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ATL Campaign Toolkit

Advice for branches and reps on organising campaigns
[image: image2.jpg]GET INVOLVED

You've joined us. Now join in.





Contents

· Introduction

· Organising around issues
· Identifying campaign issues

· Issue checklist

· Problem, Information, Plan, Organise to Win (PIPOW)
· Planning and developing a campaign

· Hints and tips
· Campaign case studies
· Example letters

· Example surveys
Introduction

ATL is a campaigning union. Our members are involved in many local, national and international campaigns:
· The Workload Agreement.
· Lobbying government about the National Curriculum.
· Academies.
· Health and Safety (H&S) and well-being.
· Get Involved.
· ‘Send my friend to school’.
We’re also involved in local school and college campaigns for:

· Recognition of ATL.
· Improvements to working conditions for members.
· School mergers.
· Changes to school status.
· Access to continuing professional development (CPD).
· Increasing reps, e.g. school reps, union learning reps (ULRs) and H&S reps.
ATL is a member led union and by working together we can campaign on issues that affect our members and their students.  Campaigning can help ATL achieve improved conditions of employment for members and an improved education system for all through activity and real engagement with members and the wider public. 

Whilst there are many challenges facing ATL members working in education there are also many organising opportunities.  Branches and reps have local knowledge and expertise and are best placed to lead such campaigns which will help grow in membership size, influence and strength throughout the education sector.
See www.atl.org.uk for more information on ATL campaigns.
Organising around issues
Issues are the problems, concerns and gripes our members face in their day-to-day work or in their profession.  These can be relatively small such as the removal of drinking water by management or greater, for example regarding proposed changes in education policy or conditions of service.
When considering an issue:
· Think about staff’s current position.
· Find out what’s going on by asking questions and listening.
· Investigate by encouraging staff to question:

· Why is this happening?

· Who else is it happening to?

· In whose interest is it – who benefits from this?
· What is at stake if it stays the same?
· What can we do about this together?
Do not be tempted to just fix it without considering the wider issues!

A framework for identifying issues

Issue:

How do you find out about it? (Asking open questions, listening)
Describe it:  
How do staff describe it? (i.e. “It isn’t an H&S issue, but I scalded my hand in the hot water”). 

Who cares about it? 
Is it widely and deeply felt?  Does it affect most people?
Is it easily winnable?  
Really test this.  We often say yes, it is winnable, because we think every issue is winnable.
Who has the power to make the decision to change this?
This is important because we may sometimes take on issues that the head, or even the local authority (LA), has no power to change – especially those where government funding or policy is a key driver.
Who do we need to work on this?  
Is this an opportunity to ask members to do things?  Is there something they can do – speak to their colleagues, distribute a newsletter, circulate a survey, develop a petition etc.

Identifying the campaign issue

Identifying the issue on which to organise your campaign is the first step. Campaign issues can be highlighted both directly & indirectly by members, employers, LAs, Government, other workers, parents or students. 

Our prime concern of course are those issues which affect ATL members; as ATL - the education union we need to also consider issues which affect the education sector as a whole.

How you can identify issues for a campaign:
· Word of mouth from members or reps

· Feedback from member mailings/newsletters

· Telephone/email contact with reps and/or members

· Member/rep surveys

· Government decisions or policies

· Local Authority edicts/new work practices/policies

· Topical media stories

· Other unions/TUC campaigns

· Educational organisations’ research

· Employer work practices

· Changes to working terms and/or conditions, environments, member amenities

· Potential changes in education 
Examples of local campaigning issues: 

· Bullying in the workplace

· Withdrawal of staff amenities/facilities
· Breaches of the Workload Agreement

· H&S and well-being issues 

· Work-life balance/improvements to work load
· Changes to contracts/terms and conditions

· Identifying new reps 
· Membership growth
· Lack of CPD or input into CPD
· School mergers/acquisitions
· Facilities time
· Change of status of schools (e.g. academies and trusts)

· TUPE

· Recognition  

· Work environment

· Redundancy

· Equality and fairness issues

· Any issues that affect or concern members and that they feel strongly about

A case study of a campaign is enclosed in this pack on page 11.  Also take a look at the Get Involved area of the ATL website for more examples of ATL members campaigning: http://www.atl.org.uk/get-involved/joining-in/get-involved.asp

Checklist – choosing an issue
Will the issue…
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Be winnable/ partly winnable
Be widely felt?
Be deeply felt?
Result in a real improvement?
Give the staff a sense of their influence?
Be easy to understand?
Increase the visibility of ATL?

Be non-divisive among staff/members?
Send a message to management?

Bring staff/members together?
Are there other reasons why it would be good to organise around this issue?

Problem, Information, Plan, Organise to Win (PIPOW)
	PIPOW checklist


	Problem
	Plan and Organise

	· What are the key facts?

· Have you interviewed those concerned?

· What sort of problem is it e.g. individual, collective?

· Are other staff involved affected or concerned? If so who are they?

	· How can you plan and organise to try and deal with the issue?

· What advice, assistance and support do you need from other reps and the branch?

· What options are there to discuss with your member?

· What can you both agree as a realistic aim and approach?

· What could the member do for themselves, with your support and assistance?

· If other members are concerned how will that influence your plan?

· Can you take this up as a collective issue, and how should you keep other members involved?

· What is the best way to raise the issue within school or college?

· How should you keep your reps or branch committee informed whilst staying within union policy?

· How does your organising plan aim to attract and involve new members?

· As the problem is taken up, what could you ask members to do to get them more active in the union?

	Information
	

	· What information do you need to help you assess the problem, take it up and organise?

· How can you and the member get relevant information and documents?

· What do local/national agreements say?

· Is there a relevant procedure or employer policy?

· Is the problem covered by law?

· What is the union’s policy and advice?

· Has it happened before, and what was the outcome?

· Can you find out whether other reps have also dealt with similar cases? If so could this be a negotiating issue?

· What do other members feel about the issue and would they support, get involved and help?

· What do the terms and conditions of employment/contract of employment say?

	


Planning and developing your campaign

Every campaign you run needs a detailed and flexible plan which is simply written and can be implemented in a structured way.  The plan helps eliminate unproductive activities and should be shared and agreed by all members involved in organising the campaign. 

A strengths, weaknesses, opportunities and threats (SWOT) analysis can be used to assess the viability of a campaign and at which level you agree to pitch your campaign. 

Consider the following questions together with members involved in the planning and development of the campaign:
· What are the Strengths of your campaign?
· What are the Weaknesses of your campaign?
· What are the Opportunities for your campaign?
· What are the Threats to your campaign?

You could use the PIPOW checklist on page 6 and the campaign plan information on page 8.
It is useful to make a note of this information up and distribute it to all members involved in the planning and development process.  Review it from time to time throughout your campaign with the members involved.

The campaign plan

1. Timelines
· Establish a campaign calendar.
· When will you start?

· Set the pace of the campaign.
· Over how long will you develop the campaign?
· At what stages will you review and evaluate the success of the campaign?

2.  Activity

· Are surveys/phone calls/emails going to be used?
· Plan meetings, school/college visits and workshops.
· Who will do what activity and for what purpose? 

· What is your message?

· Set benchmarks to assess effectiveness – evaluate and review - make the decision to proceed or stop the campaign – who will decide?
3. Resources/Budget

· Who will be involved? Ensure you have enough members involved to share the work and encourage more members to become involved as the campaign develops.
· What time is needed from members for each phase of the campaign?

· What communication methods will you use?

· Decide on printed material (letters, posters, newsletters) and other campaign resources.
· What is your budget for the campaign? How much will your materials cost? 
· What other costs may be incurred?

· Who will consult/inform the employer?

· What venues are required for meetings/training?

4. Potential offensive and defensive strategies

· Understand the employer’s strengths and weaknesses.
· Know our campaign’s strengths and weaknesses.
· Spell out strategy – who is assigned, who should be involved & when?
· Establish a media strategy, if needed. 
· Consider the unexpected.  How could it impact upon the campaign?
· How will you publicise your success to the wider membership and education community?

Ask the question ‘What else?’ so all members involved in the campaign can contribute their ideas and views at each stage.
Hints and tips
· Ensure the campaign is realistic. 

· What results will be achieved and who will benefit?

· Plan your campaign together with other members involved.
· Overcome barriers.
· Keep surveys simple.
· Speak to as many members face to face as you can – the personal approach is the most powerful.
· Be flexible in your approach to different campaigns.
· Involve as many members, reps and potential members as possible at every stage of the campaign.
· Use the media.
· Learn from and share best practice with other members.
· Publicise your successes.
· Undertake action and activity.
· Keep reports brief.
· Understand when to adapt a campaign.
· Know when to stop – consult members and listen to feedback.
· Campaigns can be integral rather than an add on to branch activity.
· Surveys are a tool – use the results to inform activity and publicise the analysis.
· Link up with other branches.
· Work with parents, other affected groups/unions and the wider community where appropriate.
· Consult and keep members informed continually.
Be inclusive of all members

The more members with differences in age, roles, interests, sectors there are involved in your campaign, the richer the campaign will be. Your campaign will be able to draw on a wealth of experience, which will encourage more ideas and increase the appeal of your campaign to members and non-members alike.

Involve people
Listen to what members have to say and encourage them to contribute their ideas and become involved in activity and small tasks (like speaking to colleagues in their school or distributing materials). Remember to thank members for the work they do. If they feel valued and included, your campaign it will be more enjoyable, more people will become involved and it will be more effective. 

Keep growing
Continually use every opportunity during your campaign to engage existing members and to recruit and attract new members. By having a campaign you will demonstrate to all members and potential members that ATL is pro-active and member led. We are not only a union that is there for people when they need support and representation, but we are active and effective, working together collectively to improve the working conditions and the quality of members’ working lives. 
Campaigns are an excellent organising opportunity to raise the ATL profile, engage members, grow the union and bring members and colleagues together.  No matter how small or large your campaign it can really make a difference.  

Advertise your campaign and raise its profile with the wider ATL membership. Email organise@atl.org.uk and communications@atl.org.uk to include your activity in the Get Involved newsletter, on the ATL website or in Report magazine.

The ATL organising team are happy to support and offer expertise to all members who are planning and organising campaigns.  Please email organise@atl.org.uk with your name, branch and an outline of your campaign and we will do our best to help you.  
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Bath College – Water campaign 2007

Case Study


Campaign points:

· Issue identified.
· Meeting held to discuss planning of the campaign.
· Agreed objective – restore water for members/other staff/students.
· Tactics – distribute bottled ATL water around college; distribute membership materials; publicise the campaign to the wider membership; arrange a high profile day for ATL members working with the organising team.
Campaign Outcomes: 

· Management agreed to allocate £4000 towards restoration of drinking water

· Increase in union membership

· Initial talks concerning recognition for ATL at City of Bath
The campaign day was led by ATL lead organiser Mike Towl: mtowl@atl.org.uk
Example letters
Date

Name

Address

Dear ATL representative

Recently our Regional Official 



  has come across increasing numbers of members who are being expected to work longer into the evenings. We would like to know how widespread a practice this is in (branch area) and would appreciate it if you and your ATL colleagues would fill in the enclosed survey on workload. Please copy, distribute and collect from the members in your workplace and return them to me before (date). 

If you would like to discuss the issue of workload or any other issues affecting your workplace at this time then please contact me on the number below.
Thank you very much for your assistance in this matter and I look forward to receiving the completed surveys.

Yours sincerely,

Name

Branch Secretary

Association of Teachers and Lecturers - 


 Branch

Mobile: 
Email: 


@atl.org.uk
Date

Name

Address

Dear ATL Colleague,

My name is (Branch Secretary name).  I am the Branch Secretary for the (Branch name) branch of the ATL.
Part of my role is to support members organising in schools, colleges and branches to ensure that your needs are being met and that you have the opportunity to fully engage with your union locally. My role includes training, identifying personal development opportunities and organising events on any topics that you feel may be useful to you and your colleagues. 

I am writing to you because your school currently does not have an ATL contact or representative on site. This is a concern as it means that you are not receiving vital information from your union which will be of use to you and your colleagues. This includes information on training and development courses which are available to all members and guidance on key issues in the Education sector such as the new Performance Management System which is due to come into effect next year.

Having a contact or a representative at your school will also ensure that the flow of information is not just one way and will help ATL to become a stronger and more effective union. It will also help raise the profile of ATL within your school so that when new staff arrive, particularly those who are new to teaching, they will know who their ATL colleagues are and will feel welcome and supported. 

Please consider becoming your school’s ATL contact person or representative. You can discuss this with other ATL members in your school to nominate one or more members to ensure that everyone is kept fully informed and up to date. 

Being a contact or a representative can be a rewarding experience and is not something you will have to do on your own. Any amount of time that you can spare to receive mailings, put materials in the staff room or talk to other members and potential members in your school is valuable. Remember, all ATL representatives receive full training and support and free access to ATL’s continuing professional development programme. Details of this training programme can be found in the Get Involved section of the ATL website www.atl.org.uk.

I will be visiting a number of schools in the area over the coming months so if you would like to arrange a visit to your school please do not hesitate to contact me by telephone or email. 

I look forward to meeting you soon.

Yours sincerely,

Name

Branch Secretary

Association of Teachers and Lecturers - 


 Branch

Mobile: 
Email: 


@atl.org.uk
To: ATL Salford Members

Dear Colleague

Concerns regarding the implementation of PPA time and the National Workload Agreement have recently been raised by a number of ATL members in schools in Salford.

In order to successfully address these problems, we are going to use the enclosed survey to assess the breadth and depth of them.  I would be grateful if you could take a few minutes to complete the form and return in the pre-paid envelope.

The results of the survey will only be used in aggregate; please be assured that individual responses will be treated confidentially.

Initial results will be reported early on in 2007. A meeting to discuss how we can most effectively combat problems exposed through the survey results will take place next term. 

ATL is your union – have your say.

Thanks for your involvement.

With best wishes,

Name

Branch Secretary

Association of Teachers and Lecturers - 


 Branch

Mobile: 
Email: 


@atl.org.uk
Dear Colleagues

Support Staff Survey

Over the last few weeks, Support Staff in Salford have been taking part in a pilot survey encouraging them to highlight the issues concerning them in their schools. The response has been good and many of you have taken the time to fill out the survey and send it back to us. There were common themes emerging from the concerns of our Support Staff members which are starting to give us a clear picture of the difficulties some are facing in their schools. 

All local authorities should now have career structures in place for support staff and schools, giving clear guidance on how to manage the changing roles, both from a workload and salary perspective. ATL will continue to support our support staff members who are not being employed in line with this guidance to ensure that they not only receive the appropriate salaries, but are also not taken advantage of in the workplace.

The survey has also highlighted the need for an improved training program for support staff members. Due to the response from the Salford Branch we can hopefully run the ATL course ‘Support Yourself’ designed specifically for support staff, later in 2007.  Those of you who have requested further information about training will be receiving details shortly.

If you are concerned about any issues and would like further information, then please contact your branch secretary. If you do not have their details then please contact me on the number below and I will pass them onto you.

Support staff are now an integral part of ATL. We believe that people working in education should be members of a trade union and we are the only education union with a National Official dealing specifically with the issues you face everyday. I have enclosed a membership form for you to pass onto any colleagues who might not have joined us yet, or simply for you to leave it in the staff room for potential members to look at.        

Yours sincerely,

Salford Branch

Association of Teachers and Lecturers
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PPA Time / Workload Agreement Support Staff Survey

Name: ______________________________
Membership No.: _________________
School Name:____________________________
Primary (

Secondary (
Email contact: _________________________
Telephone contact: ________________
(In the interests of maintaining lower subscriptions and better union programmes, events, and opportunities you are asked to provide email and/or telephone contact in order that future postage costs are kept to a minimum)

Responses provided in this survey will be used in aggregate. No individual responses will be communicated to your employer

Affects of PPA & the Workload Agreement on Support Staff
Note: If you are a support staff member in more than one school or college, please complete this page once for each position you hold.

1) Are you currently employed:
Full-time
(
0.6 – 0.95 FTE
(

0.3 – 0.55 FTE
(
Less than 0.3 FTE
(
2) Do you provide cover for PPA time?
Yes (
No (
3) If you are a teaching assistant providing cover for PPA time, do you get paid the salary of a higher level teaching assistant (HLTA):



For all the hours service you provide to the school 

(


Only for those hours you provide PPA time cover 

(


Never 







(
4) Has the provision of PPA time and the reduction of administrative tasks for teachers meant additional work for you?
Yes (
No (
5) If YES, have your contracted hours been increased accordingly?


Yes (
No (
6) Do you find yourself being taken out of the classroom in order to complete administrative tasks previously undertaken by teachers?
Yes (
No (
7) Do you regularly work over your contracted hours?

Yes (
No (
8) If YES, by how many?
Less than 1 hour per week (
1-5 hours per week (




More than 5 hours per week (
9) Do you, or have you in the past, felt pressure to take on additional roles and responsibilities without prior negotiation or agreement?

Yes (
No (
10) Do you feel you are adequately recompensed for the work you do?


Yes (
No (




Workplace Members Survey

Name: ___________________________

Membership No: (6 digits preceded by ‘A’): 
____________



College Site & Department Name:


Email contact: ____________________________

Telephone contact: ________________________

You and Your Workplace

1) Are you a: Teacher/Lecturer (
Management Team Member (
Support Staff (
2) Are you?
Full -Time (
Part-Time ( 
If you work part-time how many hours do you work in total per week? _____

3) During the average working week approximately how many hours do you spend on the following:

	Activity
	Hours

	Teaching in the classroom
	

	Class planning & preparation
	

	Marking & other assessment
	

	In meetings with colleagues / management 
	

	In meetings with parents
	

	Teaching / supervising extra curricular activities
	

	Other (please specify)………………………………….
	

	
	

	
	

	
	

	
	

	Total
	


4) Based on the figures provided in the previous response, how is your current work-life balance?

Severely towards work (
Slightly towards work (
In balance (
Slightly towards life (
Severely towards life (
5) Which of the issues below are of concern in your workplace?

Bullying/Harassment
(
Work/Life Balance
(
Classroom Observations
(
Pay & Conditions
(
Lack of CPD/training opportunities
(
Staffing levels
(
Cover
(
Redundancy/Redeployment
(
Lack of Consultation
(
In the box below outline your concerns about any of the issues you have ticked or any other concern not mentioned. 


6) What are the 3 best things about working at name of workplace?


a)________________________________


b)________________________________


c)________________________________

7) What are the 3 worst things about working at name of workplace?


a)________________________________


b)________________________________


c)________________________________

8) Do you have an ATL rep/contact person in your school/college?

Yes (
No (
Don’t know (
If there is no ATL Representative in your workplace then please consider becoming one. You would get the full backing and support of the ATL in your role along with training support & advise through your local ATL branch. Please call me on (telephone number) to discuss the role. 

Thank you for filling in this survey. Please return it to (name) Branch Secretary of (branch name) ATL  







ATL members at City of Bath College have embraced organising activity by making a bit of a splash with a day of collective action after the withdrawal of drinking water at their college. 





City of Bath College is a large further education college in Bath city centre. It is spread over several buildings. In the last academic year the management of the college withdrew the free drinking water, which was available to both staff and students. Water was only available from places such as unhygienic sinks within toilet facilities.





Members of ATL at the college were outraged, particularly during the hot summer months, and together with their rep John Curry worked alongside the ATL organising team to highlight the issue by a one day tour of the College giving out bottles of ATL bottled water to both colleagues and students.      





It was a campaign day, which brought ATL members and students at the college together to respond collectively and act effectively to organise around an issue. 





By taking away the drinking water the college not only affected the health and safety of the staff and students, but also showed a disregard to effective consultation. The ATL free water was well received and many members of staff were impressed by the way ATL had worked with both members and students to highlight this issue. 


 


The stunned management reacted to this member power by agreeing to allocate an initial £4000 towards the reintroduction of free drinking water for both staff and students. The ATL rep, John Curry is pushing for water to be restored in priority areas first such as the cafeterias. John will monitor progress, as it is likely the project will be implemented in several stages. The campaign has seen an increase in membership and has highlighted that when members get active they can achieve real improvements in their working conditions. 





City of Bath College ATL Rep John Curry said: “As part of the water distribution, bottles of water were placed on the water cooler in the senior management team offices. The new senior management team then agreed to look at solutions to the problem for all staff – there was a real buzz around the college that day.





"I was a bit dubious about being an ATL rep at first, but it is has given me the confidence to ask my colleagues about what the issues are affecting their work and helping them to do something about them.”








PAGE  
3

