

AFSCME in Action: Facilitator’s Guide for Convention Breakouts
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Purpose of the Breakouts: to build AFSCME Strong locals by making the union visible, vocal and victorious on issues that matter to bargaining unit members. 

Outcomes:
· Knowledge and skills to plan and execute a march on the boss.
· Commitment to use new tactics to win on issues that matter to workers.
· Motivation to use workplace actions to win on issues back home.

Logistics:
· Each breakout room will have up to 100 participants and 10 facilitators.
· Each facilitation team has two leads. 
· The breakouts will start at 7:15 AM and conclude at 9:30 AM. 
· Participants will not all arrive at once; they will likely “trickle in” from 7 until 8 AM.
· Breakfast will be available to participants starting at 6:30 AM near the breakout rooms.
· One of the lead facilitators must bring a laptop to run the power point.
· Another facilitator should bring a music playing device and play music until 7:15.

Materials and Technology:
· Power point presentation
· Scenario, Worksheets and Local Union President Talking Points
· Table numbers for each table (1 thru 10)
· Table tents with each union team name (to be handed out after teams split up)
· Flip chart paper and markers
· Sign making materials: markers and AFSCME poster board 
· Other props: necktie for boss, gavel for local union president, armbands for MATs, clipboards for petition, index cards for message team
· Mics 
· LCD projector and screen
· Laptop (provided by a lead facilitator)
· Sign in mechanism for participants (hopefully electronic)
· Flash drive (to save photos taken by documentation team)

In advance:
· Meet as a facilitation team to agree on a detailed plan for who will do what.
· Decide on who to ask to play the boss and the local union president in your breakout, and give those two people a heads up. Give the president their talking points and union team worksheet to review ahead of time.
· Choose one of the scenarios to use for the simulation.
· Check technology and materials ahead of time: be in your assigned breakout room by 6 AM on Wednesday.
· Assign one facilitator to each table if possible. In some cases you may need one facilitator to cover two tables.
· Assign several facilitators to greet people as they arrive and invite them to join a table.
· Assign one facilitator to be the time keeper during the whole breakout. Timing is key!
· Assign one facilitator to work with the management team, when the simulation begins.
· Place table numbers, ten copies of scenario and Worksheet #1 (Opening Table Discussion) at each table. 

Facilitator Notes:

Part 1: Table Discussions (7:15 – 7:40 AM) - :15 3:45 – 4:00

Table facilitators: As people begin to arrive at each table, ask them to read the Scenario and start to discuss the questions in Worksheet #1 (Opening Table Discussion).

Before beginning the discussion, ask participants to introduce themselves: name, affiliate, role.

As needed, provide encouragement and ask questions to keep the group on task.

At some point before 7:45, make sure the group has a reporter ready to speak for the table.

Lead facilitator: Periodically welcome people from the front of the room and explain that we are starting with table discussions.

Part 2: Full Group Opening and Discussion of Strategy (7:40 – 8 AM) :20 4:00 – 4:20  

Note: You must start this section by 7:40 AM no matter what in order to stay on time for the entire breakout.

Lead facilitator welcomes the group. Briefly introduce yourself and have other facilitators do the same. Review the goals agenda and ground rules for the breakouts, using power point slides. Say that this morning will be a chance to learn from each other, bring your experience and creative ideas to the table, have some fun, and get inspiration to take home with you on Friday.

Explain that we are going to experiment with using direct action organizing to deal with a workplace problem. Review the three principles of direct action organizing (power point slide):
· Win real, immediate improvements in people lives – which means we want to make changes that improve the lives of workers.
· Give people a sense of their own power - which means that people participate directly in the action and see how that makes a difference.
· Alter the relations of power - which means to shift power from management to workers.

Direct action organizing in a union context means confronting the employer directly and as a group. We use it because it (power point slide)…
· gives everyone an opportunity to be an active part of our union, 
· builds membership power, 
· enhances communication with the membership,
· develops new leaders and members, and 
· is often faster and more likely to succeed in winning on the issues!

Explain that we’ll start to dig into what this might look like by discussing the questions on Worksheet #1 (Opening Table Discussion). Lead a discussion focusing on each question one at a time. Recruit a table facilitator to run the mic to each table reporter as you recognize them.

[Very important: do NOT get responses from each table, or ask table reporters to report on all the questions at once. You will blow all the time you have for the simulation. Also, remember that you will have another and better opportunity to teach the principles of direct action organizing AFTER the simulation, so just make or underline a few key points right now.]

Ask: What is the issue? [take responses from a few tables]
Ask: Do people seem to care about this issue? Why? [take responses from a few tables]
Ask: Is this issue likely to unite or divide workers? Why? [take responses from a few tables]

After hearing from a few tables on these questions, make a few teaching points about choosing issues for action (power point slide):
· In order for direct action organizing to work, it’s very important to start with a workplace issue that is suitable for organizing our co-workers to take action.
· BUT, not all workplace problems are good ones to engage and activate others. Here are some criteria (this checklist is available on the convention website for download).
· A good issue is:
Widely felt – It affects most of the people. “Most of the people” may mean the local union, but depending on the scope of the issue, it could mean most of the people in a building, or on a floor, or even in a department. 
Deeply felt – People have strong feelings about the problem. They’re angry.
Easy to understand. The problem is clear to everyone. 
Non-divisive – Avoid issues that divide the membership, and those that might divide us from the clients or public we serve.
Winnable – There is a good chance of winning, ideally in a short period of time. 
Has a clear, easily understood solution – Sometimes called a remedy.
Is worthwhile and result in real improvement in members’ lives – Members believe in the fight and will see positive change as a result.

Ask: What remedy should our union pursue? Is it reasonable? [take responses from a few tables; make sure people understand what you mean by remedy, which is the solution to the problem]


Teaching points:
· Before we engage in direct action, we need to be clear about both the issue and the remedy. In other words, we need to know what we want.
· This also helps us identify our target: the person who can give us what we want. It might be a department supervisor, or an agency director, or even a school board or mayor.
· And it pushes us to think about power. Power is the ability to control, create, or prevent change. We need it because the boss has it, it's constantly used against us, and it's the only thing that wins the day. In the union, our power comes from members, especially members who are connected to the union and who we can agitate to action. 
· Which brings us to tactics. Tactics are the specific actions we take, and they need to demonstrate our power in relation to the target.
· When faced with a problem in the workplace, very often the tactic we use is a grievance (we call this using legal power), or we have the chief steward, local president or staff rep try to work it out with the boss (we call this using relationship power). Or we tell folks that we’ll just have to wait for contract negotiations to come around again. But these approaches are not always the most timely or effective for either solving the problem or building the power of the union.

Ask: What advice would you give to the local union leadership about winning on this issue? [take responses from a few tables]

Ask: What advice would you give to management? [take responses from a few tables]

Say that we are going to pause the discussion about this scenario and take a look at it through a different lens. We are going to simulate what it would look like for both management and the union to prepare for and have this meeting. [Make sure you are here by 8 AM!]

Part 3: Preparation for the Meeting (8 – 8:45 AM) :30 4:20 – 4:50

Identify the table that will play management (it should be the table where the person who has been assigned to play the boss is sitting). Send that team outside with the designated facilitator, who will give them Handout #3 (Management Team Instructions) and the tie for the boss. The facilitator who works with the management team should help that team prepare in a way that is realistic and will not result in a total failure for the union team.

Explain that the rest of the room will all be on the union team. Introduce the person who is playing the local union president and give them two minutes to explain why we are doing a petition and march on the boss. (They should use the local union president talking points, and you should time them.)

Hand out Worksheet #2 (Union Team Instructions), review the tasks for each team and assign each table to be a specific team. Also hand out the appropriate union team table tents and give the local union president her gavel. 

-Management is expecting a meeting with one person (the president). The president just told you that you are going to organize a march on the boss. You have until 8:45 AM to prepare.
-The Leadership Team will be responsible for the overall strategy, with the local union president as the final decision maker. They need to make quick decisions so that other teams can proceed. The president will reconvene the whole union team at 8:30 AM for final instructions.
-The Message Team will come up with the overall message, which can be used by other teams. They will also create talking points for whoever is going to speak in the meeting.
-The Petition Team will write and circulate a petition, based on the message and the ask.
-The Sign Making Team will create signs. They get to use all the art supplies.
-The Chants and Songs Team will come up with several chants and maybe even a song for our action. And they’ll be our chant leaders too. They can use a flip chart to write their chants and review them with the group.
-The Turnout Team will create a plan for turnout that we will hear about after the action. They can use a flip chart for their work.
-The Next Steps Team will create a plan to what to do if we don’t win today, which we will hear about after the action. They should also use a flip chart.
-The Member Action Team, or MAT, is a communications and mobilization system that many AFSCME locals use – and sometimes known by other names. You have a MAT in this room for these next 45 minutes. The MAT can help get information to each table and convey information back to the leadership team. They will wear green arm bands so you know who they are.
-The Documentation Team is going to observe and document our process. They’ll be moving around to take photos and video, and we’ll gather their best stuff to share with the whole convention later this week.
-The scenario is all the information you have; if you get stuck debating details or if anything is unclear ask a facilitator.
-Facilitators are present to make sure you don’t get stuck. They are not to drive the planning process or play any speaking roles.

Have the teams begin their work, assigning facilitators to each table to provide assistance as necessary. Make sure neither team plans to run the action in a way that will completely shut down the other team. Remind the local union president to reconvene the full union team for final prep at around 8:30 AM.

Part 4: The March on the Boss! (8:45 – 9 AM) :10 4:50 – 5:00

[Notes: facilitators need to create the management “office” in a front corner of the room before the management team re-enters. Also, lead facilitators must take notes on what worked and what didn’t in the action so they lead a good debrief.]

At 8:45 AM sharp, have the management team re-enter the room and return to their table, which becomes the management office.

Cut off the action at 9 AM by having one of the facilitators pull the boss out for an emergency, unless the action winds down on its own.

[bookmark: _GoBack]Part 5: Debrief (9 – 9:30 AM) :30 5:00 – 5:30  (:15 + :15)

Applause!  Have the management team return to their seats and ask people to shake off their roles and remember that we are all union brothers and sisters. Congratulate all the players and the people with great ideas “behind the scene.”  Note that in real life, we may not have 100 people or 10 teams, but there is no doubt about it: to successfully pull off a March on the Boss takes planning.  Note that after every action, we should always do a debrief, which is a meeting to discuss what worked, what didn’t, and next steps.

Lead a group debrief, using your observations from this simulation and stories from your own experience to highlight teaching points. Possible questions and teaching points below.  

Power:  

Ask:  Did this action build power for the union? How and why?

Teaching points:
· Workplace actions have two main goals:  1) to pressure management to fix the problem, and 2) to maximize worker involvement in our union and build power.  
· By involving members, we shift the balance of power from management towards workers -- and we have more power to control, create or prevent change in the future.  


Strategy and Tactics:  

Ask:  What was the union’s strategy? How did this tactic move that strategy forward?
· A “target” is the person or group that has the power to give us what we want.  
· Different tactics and strategies work with different targets.  For example, if the target was the city council, we might use tactics such as swarming the city council meeting.  

Management’s Strategy:

Ask:  What was management’s strategy?  

Teaching points:
· Management sometimes tries to shut down speakers (prep for that by assigning someone the role of “management checker,” who insists that management let folks speak).  
· Management often offers a vague promise to “look into it” (prep for that: set clear timelines, plan next steps and escalation).

Turnout:  

Note the importance of turnout and ask the turnout team to report on their plan and turnout rap.  

Ask: What role does turnout play in any successful action?  Why is it important?  

Teaching points:
· Turnout must be done one on one. Emails, texts, Facebook are helpful, but not enough.  
· A MAT structure in every worksite and area is critical to success. (The name is not important – it’s the communications/mobilization work they do that matters).
· Set goals and use lists to make assignments and track who will turn out, who signed the petition, etc.  
· Don’t forget to follow up with non-members who participate to invite them to join!
· Poor turnout (or few people wearing shirts or stickers) shows weakness, not strength. 

Message:  

Ask:  What was our union’s message? How might it have been received by different audiences? 

Teaching points:  
· We can’t just message to the bravest and angriest members. A good message appeals to “the middle,” in order to maximize participation, increase ownership and build power.
· Consider different audiences and stakeholders: create different messages for community, management, the bargaining unit.
· Connect the message to the importance of the communities and clients we serve.  
· Tone matters: righteous anger, but also solution-based, values-driven.


Documenting the Event:

Ask the documentation group if they have any comments on how things looked from their perspective. Ask: why is it important that we always document the action?  And what do we do with the documentation?

Teaching points:
· If we win our issue, celebrate and publicize the details widely. If we don’t win, celebrate worker action: “we stood up for X…and we’re not stopping.”
· Always use language that builds ownership such as “WE did that” and “OUR union.”
· We must publicize immediately; a week later is too late. A simple leaflet with a picture and FB postings can be sufficient.  
· Remember: if the issue is a good organizing issue, it’s better to fight and lose than not fight at all.

Next Steps/Escalation:  

Ask the next steps group to report out their plan for escalation if we don’t win.  

Teaching points:
· We won’t win every fight with the first action.
· Plan escalating actions:  don’t start with the most aggressive or you have nowhere to go.  



How to Apply This at Home?

Ask the group to think about their own workplaces.  Do any of you have issues that might be resolved with a march on the boss or other direct action? What’s the benefit of using this tactic?
· It’s effective at helping us win.
· Builds participation and power.
· Is visible:  shows our union working for things that matter to the bargaining unit, which builds workers’ support for our union. 
· Some other tactics, like grievances alone, are far less visible and don’t involve people. Most of our co-workers will never file a grievance.

A Few Things to Remember When Using this Tactic:
· It is important to be strategic when planning a march on the boss or other direct action. That means we need to start by thinking about power: ours and management’s.
· Talk to your staff rep and local leadership to get their help with the strategy and plan. We can’t show power if we’re not all aligned with each other.
· Organizing on workplace issues is more confrontational than some people are used to, but it’s worth it to build union power and grow the union! 
· We have checklists online to help you determine if an issue is a good one to solve through a workplace action and that can help you create tactics and a direct action plan.  [Show power point slide with Resources.]


Closing Notes:
· Tell folks we look forward to hearing about many more direct actions back home.
· Note that we will see highlights of all the AFSCME in Action breakouts in a slide show later this week.
· Remind them that we will have a chance to participate in an actual direct action this afternoon, when this whole convention empties out into the streets. 
· And bid them farewell!

AFTER CLOSING: Ask the members of the documentation team to stay behind and choose their ten best photos. Have them email them to your laptop and save on a flash drive with your room name in the title. Give the flash drive to Sharon Alexander, Sherri Dance or Shondale Day from the Education Department.

1


Lt reved ey 6, 016

Purpos fth kot il AFSCME St oals by ki e i

" Kot s ol snd et s s o he s
i ———

« Oncofh cdFittors st bring i e pore o

2 Rt ol i 3 e o Gt 1 iy i il

e ————y

- e i e et e i
N Clphomd o Pt s crd o v o
Lopapiproriddty s e o)
[P —— T —
Fa e v ks e by docvmesion o)




