have them write the actual phone tree message. Role-play asking a
contact training reluctant contract campaign committee member to make calls.

and role playin
9 B Learning by example. Leaders, staff, or members of other Association

6. individual commit- locals who have had successful internal organizing campaigns can
ments/committee share skills, describe the learning process they went through, and
benchmarks : assure your members and staff that this approach to winning action

7. Specific assign- on an issue or contract does work.
ments

B Learning through discussion. Most worker groups learn more through dis-
cussion about their own experiences than by listening to lectures. By
discovering answers for themselves, they not only tend to remember
what they learned but also feel increased confidence and group spirit.

For many of the topics covered in this manual, you could conduct
training by identifying a subject and then letting the group come up
with as many of the points as possible.

For example, you might say, “This group is going to design a member-
ship survey. Let’s brainstorm ideas on what we could do to make sure
the answers are as meaningful as possible ... how we could get the
greatest number of people to fill it out ... how we could use it as an
opportunity to educate our members ... and how we could use the
results to publicize our goals.”

You could write ideas the group suggests on a chalkboard or large piece
of paper, and then add any points from the manual that the group did
not cover.

If appropriate, conclude by having the group agree on a plan of action
based on the ideas discussed.

B Learning from experts. People who come to training sessions appreciate
being provided with hard information and being taught concrete .
skills. As a change of pace after a brainstorming session on a certain
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