Task Force on UALE’s Future     Preliminary Report       November 2009
This document reports on the deliberations of the Task Force and to offer some preliminary recommendations for review by the Directors at the Mid Year Meeting and by the UALE Executive Board.

The Task Force consists of 
Sally Alvarez, Cornell ILR

Tracy Chang,  Rutgers 

David Dobbie,  Wayne State 
Tess Ewing UALE E Board , UMass
Bob Ginsburg,  Treasurer, UALE, Chicago, Ill.

John Kretzschmar,  U. of Nebraska 

Ken Kroeger, Brotherhood of Locomotive Engineers 

Elissa McBride, AFSCME 

Steve Schnapp, United for a Fair Economy
Jose Soler, U Mass
Joe Uehlein, Strategic Action Center, CultureWorks
Helena Worthen, UALE Board, University of Illinois
We have met four times, starting in September, and traded documents throughout, though not all members were able to join all meetings.  We started by reviewing the results of the strategic planning activities undertaken by the UALE E Board in 2004 and 2007.  We also reviewed the results of the brainstorming from the February 2009 Mid Year Directors’ meeting, when participants were asked what changes would make UALE maximally responsive and relevant for their needs as labor educators.  Our method of deliberation was to identify a number of elements/areas we wanted to discuss, and for each area, to 1.) identify our current situation, 2.) brainstorm ideas for the possibilities of what UALE might do or be based on its mission, vision, and needs expressed by its membership base, and 3.) identify possible actions we wanted to recommend, and try to project what the financial implications might be.  These are not fully developed proposals with a financial plan and action steps worked out.  The Task Force did not have the time or resources to do extensive research and fully discuss all these issues.  However, we feel it is our role to start the discussion, provide ideas, and help facilitate input from the larger organization.
The elements of the organization we identified and that appear on the planning chart below are:  
1. Leadership structure (governance)  

2. Work structure/Staffing 

3. Functions: What we do – what are the roles/activities of the organization? 

4. Membership 

5. Communication-external/outreach 

6. Communication-internal

7. Partnerships

8. Finances 

The rest of the document consists of a table with the current situation in UALE, issues discussed, recommendations, and financial implications. This is a document in progress, so all input is welcome.

We wanted to highlight the original purpose and mission of UALE as a starting point for all these deliberations on its future.  It was not the goal of the Task Force to redefine or “work on” the mission and purpose of the organization, though further clarity on mission would be an important part of any real organization-wide conversation about making major changes.
Who We Are (taken from  UALE website)  Written at the inception of the merged organization, UALE, in 2000
The United Association for Labor Education is a new, united organization of labor educators launched at the start of a century which promises progress, growth, and hope for the labor movement. Born of the merger between Workers' Education Local 189 and the University and College Labor Education Association, the UALE welcomes all labor educators into this new, exciting national and international organization. Together we will work to promote education as an essential tool in the process of union transformation, to develop new leadership, and to strengthen the field of labor education in order to meet the ever-changing needs of unions and workers. 

 Our Purpose   (from website)

· To promote and encourage the development of labor and worker education, to make labor education accessible to all working people, and to promote collective bargaining and the right to organize.

· To bring labor educators together for mutual aid and benefit, to promote their professional development, and to advance their economic and social well-being.

· To advocate for the development and support of labor education programs in higher education and the labor movement.

· To promote professional standards for the field of labor education and labor studies.

· To promote and publish relevant research.

· To promote and facilitate cooperation among unions, union education departments, university and college-based labor centers and programs, and community-based labor education programs.

· To advance affirmative action for women and people of color and other under-represented groups within the field of labor education.

	
	Current  SITUATION 
	Discussion of Ideas
	Recommendations
	Financial

Impact of proposal

	Leadership structure

(governance)
	Executive Board of 16 members, representing 4 regions, university based, union based and community based labor ed programs.  3 at-large, 1 LSJ

Standing committees:
Annual Conference Planning Committee

Academic Standards: 
Constitution and Bylaws: 
Institutional Membership Committee: 
Professional Welfare Committee:

Constitutional Caucuses: 

Women Workers' Caucus, Workers of Color Caucus, Union Caucus, Lesbian and Gay Caucus
Task Forces:  Central Labor Councils and State Federations, Women’s Summer Schools, Worker Participation, Immigration, Organizing, Political Economy 
	There was a feeling that the current Board structure neither fully reflects our activity nor fully represents key current and future membership groups.  Our proposal would more clearly have the board reflect constituencies, but it also eliminates regional representation, which is important for balance and may be more desirable if we aggressively promote regional meetings.

A result of a slight reduction in Board size would be to keep Board travel and meeting budget at current level given increased need and desire to reimburse Board members for travel to Board meetings.


	1.  Reduce E Board to 13 members: President, Vice-President (Conference Planner), Secretary, Treasurer, 3 Union, 3 University, 2 Community (inc Worker Centers), 1 LSJ.

2.  Conduct Intensive Membership drive with goal of increasing membership (See section on Membership)
	

	
	
	
	
	

	Functions: What we do – what is the role/activity of the organization?


	Conference (currently set to have a $5K deficit each year.  Increasing desire/need to subsidize to students and speakers and meals at conference to keep attendance up as program budgets shrink.)

LSJ (no cost to UALE)

Women’s Summer Schools (UALE subsidizes with $18K per year)

Website (about $1K per year)

Directory  CD (supposedly annual)

Some coordinated effort to frame public debate on key issues (e.g. Employee Free Choice Act), but this has been ad hoc and sporadic.
	Ideas raised and discussed: 
UALE should play a more active role in public policy and debate  about labor and work/employment issues

Board should develop a research  agenda.  Perhaps put out Calls for Proposals on issues of priority to members.
Develop Speakers’ Bureau

Put membership list on website
Revive regional meetings
	1.  Fund Research/Policy projects each year either solely funded by UALE or in conjunction with AFL-CIO/CTW or other partners.  (Cost=$10k/yr)  

2.  Put membership list on website.

3.  Revive Standing Committees and evaluate Task Forces/Caucuses to ensure they are active.  Related to the Committees and Task Forces is a proposal to make holding regional conferences an organizational priority (with funding).
	.  (Cost=$10k/yr)  
Cost unclear

	Work structure/

Staffing
	We have no staff, except for assistant to conference planner (usually a grad student). Secretary and Treasurer get the equivalent of work study students to enter data and do mailings. (We are paying 3000 for conf ass’t this yr)  LSJ usually has an editorial assistant  paid for by the Journal, also usually a grad student. 
In the last couple of years, the AFL-CIO has funded research projects done at university based programs and UALE has either functioned to pass through the money ($25K this year) or supplement (last year-$5K).  


	We discussed at length this issue of 

whether we need  paid staff to carry out the basic function of the organization rather than relying on volunteers.  Before the dissolution of the Ed Dept ant the AFL-CIO, the Department carried out many of these functions.   The AFL-CIO seemed to assume the NLC would pick up that role, but they provided no funding and no support for that to happen.

There was a general feeling that UALE needs to be more active and visible.  Beyond having staff and an electronic newsletter, funding projects like we have done for the last two years also gives institutions a benefit from participating in UALE.  Also, the more projects we do then the more likely we could be a conduit for funding other or larger projects involving our members.
Question: Staff could be located at the NLC?
Possible models would be to share a full time person with a sister organization, or perhaps buy out time of a staff member t the LC or another institution where labor ed is prominent.
	Hire a half-time programmatic staff person who is responsible for driving the program of the organization, managing board process and conference planning, serving to keep all parts of the organization in communication with each other.  This programmatic (Director?) would be responsible for supervising the administrative staff person.
 Hire a part time admin assistant who will also be responsible for basic organizational maintenance including website, listserve, bookkeeping, membership database, and also assist in conference logistics and processing conference registrations.  Would eliminate need for assistants for treasurer and secretary.  


	(Cost=$40k/yr).  

(Cost=$25k/yr)

	
	
	
	
	

	Membership 


	Membership base: University based and union based labor educators. Some representatives of community based organizations (educators and researchers).

Currently we have: 291 indiv ($25 students, retirees,  unemployed up to $100  $150 sustaining membership

42 institutions @$300 with $100 extra office

2 years ago the numbers were  315individuals/43 organizations 
We have initiated discussion on the board around recruiting newer (sometimes younger) labor educators, resulting in the awards process, new gen award, newcomers reception.

Current #s 
	We currently have no strategy to maintain or increase membership. We seem to have a pretty undeveloped view of who our potential members are, and how our current members might have overlapping memberships in other organizations.

We need discussions (at mid-year meeting?)  about who our members are and could be.  This is part of a larger discussion about what role education plays in the labor movement…..

Creating and implementing an intensive membership drive and then keeping those new members requires an organizational commitment.  Increasing membership by a significant amount (in conjunction with higher dues discussed under finances) will be necessary to support increased staffing and organizational activity.
We particularly need to think about success in the field of LE.  What can we do to  promote people choosing and getting mentored in the field?
	Conduct Intensive membership drive with goal of increasing membership with 115 full individual members, another 25 students/retirees and another 10 institutions which would bring individual membership totals to 425 from current level of 285 and institutional memberships to 51 from the current total of 41.  Create a budget to support the Membership drive.  


	(Cost:= $15,000)

One time outlay for mailings, clerical help, communication, travel.

	Communication-internal


	Our internal list serve and website are our main and only  internal communication element (Thanks to Tess Ewing and others)
We do mailings 2 times per year (thru Treasurer). This year conference brochure was done professionally and was mailed out.

Committees, LSJ Board, and taskforces have their own internal lists and communicate with each other.  Conference planning committee and E Board communicate via conference calls.


	Website has improved a lot this past 2 years.

We need a proposal about how to do more with the website, interactive media, new social networking media, other technologies.

 It was felt that the current list serve is very useful and does not need major changes.
	Publish a web-based internal newsletter for members:  reporting on regional activities, and university and union activities, major issues, major communication campaigns, help people access resources, curricula, function as a jobs center/clearinghouse.


	Design costs for web-based publication

2 issues a year: (Cost=$6000)

	Communication-external/outreach


	Labor Studies Journal 

Brochure for conference

Website
	We have little formal outreach, just word of mouth.

If we want to have a higher profile, we should develop a media function and possibly a Speakers’ Bureau. 

LSJ functions more as a contribution to the university based members than the union based members.
Publishing  an electronic newsletter would assist in both internal and external outreach needs
	Create a small advertising budget for Annual Conference.

	(Cost=$2K/yr)

	Partnerships
	We are formal affiliates of IFWEA 
Note:  Not a formal partnership, but we have an affiliation arrangement with Union Communication Service whereby we put a button to their website on our website and we get a tiny cut of sales through that button.


	There was much discussion of the need to partner with other organizations but we’re looking for joint events, projects, economies of scale, not mergers. Felt we should start slowly to make sure we can make it work.
Possible partners among groups with common interests and membership bases:

LERA, Am Sociological Assn (Committee on Labor)

ILCA, EPI, FPI, NELP, 
Bread and Roses (other cultural groups?), Working Class Studies Association, Labor Tech, Natl Lawyers' Guild (Labor Committee) 
	Create at least one formal partnership each year which would involve some joint activity (perhaps conference, projects, or regional meetings?)

Invite other groups to display and present at our conference.  
	

	Finances


	Current dues revenue  totals about $35K/yr

Few major on-going expenses:

Women’s schools=$18K/yr; 

Other task forces/website=$7K/yr;

E board and Mid year meeting cost has increased w/o AFL-CIO support and rapidly declining travel budgets= $15K-$20K/yr;

Until this year we had run a surplus each year because we had spent very little. This year we spent more on conference, other meetings, Board support, and website. With this increased level of spending for a minimal increase in activity we are running a deficit of about $15K/year. UALE has financial reserves totaling $130K => we can support this level of deficit spending for another 8 years assuming stable membership

	Dues revenue is declining.  This proposal on a membership drive would raise additional revenues.  If we had a successful membership drive and raised the dues, we estimate our revenue could be increased  to 131,530 per year, which would be enough to fund the proposed changes.  That is assuming we would not lose members due to increased dues and continuing decline of programs.   

We need to develop a business plan and long term budget to ensure continued operation of the organization, even if   initial outlays exceed income for a few years.
Could we raise money from vendors for the conference, look for grants or other funding possibilities? 
.
	To fund the staff and increased activity, there will need to be a dues increase in addition to successfully completing the membership drive.  The proposal would be:

1. Raise the dues of students/retirees and unemployed to $35 (from current $25.)

2. Raise the current $50 and $75 dues levels to $75 and $100 respectively.

3. Raise the current $100 dues level (for those making more than $54,000/yr) to $150.

4. Raise the sustaining membership level from $150 to $250 per year.

5. Increase the Institutional dues to $1500/yr even if it precludes many community based organizations (like worker centers) from institutional membership status – though they could have individuals join.  


	Maximum proposal adopted and successful drive:  Dues income will increase to $131,530
Sufficient to fund changes and enhanced activities

	
	
	
	
	


	
	



