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Give Credit Where it’s Due!
Many thanks to:

●Sarah Arbitrio – LRS, TRO;  Kari Baxter - LRS, Plattsburgh; Joan Deem –
RSD,TRO; Mike Zagrobelny - LRS, Potsdam; 

● Loren Fountaine, NYSUT & Deborah Cornavaca, NJEA for the following 
Seattle slides…



Today’s Topics:
1. Basic Union Administration – Starting where we are
2. Understanding Apathy
3. Getting the Right People – The Seattle Experiment
4. Rethinking Structure
5. Talking to Members
6. Keeping Track of Members
7. Committees…again
8. Communication 
9. Next Steps
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Some ideas stolen from John Donaghy – Washington NEA



• Through surveys, found out that many ARs were not respected by co-workers, and 
many were put in place because no one else volunteered 

• State affiliate (SEA) was having a hard time politically, with only 23% contributing to 
the WEA PAC

• A majority of members did not vote in elections

• ARs some of the most respected co-workers by their peers
• 506 new members to the WEA PAC; 42% membership (almost double from 2012)
• A majority of members voted in officer elections



• Leaders planned a reboot of the SEA with three goals:

1.     Identify natural leaders within the buildings

2.     Build relationships with those members (The Association)

3.     Invite them to lend their leadership for new shared purposes



• Organizing is turning the resources we have into the power we need to get the 
change we want.  The greatest resource is members working together in schools and 
worksites

• Leadership is taking responsibility for enabling others to achieve shared purpose in 
the face of uncertainty.  The Association’s goal is to invite true school leaders to 
exercise leadership in the service of shared purpose.



They narrowed leaders down to three categories:

• Self: volunteers who seek out activism by putting themselves forward as reps

• Union: members “with potential,” recruited because a union leader is impressed by 
their attributes

• Co-Workers: members who are identified by their co-workers as trusted and 
respected

The end goal was to bring the third category into the leadership and give them space to 
reinvigorate the Association.



Currents reps, in groups of two, were directed to have 10 minute M2M conversations 
with as many members as possible in each building.  One rep led the conversation, and 
one rep took copious notes.  They focused on the following questions:

1.     What do you think are the biggest issues facing us in public education?  In 
our school district?  As a union?

2.     Who is trusted and respected around here?  When given a name, ask “why 
does that person’s name come to mind?” (The goal was three names from each 
person)

The reps were directed to go from classroom to classroom before and after school, and 
on prep periods.  Meetings were not set up in advance.



• Identified 80 “high dot getters” who were not involved in the union and whose 
buildings were not well organized

• Association leadership approached these folks, acknowledged their leadership, and 
asked if they would be interested in meeting other people like themselves

• 80% of the “high dot getters” showed interest, and 80% of them showed up to the 
meeting mentioned above



• The “high dot getters” were asked the following question at the meeting:

1.     What is the story you find yourself telling about the SEA?

2.     What crossroads do you find yourself at as an educator right now?

3.     What could we do together that would make the difference?

4.     What should come of our conversations?  Will you get involved?



• Union Reps are much more effective if they have the respect of their co-workers

• People are much more likely to listen if they are spoken to by someone they respect

• We need to create space within our local structures for the “natural leaders” who 
garner the most respect from their co-workers

Where is the best place to put these “natural leaders” within your local structure?

Post Janus, who should be talking to current and potential members?  Are these leaders 
built into your local structure, or are you adding this to the responsibilities of an already 
existing role within your structure?











EFFECTIVE LISTENING THE BAD LISTENER THE GOOD LISTENER

Find areas of interest Tunes out dry subjects Asks “what’s in it for me?”

Judge content, not 
delivery

Tunes out if poor delivery Judges content over 
delivery error

Hold your fire Tends to enter into 
argument

Doesn’t judge until 
comprehension complete

Listen to ideas Listen for facts Listen for central theme

Be flexible Takes intensive notes 
using only one system

Takes fewer notes, uses 4-
5 different systems 
depending on speaker

Work at listening Shows no energy output,
attention is faked

Works hard, exhibits 
active body state



EFFECTIVE LISTENING THE BAD LISTENER THE GOOD LISTENER

Resist distractions Distracted easily Fights or avoids 
distractions, tolerates bad 
habits, know how to 
concentrate

Exercise your mind Resists difficult expository 
material, seeks light 
recreational mind material

Uses heavier matter as 
exercise for the mind

Keep your mind open Reacts to emotional words Interprets color words;
does not get hung up on 
them

Capitalizes on fact faster
than speech

Tends to daydream with 
slow speakers

Challenges, anticipates, 
thought is mentally 
summarized, weighs the 
evidence, listens between 
the lines to tone of voice



Communicating 
by listening

HOW GOOD A LISTENER AM I?

1. Do I take in only words and ideas I want to take 
in?  Am I open to hearing new things, do I reach 
out for new things to hear?

2. Do my prejudices block out facts and ideas? Or, 
do I keep my mind open to facts and ideas stated 
by somebody I don’t like or related to subjects I 
don’t like?

3. Do I let distractions keep me from listening? Or, 
do I push such distractions aside and listen 
attentively?

4. Do I tune-out a speaker because I’m thinking 
about how I’ll add to what she says, or what I’ll 
say to rebut her?  Or, do I really listen to her?

5. Do I listen in terms of the speaker’s experience 
and frame of reference? Do I take on his point of 
view?







One-to-one conversation is  our most powerful  tool  to do the fol lowing:

 Introduce ourselves as leaders; gain permission from members for 
continuing contact

 Personalize the union; give it  a human face
 Build personal relationships; establish trust
 Identify issues; understand what concerns,  motivate our members
 Relay information and deal  with questions and objections
 Persuade people to take action (vote,  contribute, get involved)
 Eliminate fear
 Assess support for the union and its  issues
 Recruit members and volunteers
 Identify potential  leaders



Preparing for One-to-One Conversations
 C R E D E N T IA LS

 Who are you?
 Who sent you?
 What do you want?

 A U D I E N C E
 Who are you talking to?
 Who has already spoken with them?

 M E S S AG E
 What is the issue?
 What is the union’s position on the issue?

 YO U R  O W N  S TO R Y
 Can you relate to their struggles or the issue?

 L I S T E NIN G  
 What are good probing questions?

 AC T I O N  o r  A S K
 Plan for closing the contact no matter the result.





Designing & Utilizing a One-to-One Structure
● Who?

○ Officers, reps, committee chairs
○ Choose “lead” ambassador
○ Identify other potential ambassadors/leaders 
○ Have the ambassadors choose their contacts

● What?
○ Communication system meant to encourage personal connections and 

relationships among union members
● Where?

○ Group ambassadors by work location
● When?

○ As often as needed
○ When might you utilize this system?

● Why?
○ political action
○ solidarity
○ agitate and organize



You Just Need to Ask
● At your table, create an action plan for keeping members involved 

and mobilizing different members. Try to include questions and 
format for an M2M conversation, simple actions, and ongoing 
communication strategies.

● Chart Paper & Markers

● 15 min. 



Charting Responses to Negative Comments
● At your table, create your own responses to the excuses found on 

pages 20 – 26 in the Talking to Members section of the binder. Try 
NOT cheat using the suggestions found at the end of the section.

● Chart Paper & Markers

● 15 min. 





Before you can assess, organize or mobilize your members, you 
need to know who your members are!

• District lists:
• Unit Members  v. Union Members

• NYSUT Lists

• Enrollment Forms/Payroll Authorization Forms

• Local Database
• Name, address, phone numbers, email addresses, job title, worksite, 

issues, other information, union participation and assessment

you



Leader

Membership



Worksite mapping



Assessing



Committee Structures

“It’s a big job, but many hands make light work.” 
– Merriam Webster



Grievance

Negotiations

Education & Training

Finance/Audit

Political Action

Social

New Member

Social Justice

Standing vs. Ad Hoc
Chairs
Members



 Whether establ ished by coordinators or  by committees,  effective 
locals  have these programs in  place:

 New Member Coordinator
Professional Partner (Buddy) Program
Participation in workshops and activities for new members

 Grievance Administration and Negotiations Program
Knowledgeable union representation at building level
Strategic planning for negotiations including research, proposal 
development and team development
Strong interaction with NYSUT LRS

 Health & Safety Program
Labor-Management Committee
Training
Monitoring/inspection of conditions



 Communications Program
Newsletters

Regular membership meetings
Media relations strategies

 Political Action Program
Coordinator (VOTE-COPE; Political Action)
Budget Votes
School Board Elections
State and National Elections

 Community Activities/Social Justice Program 
Charitable Events
Participation in Local Organizations

 Professional Issues Program
Participation in Statewide, Regional and Local workshops and training (PDP          committees, NYSUT 
ELT classes, Teacher Centers)
Distribution of information on education issues



 The local programs outline above cannot be accomplished 
without the following:

 Strong leadership that encourages participation and delegation to others

 Fiscal strength and accountability
Appropriate dues structure
Accounting reports and audits

 Frequent contact with and support from the NYSUT LRS and the Tarrytown Regional 
Office

 Participation in NYSUT organizational structure
NYSUT Representative Assembly
ED meetings
Presidents’ Council meetings
Regional conferences and workshops



Internal 
& 

External 
Communication



What is one of the biggest complaints you 
hear from members regarding your local 

union? 
How can you fix it?



Types of 
Communication



Local Newsletters

Member benefits will 
give the local $100 if 

they put a full-page MB 
ad on ANY local 

mailing/newsletter!

Does your local use them?

If you stopped or never have, why?

Do you feel that they are effective?

What works best for you? 



Negotiations Surveys & Updates
In a Post-Agency Fee world, why are these so important?

How will you change what you’ve done in the past now that we’re 
working in a new environment?



Utilizing Your One to One Ambassadors
● Think outside the box...what messages could your ambassadors 

help you deliver?
● What important feedback could your ambassadors help you gain?



External Communication





Why have meetings?



Can any of the Union 
meeting categories 
have any of the 
purposes or multiple 
purposes?

Meetings



• Will this be a planning meeting?
• Will this be a reporting meeting?
• Could the meeting be both?



Can any of the Union 
meeting categories 
have any of the 
purposes or multiple 
purposes?

Why might you want 
to have a grievance 
meeting with the 
purpose of team-
building and idea-
sharing?  When 
would you have 
such a meeting?

Meetings



Perhaps your grievance 
meeting is to update 
members about 
grievances, think about 
resolutions for pending 
grievances, and set up 
meetings with grievants 
and District for 
resolution?

What is needed to 
accomplish this type 
of meeting?



Most local constitutions 
require at least 1 general 
membership meeting 
per year.  These 
meetings are most 
commonly status 
updates or decision 
making (ratifying a 
contract).  

How could you make 
the meeting include 
team-building or 
idea-sharing?
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Meetings

 Notification (how much is enough?)
 Time & Place
 Agendas
 Minutes
 Keeping it Moving
 Ensuring Members Feel Heard
 Respecting Members’ Time

 Start on time
 End on time
 Table or defer items

 SNACKS!
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Bell-Shaped Agenda

Welcome

Minutes
Announcements

Easy Item

Hardest Item

For Discussion Only 
(hardest item at
future meeting)

Easiest Item Plan next meeting 
agenda



Build a Local Communication Plan
● Who is in charge of what?
● What messages need to go out? When?
● How will you gather member contact 

information?
● How will you decide when to use face-

to-face, paper, technology, or all three?
● How/why/when is your local 

communicating with the general public? 
Who handles this?

● How will your local leadership “check” 
the effectiveness of your communication 
and make adjustments as needed?
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