Strategic Campaigning Summary

Worker to Worker Communication Networks

A core principle is that the communication networks for the union have to include worker to worker, in person information exchange.  This type of in person, worker to 

worker communication will make a strategic campaign real on the ground in a 

qualitative way beyond what can be accomplished with other necessary 

forms of communication such as newsletters, hard copy and email mailings, 

and email lists. 

The basic unit is one worker (canvasser) talking to no more than 5-7 other workers.  This has been worked out as the maximum number of people a person could consistently be in face-to-face, on-on-one communication with.  The canvasser is thus available to bring back to union committees what their responses or concerns are.  Each communication ends in a request for commitment to action.  (At first low 

intensity/low risk, escalating with each new communication.)

I recall that just such as system was credited by Teamster leaders for their very 

successful UPS strike .  They used this type of network for one year in 

preparation for their strike.  Their strike was characterized by solid 

support amongst their members, massive picket lines and fantastic 

public relations.  Anyone could be interviewed by the media - any UPS 

striker knew what the strike was about.

Overcoming Obstacles

Try to anticipate what some of your obstacles are going to be.  In the Worker to 

Worker Communication Network for example, right away we are struck with 

the fact that we have too many people to contact, it will be difficult to 

maintain, and other structures already exist.  When we have tried to 

have a similar network in Local 3, we have also struggled with what we 

would communicate that we wouldn't already be wanting to send through 

email for example.  

A solution we came up with was we could send out 

material or information that had more depth than could be conveyed in an 

email or newsletter article.  A positive to this approach is that new 

leaders can be developed without their having to join a committee or run 

for office in CUE. Another positive of this approach is that it 

develops solidarity and a strength in the face of multiple work locations, 

different shifts, and diversity amongst our members. 

We also realized that we didn't have to work out a plan for the entire workforce at once.  We could select departments or buildings to start with.  We can 

continue to recruit for it as we go along.  The network itself may also help 

us develop new leaders who can do this.

Identifying and Prioritizing Problems:
1.  The problem must be important to the workers or the union structure.

2.  The problem needs to be resolved now.

3.  The problems should be stated in a way that workers relate to and understand. Use the language that workers would use when they talk about a problem, rather than union lingo.

4.  Problems which are prioritized should be:

· Widely felt

· Deeply felt

· Winnable in part

How to Organize Members Around a Problem

1.   To make it felt wider:

 
Communicate and Educate

2.   To make it felt deeper:


Appeal to workers’ sense of justice and fairness.

3.    To make it potentially more winnable:


Break it down into smaller winnable pieces

Notes:  This part of the workshop was useful in that it – especially using the exercise sheet titled “Identifying and Prioritising Problems” – gave criteria that could be discussed that was more specific than whether something was important or not.

Campaign Goals / Issues are expressed as a fight for social justice.  

Our goals are usually the specific things we want to win from the employer (a contract with specific improvements).  We need to be able to prioritize our campaign goals and build strategies and tactics that similarly prioritize our use of resources (time, money, communications, members) to fit with our prioritized campaign goals.  Our goals should be connected to resolving problems that are felt widely and deeply and take into account both immediately-felt worker needs as well as strategic needs for the union structure to become more powerful and relevant.  The stronger and more relevant the union is to workers the more union structural needs will be internalized as problems that are felt by represented workers.

Strategic Campaign Training

 Analyzing Research: Analyzing Employer Relationships


Effective strategy requires researching and analyzing information about our employer, University of California. We can look through city/county public records, library holdings, newspaper clippings, go to www.opensecrets.org/home/index.asp (for contributions to politicians); talk with community leaders/members-journalists-union members. Our goal is to pressure UC by contacting the people (relationships) that UC cares about and who it is dependent on to protect its top university reputation. We focus on the relationships that give money to, trade power with and profits from UC’s decisions. It is essential to look at UC’s relationships, to view relationships from UC’s perspective and ask, “what and why is this relationship valuable to UC”.  President Dyne has decisive and power-oriented relationships with alumni, donors, UC Regents and various campuses’ industry partners. We diagramed “Dyne’s Web of Relationships” (see attached). This one man influences and is influenced by 34 relationship groups, from Atkinson to UC Med Centers.  Also, we looked at the ‘relationships of the relationships’; many are interlocking, multi-layered and revealing. UC has competing or potentially negative relationships with: other prestigious universities (i.e. Stanford and MIT) and UC  ‘customers’ (i.e. students, vendors, media, regulatory agencies and community members). Not all relationships are conducive to elevating UC’s status, but can serve as our allies. We research the details of each relationship:  history (how and what caused it to form, what are the current joint activities, what are other organizations is the person a member and at what level, nature of connecting relationships, what kind of and over what groups does the person have power/influence, what activities involved in and are they social justice issues (discriminatory practices, inadequate health and safety, anti-family practices, community complaints etc.).  We look for incongruence between people’s personal values and public practices.  Can we find sheltered conflict of interests and/or violations of a social justice?  What issue(s) does the person (the relationship) participate that can connected to social justice and therefore our Contract demands?

Targets


A “direct target” is the person or entity that has the power to grant our demands.  We identified UC President Dynes as our target.  An “indirect target” is a person or entity that can influence or persuade Dynes to grant our demands.  Although an indirect target is someone who may eventually become an adversary, we would not want to strategize with a target.  Examples of indirect targets:  Hewlett Packard (links to CITRIS, new UCB integrated research department), Regent Blum (co-chair of the World Conference on Religion and Peace) and Dianne Feinstein (US Senator and wife of Richard Blum, $90 million lost carpenters’ union pension).

Allies


An “ally” is another person or group that shares an interest with our issues and can influence or put pressure on a target to grant our demands.  An ally is someone with whom we trust and may eventually want a long-term positive relationship.  We may want to invite them (as part of our goal/plan) to strategize with us. Examples are businesses around perimeter of campus, other campus unions, and religious organizations.

Appeals and Leaflets

Why use appeals for justice?

· Coalition building

· Worker involvement in identifying and seeking allies

· Provides a link with allies and our campaign theme

· Appeals help us to stake out the moral high ground and to frame dispute as a social justice issue

· Provide low-risk way for community to show support and commitment to struggle

· Help organizers to analyze the research that has been gathered

How do appeals help organizers to analyze research?

· We can translate research into social justice issues

· We can focus on the facts that are most important to workers

· We can focus on the facts that are most important to the public

· Research is framed in a clear way to help members easily communicate issues to the public

Leaflets

· Highlight employer vulnerabilities

· Provides information to members and community

· Asks for some type of action to be taken by those receiving the leaflet

· Tactic used as part of the educational thrust of the campaign

· Supports the overall campaign theme

Getting the Message Out

Use 9 point exercise

· We are (Who are we in relation to this particular audience?)

· Things were (How were things before they got bad?)

· But now (How are things getting worse?)

· Because (Why are things getting worse?)

· Things will get better when (What needs to happen to make things better?)

· Together we want (What is our public demand, the goals of the campaign?)

· To accomplish this we must (What needs to change so that the problem is fixed?)

· What we are asking for you to do is (What concrete things can this audience do now to help?)

· Together we will (What mutual goals will working together accomplish?)

