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1. THE ORGANISNG MODEL

The organising model, as opposed to the servicing model, is now widely accepted within the trade union movement as the methodology by which trade unionism can most effectively achieve its ends.

The organising model seeks to empower and activate rank and file union members to be prime movers, taking responsibility and action to improve their pay and conditions. What has been viewed as the opposing model is the servicing model, also referred to as “business unionism”. This model perceives union members as passive recipients of services and direction from paid union staff.

The organising process associated with the organising model has been referred to as “Issues Based Organising”. This process is premised upon the belief that workers are most effectively organised around issues. Issues are identified, and when communicated to workers and workers are educated to see that they can be resolved through their own action this engenders anger, hope, and action on their part. Workplace structures i.e. delegates, organising committees, communication networks are formed or utilised to facilitate action, and are a means to an end.

2. ISSUES-BASED ORGANISING

Issues based organising has been seen in the US where the Organising Model originated as the most effective method by which unorganised (un-unionised) workers can be unionised and organised given the current US industrial legislation. Under this legislation unions are required to win workplace ballots of all employees prior to being allowed to bargain for union contracts. The intensive union recruitment campaigns, which are instituted to gain sufficient support to win these “card” ballots, are known as “blitzes”.

In the USA utilisation of issues based organising together with an increasingly sophisticated power analysis which has seen the implementation of industry wide strategies (one industry, one union, and one agreement), political campaigning, and increased organisational leverage and organising capacity, has resulted in rapid and dramatic membership growth in a small number of unions particularly the Service Employees International Union (SIEU).

Issues based organising has not however been without its critics and some have questioned whether this methodology is capable of successfully organising the huge numbers of unorganised workers required if union density in the USA is to increase significantly.

3. RELATIOANAL ORGANISING

Though issues based organising is the primary and predominant form of collective organising practiced in the USA it is not the only organising methodology practiced. The term “relational organising” is used to describe a different form of organising which though still seeking to achieve the ends envisaged in the organising process i.e. the empowerment and activation of rank and file members, does this by organising people around relationships and values rather than issues.

In relational organising, building and maintaining an organisation capable of wielding sufficient power to resolve collective issues, is seen as the end in itself rather than simply the means to an end. In order to build this “power organisation” individuals are connected through the creation of networks of relationships. These are initiated and deepened through one on one or “relational” meetings where two individuals share values, personal stories and aspirations, and small group or “house meetings” where small numbers of individuals share and reflect upon personal experiences and values and identify common issues. Small group meetings may be accompanied by elements of ritual and celebration e.g. singing. 

The process of relational organising has been described as community building and developing “social capital”. Throughout this process of community building there is also a focus upon the identification and development of “leaders” who through intensive mentoring and taking on increasing level of responsibility are developed to collectively lead actions and campaigns. The process of relational organising as opposed to blitzing is lengthy, commonly organisations may be developed over a period of at least eighteen months to two years) before they get to the point where they are considered ready to embark upon campaigns. This building process is seen as crucial and there is an “as long as it takes” approach to facilitating it.

I will now consider two examples of relational organising in practice, the Industrial Areas Foundation (IAF), and the Harvard Union of Clerical and Technical Workers (HUCTW).

4. THE INDUSTRIAL AREAS FOUNDATION (IAF)

Saul Alinsky is considered by many to be the father of organising and the organising model. His innovative methods of community organisation which he pioneered in Chicago in the 1930’s and continued in other American cities up until his death in 1972 were documented in his books Reveille for Radical and Rules for Radicals. Alinsky provided a blue print for the subsequent development of theory and practice both in community organising and union organising. Alinsky set up an organisation called the Industrial Areas Foundation (IAF) the purpose of which was to develop citizen organisations, each being an “organisation of organisations”, the member organisations were community based “not for profit” organisations such as churches, neighbourhood groups, or local trade unions.

Prior to his death Alinsky set up a training institute for organisers. Though Alinsky’s organising campaigns were successful in the short term, they failed to last long term. Alinsky’s successor Ed Chambers who took over the leadership of the IAF upon Alinsky's death was determined to find a way that these citizen organisations could be self-sustaining. He set out to systematise Alinsky’s organising process in the training of organisers and also introduced what he referred to as the “relational meeting”. 

Chambers developed the relational meeting during IAF organising campaigns in Chicago in the 1950’s. It is essentially a 30-minute meeting between an organiser and individual for the purposes of establishing a public relationship and identifying if the potential exists for development of the individual as an activist (or “leader” in IAF terminology). Relational meetings form the basis of any IAF campaign. The IAF may conduct thousands of relational meetings at the commencement of a campaign in order to develop a network of relationships and identify a group of would-be leaders who will be mentored and trained to lead the citizen’s organisation, its “actions” and campaigns.

Alinsky’s original form of organising was essentially a process of identifying existing discrete local working class communities, bringing them together as a coalition or “citizens organisation”, and organising them to effectively take action to address and resolve community issues. The communities he organised were ethnically or racially based, living in urban ghettos and affiliated with ethnically based neighbourhood churches, e.g. Irish and Eastern Europeans in Chicago’s “Back of the Yard” neighbourhood, who were members of different Roman Catholic or Eastern Orthodox parishes. 

However over the last thirty years the IAF has had to contend with the suburbanisation and dissipation of localised working class communities and the subsequent dilution of a sense of community and group identification and culture. The IAF has adapted to and countered this phenomenon by utilising its organising processes to assist the people it works with to strengthen, build and develop their community’s as a precursor to the subsequent organising of these communities.

Although the IAF’s work has been primarily with church based groups with a social justice outlook (Roman Catholic, Episcopalian, Black Baptist), it has expanded and now also includes School Communities (parents and teachers) and trade unions. Its campaigns over the last two decades have been focused on issues such as the provision of low cost affordable housing and living wage campaigns. Currently IAF has over 60 affiliate organisations (each in itself a regional coalition of community organisations). Altogether the IAF is estimated to be able to reach roughly one million families through the approximately 2000 community organisations which are represented by its affiliate organisations.

Each year IAF runs what it calls “Intensives”. These are national training sessions for member “leaders” during which professional IAF Organisers work with and teach local leaders from component organisations, IAF organising theory and techniques.

5. THE HARVARD UNION OF CLERICAL AND TECHNICAL WORKERS

Beginning in 1973 the United Auto Workers (AUW) District 65 commenced its first conventional “Blitz” style organising campaign to unionise Harvard University’s un-unionised clerical workers. Some years later Kris Rondeau a Harvard Laboratory Assistant became a key activist and workplace leader in this ongoing campaign and was eventually employed as an Organizer by the AUW. However over time Rondeau and her fellow activists became disenchanted and skeptical of the blitz organising techniques, which they were required to institute. Strongly influenced by feminism and the women’s movement Rondeau believed that these techniques were contrary to “women’s ways of organising”. They rejected the idea that organising should centre on arousing anger (anger – hope – action) around issues and believed instead that organising should be based upon relationships and common values.

Due to their refusal to follow the standard organising methodology Rondeau and her fellow AUW Harvard Organizers were sacked by the AUW which employed them. They then continued their organising efforts supported by financial contributions from Harvard workers. However aware of the need for increased resourcing and financial support, HUCTW eventually joined the American Federation of State, County, and Municipal Employees (AFSCME). As part of this arrangement AFSCME agreed not to interfere with the organising processes being instituted by Rondeau.

In 1988 HUCTW won a card ballot of 3,400 eligible workers and went on to negotiate the first Union contract at Harvard. This contract broke new ground in its establishment of “Joint Councils” in the different areas of the university where union and management seek to work through workplace issues together. Kris Rondeau has since been employed as a Lead Organiser in the tertiary education division of AFSCME. Rondeau has gone on to successfully organise the University of Minnesota, the University of Illinois and 1200 nurses in Connecticut, campaigns based on the relational organising she pioneered in the Harvard campaign.

6. ISSUES-BASED ORGANISING VERSUS RELATIONAL ORGANISING

In considering what Relational Organising may have to offer as an alternative or complimentary organising methodology to Issues-based Organising, it may be useful to compare the two. 

i. Issues versus Relationships and Values

When organising is based upon organising around issues, what happens when there are no issues, or the issues are diffused, or the issues get largely resolved? When any of these circumstances apply, organising becomes problematic and difficult. More time and energy must be deployed in agitation. Such agitation then risks alienating moderate workers who may view it as “negative”, “confrontational”, or “extreme”. 

Relational Organising offers an alternative means of organising in these situations. One of the hallmarks of relational organising is that it seeks to have the collective (union or citizen organisation) and its campaigns be about more than the issues or the source of the issues i.e. the employer. Rondeau states “….this isn’t about them it’s about us”. Because ultimately relational organising is about “us” rather than “them” it can be seen as less adversarial or positional. The HUCTW contract at Harvard was seen as a model for “non-adversarial relations” and the IAF declares neutrality as an article of faith in its slogan “no permanent enemies, no permanent allies”. Being non-adversarial or neutral makes it harder for a union to be cast as negative or confrontational. It also offers strategic advantages, when HUTCW were organising for recognition at Harvard their avoidance of attacking “the boss” or “Harvard” made it difficult for the employer in turn to attack or discredit the Union. 

ii. Organising the Unorganised

In the USA as in New Zealand, increasing union density levels to the levels required for unions to become nationally powerful organisations capable of pursuing their aims across a wide range of industries, is a huge task. In the USA this requires the organisation of millions of workers. Questions have been raised about the ability of “issues based” organising or “blitzing” to deliver such numbers. Some unionists have harked back to the 1930’s when literally millions of workers did become unionised as an example to show that this scale of organising is achievable. However others whilst accepting the validity of the comparison have questioned how the organising feats of the 1930’s were actually achieved. They have cast doubt on whether they are attributable to blitz type organising, suggesting rather that they were the culmination of “years of grassroots base building” and “clandestine one-on-one meetings” i.e. relational organising.

Organising the unorganised or “green fields organising” in the USA is still primarily focused on blitz or issues-based organising. In New Zealand where we have attempted significant green field organising campaigns we have I believe largely attempted to copy this prevailing American organising model. However closer examination of the organising triumphs of the 1930’s, the success of Rondeau’s organising at Harvard and beyond, and the impressive organising record of the IAF over the last 20 years, provide evidence of an alternative form of organising whose adoption as at least a complimentary methodology, could significantly increase the effectiveness of unionisation efforts.

iii. Leadership Development

The IAF teaches that an effective organisation or Union is “firstly an organisation that is focused on leadership identification and development.” This is achieved initially through relational meetings with members and subsequently through mentoring and training from a professional organiser. Effective IAF organisers sustain twenty five to thirty relational meetings per week. Chambers of the IAF states that the critical art of the organiser is selection.

At Harvard HUTCW set up 36 organising committees, to organise 3,600 workers but says Rondeau “First we use the organising committees to develop future leaders”. The priority given to identifying and developing leaders is a feature of Relational Organising. In issues-based organising leaders are developed in the process of organising around issues, but in relational organising leaders are identified and developed prior to embarking upon action. In relational organising the view is that the action will not succeed until the necessary leadership is developed and in place and this therefore becomes the priority. Indeed the IAF encourages organisations with whom it works, to regularly and systematically conduct relational meetings with every individual member so that members with leadership potential can be continually identified and developed. Subsequently it appears that a high level of member leadership and activism is manifested in relational organisations.

Developing workplace leaders is a key task for New Zealand unions. My own experience through organising in three different New Zealand unions over the last 7 years, and working with other unions, is that too often workplace leadership becomes the preserve of a very small number of delegates or activists on a site and that processes designed for specifically identifying and training leaders do not get developed or utilised. The processes we do have in place for identifying and developing leaders tend to be various forms of Delegate training. A Delegate being a worker elected by other workers to that position. But this system assumes firstly that elected Delegates are actual or potential leaders and secondly that Delegate training is about leadership development. 

Unfortunately the reality often is that members elected as Delegates may not be actual or potential leaders. Furthermore it is questionable if election is the most effective method of identifying leaders. (Rather than “election” it is probably more accurate use the word “nomination”, as most Delegate elections do not get contested in which case the sole nominee gets the position.) The other flaw in this system is that Delegate training is not necessarily about leadership development but often more about training for dealing with individual member issues or organising around issues, or governance roles.

Relational organising offers alternative proven systems for identifying and developing member leader which could occur alongside current delegate systems and increase both the numbers of worker leaders and level of workplace leadership in unions. 

iv. Community Building

Unions have traditionally organised communities of workers at workplaces. A community of workers can be considered as more than simply a group of individuals who work in the same place. A community of workers is a group whose members have personal relationships with each other, these relationships forming parts of larger networks or webs of relationships. A community has a group consciousness and identifies as a group, its members interact regularly and may have common social rituals and celebrations, which they engage in. 

Increasingly many societal and employment developments now serve to deter and decrease the development of community in workplaces. These include; increasing staff turnover, greater mobility of labour, technologies which decrease personal face to face and voice interaction e.g. email, the busyness of many white collar workers who experience “time poverty”, an increase in essentially solitary occupations e.g. customer service representatives in call centres, increases in precarious working arrangements e.g. casualisation, contracting out, and on-call working. Added to these are what many perceive to be an increased individualism amongst younger workers and a decline in the existence of what have been described as “mediating institutions” in society.

Mediating institutions are defined as “a rippling outward set of concentric circles that help an individual contend with the world.” The family or whanau is the primary mediating institution, and hapu’s, local neighbourhoods, schools, churches, unions, sports clubs, service clubs, even youth gangs, are all mediating institutions. Being part of a mediating institution conditions an individual in acting collectively or as part of a larger group. However the vitality and strength of most mediating institutions has greatly diminished over the last 20 – 30 years and increasingly individuals have less involvement with mediating institutions. Thus when an individual who has had little experience with mediating institutions joins a workplace and encounters a union she/he is more likely to find the concept foreign than is a worker who has had more experience of mediating institutions.

Given these trends unionisation is increasingly difficult to implant and sustain. In some situations, e.g. relatively new workplaces or call centres no, “community of workers” may exist. In these circumstances it may be necessary for a Union to first build the community of workers in order to have something it can organise. Issues-based organising is dependant upon the existence of communities of workers to organise, whereas relational organising instigates community building as an essential part of its organising methodology. Relational organising is thus the ideal organising methodology in circumstances where communities of workers are weak or nonexistent. 

v. Community Organising

There has been much discussion in recent years in the union movement of the need to strengthen union campaigns by building coalitions with “the community” i.e. other local mediating institutions. But what does the union movement “bring to the table” in such coalitions? It brings its concerns and issues but what specifically does it contribute outside of these concerns? There is a danger that often in terms of community building and coalitions it can appear that the Union movement is a fair weather friend, wanting the community when it needs it, but otherwise not particularly interested in being involved.

Through relational organising unions build and strengthen communities of workers within the broader community. In doing so they add to the network of mediating institutions that make up the community and increase the “social capital” within society. Social capital has been defined as “features of social organisation such as networks, norms, and social trust that facilitate coordination and cooperation for mutual benefit”.

Many mediating institutions within the community, e.g. churches, schools, play centres, and service clubs, are declining in terms of citizen participation, and most are looking for ways to increase membership and member involvement. Relational organising offers an organising methodology that is directly transferable and appropriate to such community organisations. This is not the case with issues-based organising, which can be seen as overtly political, adversarial and agitational. Unions which develop expertise in relational organising are able to offer their experience and knowledge of community building to other like minded organisations and in so doing can initiate a dialogue that could take the discipline of organising beyond trade unions and into the community: a methodology for community building by the community for the community.

7. CONCLUSION

Both relational organising and issues-based organising organise for power. However the approaches differ in the methods employed to achieve power. Relational organising organises around relationships and values, and issues-based organising organises around issues. Neither methodology necessarily excludes the other; rather each emphasises and gives priority to a particular aspect of the organising process. Ultimately one can not successfully organise around issues without attending to relationships, and in relational organising, organising around relationships and values is necessary to build an organisation strong enough to embark upon an issues campaign.

In the New Zealand trade union context relational organising offers some particular benefits which I believe can not necessarily be realised through a reliance on a single model (issues-based) of organising. Successful incorporation of relational organising into current organising practice could result in a union movement that is significantly more effective and perceived as less adversarial. A movement engaging substantially in personal growth and development as it methodically and systematically identifies and mentors workplace leaders. A movement committed to the task of increasing social capital through the building and development of workplace communities and an organising outreach to other community organisations seeking to restore and reinvigorate their institutions. 

Relational Organising – Planning for Action and vice versa

INTRODUCTION

The following example of a relational organizing action plan is set in a university in New Zealand. Without too much difficulty you should be able to translate it into your own context.

Firstly, in considering relational union organising, it is useful to know where we come from, what we are bringing together, what are we seeking to create and recreate.

1. The University History

We uphold the original vision of the university as an egalitarian community comprised of students seeking scholarship and teachers and others, providing and enabling that scholarship. A community of students, scholars, teachers, and other staff. This collegial ideal of the university - the Universitas, was formed during the Middle Ages upon the model of craftsmen's guilds that furnished mutual protection from tensions between burghers and students and the censorship of leading intellectuals by the Church. Initially mediaeval universities did not have a campus. Classes were taught wherever space was available such as churches and homes, a university was not a physical space but a collection of individuals banded together as a corporate body - universitas. The universitas is a relational concept. The ideal of a 21st century universitas stands in contrast to the market orientated and company structured universities we experience today.

2. The Union

Though typically seen as being predominantly concerned with the tasks of representing and protecting individual members in the workplace and improving pay and conditions for all members, there is a tradition and form of trade unionism that is fundamentally relational and communal. Unions grow from the relationships that are already in existence in the workplace. These relationships are functional and hierarchical and defined by the employer. 

Unions question these relationships and reorganise them into relationships that serve to create communities based on ideals of equality and solidarity. Thus union members traditionally referred to each other as “sister” or “brother”. Being in a union meant that different expectations existed in terms of how one would behave towards another worker and the community of workers (union) to which one belonged. An intense loyalty to ones community (union) that placed one’s obligations to support the collective above one’s own individual interests was a feature of this tradition. The “scab” was the worker despised for betraying this fundamental aspect of community’s fundamental moral code.

Unions have always provided themselves for the welfare and mutual support for members, and this has been manifested through such movements as the co-operative society and workers educational societies and credit unions. Unions have also a rich cultural history of working men’s clubs, social clubs, union bands and choirs, and union picnics. The union as a relational and cultural phenomenon was primarily experiential rather than predominantly ideological or political. The union was experienced and communicated in all the cultural and social aspects of work life that members shared.

Our relational organising proposal thus seeks to bring together the two ideals of union and universitas. 

3. AUS - The University Union

In the service of society we are the community of university staff, upholding intellectual independence, academic freedom and the pursuit of knowledge. Caring for our students and each other. Protecting, enabling, engaging and communicating scholarship.

PART II – ORGANSING PROCESS

1. Organising Beliefs

Our proposal is based on the following beliefs:

1. All organising is reorganising

2. Within any organisation, staff connections and communities already exist 

3. Organising is reorganising these connections and communities to increase social capital and build the union

4. We identify and strengthen existing staff communities that are appropriate to our purpose

5. We disorganise and reorganise union structures that are no longer appropriate to our purpose

6. We connect individuals into new and existing staff communities

7. We organise staff communities not individual staff members

8. We build communities as an end in itself and in order to acquire power for those communities

9. We do these two things together, at times simultaneously and at times sequentially

10. Building the community is building the union

11. A staff community is built when staff within a particular group engage in behaviours and activities which are perceived as positive and affirming by others who experience or witness them, and which increase relatedness.

12. When our staff communities have power in their universities/When our universities are fulfilling their mission, - our members:

• Have a seat at the table

• Are dealt with justly,

• Are treated with dignity and respect

• Are rewarded fairly,

• Have their values accepted

• Are listened to and have their voices heard

• Are considered and involved in decisions that affect or concern them

• Are happy

2. Community

The concept of staff community is central to this proposal. We look for existing associations of staff that may be communities or have the potential to become a community.

What is a staff community?

Staff who:

• Self-identify as members of the same group.

• Work in the same place e.g. same building

• Work in the same dept/group

• Share common and particular experiences through working in the same place, dept, or for the same employer

• Eat and drink together.

• Communicate and meet face to face,

• Listen to each other

• Talk to each other about their world outside work e.g. family, pastimes, hopes and dreams.

• Know each other, i.e. shared foundational stories

• Acknowledge and praise each other

• Share some common values

• Values the group and each other,

• Makes decisions as a group and seek input from each group member

• Help each other out, e.g. voluntarily share work

• Do things for each other without being asked, e.g. simple acts of kindness

• Care for each other when someone needs caring e.g. sends a card if someone is in hospital

• Celebrate together – birthdays, retirements.

• May socialise together outside of the workplace

• Trust each other

• Relate to each other as co-members of a community rather than as job-titles • Are open to others joining the group.

• Invite others into the group.

• Seek unity and harmony within the group

• Seek to connect with other groups.

• See their group as part of a larger grouping.

• From individuals to community to union

3. Organising Strategy

The strategy is as follows:

a. Identify the community

Organisers need to be clear regarding who comprises the community they are seeking to organise. Once this community has been identified - the defining characteristics of this particular community i.e. employees of Massey University who work on the Turitea Campus at Palmerston North, then we need to gather information to learn and know the community.

b. Learn about the Community

Each Community is in actuality a Community of communities i.e. a Community comprised of a number of other communities. These smaller communities may intersect and overlap and individuals may identify as a member of a number of smaller communities within the larger community, for example one might consider that the Community can be divided into two communities i.e. academic staff and general staff. Or by academic colleges, or by departments, or by the buildings people work in or by the people who take their breaks in the same common room. The reason why we seek to identify these different staff communities is because we need to understand how individuals are organised or connected within the larger Community. All organising is reorganising. Our purpose is to identify what are the strongest shared connections that exist for a given staff group and then reorganise those connections such that what is occurring via those connections are activities and behaviours that assist individuals, and build the community and the union at the same time.

c. Map the community

As part of learning about the larger Community we map its member communities. A map is organising data displayed in a diagram which may be appended with explanatory tables or lists. The maps we produce will show us how staff are currently organised and connected. Staff will be organised administratively - “station” - i.e. by department but also by physical place – “location” i.e. building. Thus we will want to produce administrative (station) maps and also physical (location) maps. Administrative maps will enable us to see the management and organisational structure of the university and contribute to a power analysis of the organisation. Physical maps show us the placement of individuals and where they physically meet.

d. Undertake a power analysis of the University

We build communities as an end in itself and in order to acquire power for those communities. Power is control over people and control over money. Our members want more control over their work and more money for their work. So we analyse where power is located, who holds that power, what power they hold and how they wield it.

e. Get to know the community

In order to organise the staff community we must personally get to know it. This begins with the Organiser contacting and credentialing himself to a sympathetic member of the community and requesting a meeting with the member. At the meeting he gets to know the member, finds out more about the staff community and requests the member’s assistance. The organiser needs to know that the member is relational and socially connected to the community – if not he finds another member. The organiser needs to know how the community interacts, do they meet socially e.g. have morning tea or only functionally e.g. departmental meetings. The organiser when he knows how the community currently interacts can consider this and decide how to develop this. The member may agree to do more mapping, but ultimately what the organiser is seeking is to be introduced by the member to the other members of the community. That introduction is best done in a social setting in which the organiser can observe the community interacting e.g. at morning tea in the common room, and get a sense of the roles members perform in the community. The organiser will make preliminary identifications of potential leaders and seek relational meetings with them. He will seek to personally meet all the members of the community even if the meeting is only a handshake and introduction and exchange of a business card.

f. Meet with the community

The organiser will set up a 30 minute to 1 hour group meeting with all the union members of that particular community. Non-union members will be welcome to attend that meeting. There is a specific organising purpose to the meeting but the organiser will be aware that thee most important relational skill is listening and it may be that members have their own agenda that has to be dealt with before the organiser can attend to his. It thus may be that a second meeting has to be set up. The organising purpose of the meeting is two-fold. Firstly talking to the community about making the union real in their staff community i.e. something that is experienced as within part of everyday work life, not something out there that intrudes in at pay round time, or when a flyer comes around. The organiser will give members copies of a list of staff in their work area identifying all who are union members and those who are not. He will make the following requests for specific individuals to take particular responsibilities designed to contribute to making the union real in their area:

• Keeping the dept. list up to date and notifying the union of changes

• Ensuring union posters & info are put up and kept up on notice board

• Having coffee with their branch committee rep. once a month Introducing the union to new employees

• Having a union spot in any workgroup newsletters

• Having a union slot in any workgroup meetings

Secondly, he will talk to the community about how it can further build the community. Community is a prerequisite for union organisation, the more community the more ability to build the union. How can more community interaction occur? Are there staff that are isolated who can be brought in? Are there things that can be done to bring more staff into the common room? What about one person each morning takes responsibility for bringing morning tea?

g. Building the community/Building the union

The union needs to be identified with individual and community, behaviours and activities. Union behaviours and activities are those that:

• Are undertaken by union members and

• Are welcomed by individuals who experience or witness them and

• Strengthen and build a particular community and

• Are explicitly linked to the union by those undertaking them and

• Are consistent with, and advance the values and mission of the union.

In undertaking and experiencing union behaviours individuals and the community learn experientially about the union and learn that the union is about:

• A community/our community

• Behaviours

• Values

• Something positive

When engaging in these activities and behaviours members communicate that (the reason) they do so is “because we are union”.

4. Union behaviours and activities

“High risk”, “head to head”, recruitment approaches Personally asking a colleague to join the union and dealing successfully with their response including any objections, misconceptions, and past bad experiences, is a “high risk”, “head to head” approach which we believe most members are unwilling to take on. It is high risk because most members do not want to risk getting rejected by colleagues and most do not have the confidence that they can do it right i.e. demonstrate competence in “industrial evangelism.” 

These types of recruitment process appear to view recruitment as an event rather that a process. It is like pregnancy you are either pregnant or not. You are either a member or a non-member there is nothing in between. 

The union feelings & actions continuum

High risk, head to head approaches appear based on the notion that non-members typically make decisions to join the union, based on convincing conversations with union members. We are not aware of any research that demonstrates that this is a particularly effective way to recruit union members in brown-field workplaces (workplaces that have had a significant even if that be minority, established union presence for some years), except perhaps in the case of new employees and employees who have been previously identified to be very sympathetic to the union. This approach seems to presuppose that non-union members are close to a “decision point” where a cogent rational argument may be enough to move them across. We are more convinced that workers who have been in the workforce for some time and have chosen not to be in the union are more likely to join the union through a gradual shift over time in their “attitude and feelings” about the union. 

Recruitment seeks to gradually move people over time along a continuum that runs at one end from outright hostility to and rejection of the union to enthusiasm and embracing the union at the other end. This is a continuum of feelings about and actions towards the union. In this approach the decision point – to join the union, is self generated or occurs as a request or invitation to join the union at a point where it is believed that the person will respond positively and join the union. All employees can be considered to be positioned somewhere on this continuum. This includes union members. Where do union members sit on the continuum? There is no automatic corollary between being in the union and being at the pro-union end of the continuum. There will be some union member who will feel hostile to the union and will act in ways that undermine it. There will also be some non-members who will feel quite positive towards the union and will actively support it but will not join it.

In considering this continuum, what is the task of the union? I believe it is to take actions that will cause or allow union and non-union members to move closer to feeling enthusiastic and embracing the union.

“Low risk”, recruitment approaches

“Low risk”, approaches which are easy to achieve and do not carry the same risks of rejection are much more likely to be implemented by members. Such approaches include:

• Ensuring union posters & info are put up and kept up on notice board

• Having a union spot in any workgroup newsletters

• Having a union slot in any workgroup meetings

• Wearing a union badge or clothing

• Talking positively about something the union has achieved or is doing

“Heart to heart” approaches

In relational organising one seeks always to encounter the other at the heart level and only when one has made a connection at this level does one seek to engage at the head level. Heart to heart approaches are about personal actions rather than words. In this model it is the personal subjective experience of the non-member that we are seeking to impact. Simple acts of humanity, generosity, and kindness that are associated with the union are a low-threat way to disarm distrust or suspicion towards the union and move people towards acceptance and joining the union. These approaches seek to move people along the non-union to union continuum towards the decision point.

Heart to heart approaches can work at times because people can come to trust the union because they trust and value the character of colleagues who explicitly identify themselves as union members and their actions as union actions.

Examples of heart to heart approaches are:

• Demonstrating interest in the other

• Demonstrating inclusiveness

• Acknowledging and complementing the other

• Listening to the other

Low risk and heart to heart approaches also cause those undertaking them to feel good about what they are doing, because their actions are positive and not self centred. Thus these approaches are likely to move union members undertaking them and witnessing them to also move towards the pro-union end of the continuum.

Relational organising recruitment process

A relational recruitment process is low risk and heart to heart, it is undertaken by members, builds community and leaves both union and non-union members feeling more positively towards the union. It incorporates 3 different tasks which usually occur together or in combination.

1. Relate/connect

The aim is to bring the non-member into connection with community, ie do they socialise with the community ie at break times, and to establish personal communication with the non-member. All of this occurs over time and may be gradual and implemental.

What is communication?

• A smile

• An eye contact

• A hello

• A handshake

• Asking a question

• Expressing interest

• Listening

• Hearing some one’s story

2. Identify

The aim here is to identify how the non-member feels and what they think about the union. Where are they on the continuum? Are they at a place where if I asked them to join they would most likely respond positively. This is best done not by asking them directly but by listening and watching to how they respond to someone who identifies themselves as a union member or speaks positively about something the union is doing, or conversations about issues, or management. 

3. Move 

The aim is to move people along the spectrum by heart to heart approaches that meet people’s needs and strengthen community. People can be considered to have physical needs, emotional needs, ethical/cultural needs, and spiritual/self actualising needs. Simple acts of kindness and generosity will move people along from the further end of the continuum eg manners, courtesy, acknowledgement, consideration, complimenting, listening, acceptance, validation, giving – coffee, tea, cake, get well card, doing – offering to share work, offering to come with someone to a meeting, inviting them to have lunch – have a coffee. “People will not care about what you say until they see how much you care”

4. Outcomes

If successfully implemented his proposal envisages distinct groupings of staff (communities) taking actions which make increase social capital in their workplace, increase their own sense of satisfaction and cause the union to be a experiential reality in the everyday lives of staff. This scenario would be reflected in increased union membership and activism and a different more positive perception of the union.

PART III - OVERVIEW OF THE PROPOSAL

1. Organising Plan

This sets out how the process and strategy will be implemented in the workplace, what we are seeking to achieve, who will do what, and when it will be done by.

2. Communication To Others

The plan will be communicated to the staff identified in the plan, also to the AUS National Secretary, Massey Branch President, Massey Branch Committee, and Massey Albany Organiser.

3. Implementation

Implementation would follow approval and acceptance of the proposal by the National Secretary and Massey Branch Committee.

4. Reporting Results

Monthly reports would be provided to the National Secretary and the Branch Committee. 
5. Recording Project & Results

Project progress will be recorded weekly by Lawrence and the project will be written up and evaluated in the form of an “Organising Case Study” upon completion.

PART IV - ORGANISING PLAN

MASSEY AUS – RELATIONAL UNION ORGANISING WORKPLAN

Staff: Area of Operation

Lawrence O’Halloran – Branch Organiser

Swati Sharma – Branch Administration Officer

Massey - Turitea Campus

Goal:

Through the utilisation of a relational organising methodology by the end of six months, AUS will have significantly increased the degree of Union Organisation at Massey University, Turitea Campus.

Objective(s): By the end of the project

1. The campus is mapped physically, administratively, and socially

2. A power analysis is completed

3. An accurate and up to date base of all union members (by workgroups) exists

4. An accurate and up to date base of all Massey employees (by workgroups) exists

5. Branch committee structure is reflective of the administrative structure of Massey

6. Branch committee members are taking responsibility for liaison with specific Massey workgroups and all workgroups have a representative for their division

7. An initial contact is made and face to face meeting held with a union member from each Massey workgroup

8. A Meeting has been held with all union members of each Massey workgroup

a) Members receive, check and amend workgroup list

b) The communication network is established or confirmed for each workgroup

9. 50% of all union members have been visited by and had a face to face interaction with an organiser

a) Member has received organiser business card

b) Organiser has identified the level of support the member has for the union

10. Individual members within each workgroup have accepted responsibility for key union tasks

a) Updating workgroup list

b) Mapping as required

c) Maintaining union notices on notice board

d) Keeping contact with branch committee rep

e) Introducing self to new employees

f) Having union spot in any workgroup newsletters

g) Having union space in any workgroup meetings

h) Building social capital within workgroup

11. Possible leaders are identified in each workgroup and relational meetings are held with them

Actions to be taken: By Who, and By When Done

1. Identify the specific university staff communities comprising Turitea campus

By who

By when done

2. Map campus physically i.e. locations of staff communities

By who

By when done

3. Map campus administratively i.e. how staff and resources are organised and managed

By who

By when done

4. Complete a power analysis of Massey identifying how individuals and groups wield power

By who

By when done

5. Identify a union member to contact within each workgroup

By who

By when done

6. Contact is made and face to face meeting held with a union member from each Massey staff community 

By who

By when done

7. For each staff community contact assists with further mapping and introduces organiser to other members

By who

By when done

8. Each staff community has a group meeting with organiser

By who

By when done

9. Individual members within each staff community agree to take responsibility for:

a. Updating workgroup list

b. Mapping as required

c. Maintaining union notices on notice board

d. Keeping contact with branch committee rep

e. Introducing self to new employees

f. Having union spot in any workgroup newsletters

g. Having union space in any workgroup meetings

h. Building social capital within workgroup

10. 50% of all union members have been visited by and had an individual face to face interaction with an organiser 

a. Received a workgroup list

b. Received organiser card

c. Assessed in terms of enthusiasm for, & involvement in, the union

d. Information gathered where possible re. other external associations also a part of eg sorts club, church

11. Branch committee structure is reflective of the administrative structure of Massey

12. Possible leaders are identified in each workgroup

13. A relational meetings is held with each potential leader

Performance measures

1. Increased Union density

2. Increased Union activity

3. Increased Social capital

� Lawrence O'Halloran is a Branch Organiser for the Association of University Staff at Massey University in Palmerston North, New Zealand. 





