MAT Training 

Council 79

Part 1:  Welcome, Introductions
Part 2:  What We’re Facing Externally – the Trends Map
Part 3:  Setting up a MAT/Communication Network to Mobilize Workers
Part 4:  Recruiting Our MATS/Developing Our Message 

Part 5:  Next Steps
Mat Training

CN 79 

Objectives 
As a result of this training, we hope participants will:

· “Get it” that AFSCME is under attack and that their survival is dependent upon the membership answering the call to action.  

· Increase their understanding about why the locals must prioritize leadership recruitment and development  

· Develop a communication plan that will support the upcoming battles. 
Materials Needed:  

· Flipcharts

· Markers

· Tape 
· Strips of sticky dots:  4 dots in each strip, different colors are okay
· Flip chart stands in corners of room 
· Paper on wall for trends map (4-6 flip chart pages taped together)
· PEOPLE cards
Total Time:  4 hour training

Possible timing: plus lunch 

Part 1 – Welcome, Intro’s etc. -   30 minutes (approximately 1 minute per person)
Part 2 – Trends Map - 70 minutes 
Part 3 – Building Our Communication Network / MAT/PEOPLE – 60 minutes  

(10 minute break)

Part 4 – Recruiting Our Mats/Developing Our Message - 40 minutes 

Part 6 – Next Steps - 10 minutes 
PART I:  Welcome, Introductions, Objectives

Objectives:  

· Get to know each other

· Understand the objectives and agenda for the training

· Begin to set the stage for the trends map – knowing that we are up against tremendous challenges that require prioritizing leadership recruitment and development.

Time Needed:  30 minutes 
Materials Needed:  
· Flipchart and markers
· HO #1:  Objectives for the Training

· HO #2:  Agenda
In Advance:

· Determine where you can do your “line up.”  

1) Welcome participants and briefly introduce yourselves as facilitators.  Suggest that we begin by getting to know a little about each other.  Ask people to come to a large open area.

2) Ask participants to line up based on how long they’ve been working for their current employer (state, city, schools, etc.).  Tell them they will have to talk to each other to figure out where they go in the line, and encourage them to introduce themselves to each other as they find their place.  

· NOTE:  the line should ideally be a U – with one side representing the fewest years, and the other side representing the most.  
3) Ask folks to introduce themselves, BRIEFLY sharing their name, job, where they live, and how long they’ve worked for their employer (all of this on the PREPARED FLIPCHART).  


Introductions

· Name

· Where you live

· What job you do

· How long you’ve worked for your employer

4) Now ask them to rearrange themselves based on whether they think things are getting better or worse for AFSCME members in Florida.  One side of the line is really bad, while the other side is really good, and in-between is a continuum.  Take a few samples from each side and in the middle by asking people why they chose that spot in the line.  

5) Thank them and ask them to sit down.  Tell them that things have been challenging for AFSCME members in Florida, as they have been for AFSCME members in many parts of the country.  That’s why we’re having this training – to figure out how best to come out on top.  

6) Briefly review Handout #1 – “Objectives for the Training.”  Then briefly review Handout #2 – “Agenda.”   
7) Ask if anyone would like to suggest any Ground Rules to help all of us get as much as possible out of the training.  Post their suggestions on the PREPARED FLIPCHART.  

· NOTE: make sure cell phones on vibrate, take turns, no side conversations, etc., are up there.  
8) Share the Parking Lot with them, which is on the PREPARED FLIPCHART.  Note that if anyone has a question or comment that is off the topic at hand, we will put it in the parking lot and address it on break or at the end of the training.  This will help us stay on time.  


PARKING LOT
Part 2: What Are We Facing Externally?  Trends Map

Objectives:  
1) Identify external trends affecting members 
2) Ground members in the issues
Time Needed:  70 minutes
Materials Needed:  

· Strips of sticky dots:  4 dots in each strip, different colors are okay
· Flip chart stands in corners of room 
· Paper on wall for trends map (at least 4 - 6 flip chart pages taped together).

· Two colors of paper if you choose to do pieces of paper up on the wall for the small group report outs.  

In Advance:

· Prepare your trends map:  place 4-6 (or more) pieces of flipchart paper on a big wall.  In the middle, write CN 79 or AFSCME Florida, and circle it.  
· Choose a wall where you will have groups post their pictures/diagrams.
· If you use the pieces of paper on the wall, locate an empty wall to use.  
· Cut sticky dots into strips for participants, 4 dots each
1) Tell participants we will start by considering all of the external factors that are currently affecting union members.  We will use something called a “trends map” to do this.  

2) Explain ground rules on PREPARED FLIPCHART:  


TREND CHART GROUND RULES




1. All ideas are valid





2. Person who names trend says where it goes





3. Opposing trends are okay


NOTE:  #s 1-4 should take about 20 minutes.  Then 10 minutes to post their dots in #5.  Then about 30 minutes for the small group work and report out.

3) Give an example of a trend (something in the external environment that affects our union or public workers), e.g. Because of the WI fight, polls show that there is growing support for public workers among the public.  (Or any other trend…).

-Remind people that this is a picture of the world as it is right now, not what it could or should be.
-Tell them the trends can be positive, negative, or neutral.
4) Ask people to start calling out trends they see.  Give everyone a chance to speak. Make sure everyone gets to speak once before people start speaking twice.  As they call out trends, draw lines from the circle and write the trend on the line.





TIPS for facilitating this discussion:  

· You may need to work with people who name trends to clarify them – should be a few words, something on the rise or decline, and not something that should be. 
· If it is connected to a trend that is already up there, draw a line off the trend that is already posted (IF the worker who names the new trend agrees).  You can ask questions such as, “Is this connected to anything up here already?” 
· Also try to get folks to stay with external trends, although it is not that big a deal if some internal stuff gets on there.  One way to deal with this is to remind people that the next item on the agenda is to talk about what we are doing and should be doing to deal with these trends, so they will get a chance to talk about the “shoulds”.  

· When it’s finished, the trend map should look something like this:
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5) Give people 4 sticky dots to place on the trends they see as the most important for us to address as union activists.  Each person makes an individual decision as to where to put their dots.  They can put more than one next to an item. 
6) Tell participants that now we’re going to begin thinking about what activists should DO about these trends.  Note that obviously, there are a LOT of things we can do and are doing.  However, the key to ALL of those things is to mobilize more workers – get more people ACTIVE to fight back.  That’s what we’re going to focus on today.  
7) Form small groups (mix them if you have time), and give each group a piece of flipchart paper and markers.  Explain the small group exercise on HANDOUT #3:  “Small Group Discussion – Responding to the Trends Affecting Us.”
· Discuss the trends on the trends map:  what do they mean?  How do they affect us?  Draw a picture or a diagram that pulls together the trends that you think are the most important and shows how they affect us.  

· Recruit someone in your group to take notes and report back.  
After 10 minutes, ask each group to post their pictures or diagrams on one wall, and ask their spokesperson to share it with the group.  

8)    After the report back, return to a full group discussion on the following questions: Flipchart responses 

· Discuss what we are doing well in terms of mobilizing workers/getting people active in order to respond effectively to these trends.  

· Ask: what should we do differently in terms of mobilizing workers/getting more people active?   

Summary Points

· As we can see from the trends map union members are facing tremendous threats.  

· Now more than ever, we need to get more members and non-members active in the union.  

· We’re doing a number of things well when it comes to recruiting and developing activists and leaders, but we can also up our game.  The rest of the training will be about how we can do that.  

BREAK – 10 minutes 

Part 3:  Setting up a MAT / Communication Network to Mobilize Members

Objectives:


1) Identify why people become involved in the Union

2) Become committed to using one-on-ones to activate members and recruit new leaders 

3) Learn what a communication network is and see the value
4) Analyze bargaining unit and identify holes in their activist network
5) Local leaders will identify possible new leaders to recruit
Time Needed:  60 minutes  
Materials Needed:  
· Flipcharts and markers
·  Handout #4:  Communication Network
· Handout #5:  Developing Our Communication Network (MAT) – Mapping/Charting

**The following handouts are just to refer to (they can be used in the future)
· Handout #6: Charting / Mapping Your Workplace (LONG VERSION)
· Handout #7:  Local Union Structure Chart
· Handout #8:  Workplace Chart
1) Begin by noting that now we’re going to focus on how to mobilize workers – get them to be active.  Suggest that we begin to think about how to do this by considering what made US first get active.
2) Conduct a brief survey.  Ask people to think of the first time they got ACTIVE in the union (not just joined but DID something – came to a meeting, went to a rally, signed a petition or postcard, etc.).  
3) Ask for a few people to tell you the first ACTIVITY they did, other than joining the union.
4) Ask everyone to bring their own first experience back up in their minds, and ask them to think about WHY they took that first action.  Ask them to STAND UP if you they chose to participate in the union because:  

· They saw a request on a union bulletin board

· They got an email asking them to participate

· They saw a website asking them to participate

· They got a phone call from someone asking them to participate

· They were asked one-on-one by someone to participate

· They were mad about something at work (or in the union) so they got active
· Other?  

NOTE TO FACILITATORS:  conduct this poll with some drama; ask people to turn around and look at the results.  When it comes to emails, websites, etc., they are fine ways to communicate and we should use them.  However, if our goal is to get people ACTIVE, they are not effective.  

Ask them to really pause and look at all the people standing up for one-on-ones, I was angry, or phone call.  
5) Ask – what did that tell us? (If no one gets these answers, elicit them or raise them yourself).  POSSIBLE ANSWERS:  

· Most people get active in the union when someone ASKS them to – one-on-one.  (So ask…and ask and ask.  Sometimes it takes more than one ask).

· While the other means of communication are GOOD (websites, emails, etc), the BEST way of getting people to say yes to getting active is to ask them one on one.   Phone is okay, but in person is best.  
· The other main reason people get active in the union is when they are upset about something at work (when they have an issue).  So figuring out what people CARE about at work and asking them to get active in the union when they are UPSET with something at work – are good ways to get people to say YES to participating.  (Note that there are probably a lot of things we mentioned on the trends map that would make people angry enough to get involved).  

6) Make the following points:  

· People get active when they care about something and when someone asks them to do something – one-on-one.  

· If we could communicate with every member and non-member ONE-ON-ONE to see what they care about, share the stuff on the trends map, and ask them to get active, we could mobilize a LOT more workers!

7) Pose the question:  “Why don’t we do MORE one-on-one conversations to mobilize people?”  


Possible ANSWERS:

· Time consuming 

· Not enough leaders to get to every single worker.

· It’s hard.
· Sometimes we fear rejection or that we won’t know the answers to questions they ask.
8) Make the following points:

· Our own experience tells us that the BEST way to get people active is to talk with them one-on-one.  
· But the problem is, one-on-ones take a lot of TIME, and there aren’t enough of us to reach every single worker.
· That’s why many local unions are establishing Communication Networks, or MATs.  
9) Ask: how many people have heard of the Member Action Team, or MAT?  Refer to the PREPARED FLIPCHART.  Explain that it doesn’t matter what you call it, and go over the main description. 

MAT - Member Action Team

(A Communication Network)

· It’s a communication and mobilization network

· 1 activist (local leader, steward, or MAT) regularly communicates one-on -one with 10-15 workers (members and non-members) in their work area

· The activist (or MAT) listens to co-workers (finds out what they care about) and asks them to take specific actions 

· (Ideas for specific actions:  petitions, legislative alerts, going to lobby day, meeting with legislators in the districts etc.)
10) Ask participants to turn to Handout #4 – Communication Network, which shows the structure of the MAT and some of the responsibilities of a MAT.  Briefly review.
· Ask for 5 volunteers from the participants to illustrate handout #4 ( one  person in front with 4 people lined up  horizontally behind him or her) 
· When reviewing, note that the executive board members and stewards all communicate with 10-15 people too, and that they recruit MATs to cover areas where there are holes.
11) Also remind them that the activists and stewards should be communicating with members AND non-members.  Ask:  why it is important to communicate with non-members?

· We need them to be active too – they can sign petitions, show up at rallies, and meet with legislators too – it will help us ALL beat back the attacks….

· That’s how we get them into the union! They won’t join unless we talk with them one on one, show we care about their opinion, and let them know what’s going on.
12) Ask for a show of hands of the locals that have MATs or communication networks now.  Also ask what their MATs have accomplished?  (Applause /encouragement).  
13) Tell folks: The key to this is figuring out where you ALREADY have local leaders, stewards and activists, where you have holes, and then recruit more activists (or MATS) to fill in those holes.  That way you can ensure one-on-one communication and mobilization takes place throughout the workplace.

· Tell them we are going to help them do that now.  Ask them to turn to Handout #5:  Developing Our Communication Network (MAT) – Mapping/Charting, and review the directions.  (Also draw an example of the chart on the flipchart).  They have 30 minutes.
14) After they have completed their maps/charts, ask what insights they gained?  What stood out for them?  

15) Tell them that this is a first step in developing their communication network, or MAT.  This is a continual process and that there should be a plan to constantly be updating their charts at every opportunity at board meetings and union meetings. It would also be a good idea to determine where to keep their charts if they don’t have a union office.   For extra tools to help them do this more completely use Handouts 6, 7, and 8.

16) You may also say to the participants that one of the challenges that locals are faced with is where their members are physically located. These charts may be used to gather that information. 

17)  Tell them that this is second phase of this project and that their officers attended a similar training on September2011.  

Summary Points on Next Page  
Summary Points


· Florida AFSCME members are under so many challenges that we MUST have strong one-on-one communication in every local so we can get more people active in order to fight back.
· The key to doing that is to establish a communication network, which you’ve already begun to do.  

· The only way to develop and keep an effective MAT or communication network is to get it BUSY doing something – you can come up with things that your local needs done and use the communication network, AND you will hear about things the Council and International need for the fight back campaign.  You should use your communication system to get all these things done (legislative meetings, lobby days etc.).  
· Next we will talk about how to recruit people to become your MATS.  

NOTE:  if there is a specific ASK, remind them of this right now!

PART 4:  Recruiting Our MATS/Developing Our Message 

Objectives:  

1. Identify some people to recruit to be MATs and develop a plan for recruiting them
2. Develop and practice a message for recruiting specific new leaders & making a PEOPLE ask
Time Needed:  40 minutes
Materials Needed:  
· Handout 9 – Our Plan for Recruiting a MAT

· Handout 10: Steps of a One on One Conversation
1) Tell folks that in this section, we’ll make a plan to recruit some MATS and we’ll develop and practice our message.  

2) Ask them to think about someone who they think would be a good MAT – they may have identified them already in the charting exercise.  Note that:  

· Good questions to ask yourself when identifying potential leaders:
· When they speak, do others listen and follow their advice or directions? 
· When they come to meetings or functions, are others motivated to come along? 
· If the answer is yes, then they are a natural leader.  

3) Ask them to turn to Handout #9.
· Remind participants that the key to getting leaders active is to start with small tasks so that they don’t feel overwhelmed and they experience victories.  This will motivate them to do more in the future.
· Ask group: What small tasks that could be assigned to potential leaders – ESPECIALLY TO BECOME A MAT? 

4) Tell them that we know they’ll have to use a one-on-one conversation to recruit their new MATS, and review the steps of a one-on-one which are up on a PREPARED FLIPCHART.  Tell them this is also in Handout 10: Steps of a One-on-One Conversation.
  

Steps of a One-on-One Conversation

1) Introduction

2) Ask Questions/Find Out What they care about

3) Educate them – let them know what is at stake and what the union is doing 

4) Ask them to do something specific.
5) Walk through the steps and describe them; and ask people what we might do in each step: (can flipchart responses if you want)

· Introduction:  tell them why you are talking with them, ask to sit down if possible. “Hello my name is ___________ and I am here to talk you about our new communication system in council 79.” 

· Ask questions:  (Full group discussion: post responses on flipchart) What questions can we ask? What questions could we ask that would connect to the issues we put up on our trends map? 

How long have you worked here at the worksite?

What are some the issues that you are facing in your work area?

Why is that issue important to you and how do others in the department feel about it? 
· Educate:  What do we want to tell them about what’s at stake and what we are doing as a union? (trends map stuff, fight back campaign, that we are developing a MAT, etc.)

These are some of the issues that we have been talking about that affect our members here in FL.  

(Use trends map priorities)
· Ask them to act – (Full group discussion: post responses on flipchart) What are some things we can ask them to do?  These should be small at first, and we always follow up!  

Will you consider becoming an information officer?
Will you take the PEOPLE pledge?

Will you talk to 5 people in at your worksite about the American Jobs Act? 
6) Tell them that now we will try it.  Ask someone from the group to describe a person they plan to recruit at the worksite.  Give us the details (i.e. it’s Joe; he’s really well liked; he’s done this and that, etc).  Then ask someone else to play the role of ‘Joe’.  Bring him/her up to the front with a chair as well as the person who volunteered a name.

7) Ask the person who volunteered the name to think about the 4 steps of the one-on-one, and to give it a try.  Tell them that if they get stuck, no problem, we’ll ask someone else to step in.

8) Begin the role-play.  At various points, freeze it and ask the group what is going well and what isn’t working. Share some ideas of your own. Take a few comments then ask someone to get up and try their idea.  (They sit down and continue the role-play).

9) Do this several times until you get through the “visit.” 

10) Ask what people got out of this.  Challenge the group to take time when they return to their locals to each pinpoint one potential union leader to recruit by the end of this month.

11) Tell them: Now we’re going to do another kind of ‘ask.” Find a new partner.  Explain that this is a REAL PEOPLE ask. The goal is to get your partner to join PEOPLE at the MVP level or increase their contribution if they are already a contributor.  
Remind them of the steps of one-on-one conversations:

Steps of a One-on-One Conversation

1) Introduction

2) Ask Questions/Find Out What they care about

3) Educate them – let them know what is at stake and what the union is doing 

4) Ask them to do something specific.

12)   Round One: one person asks, one listens.  Choose an issue/Practice asking.  Tell them to keep the HANDOUT: Do’s and Don’ts in mind. They have TWO MINUTES for this round.
13)   Round Two: Either partner speaks. THIRTY SECONDS to complete this round.
14)  Go around the room and listen to the results.
Summary Points:

· You mapped your workplace and now know where you have holes in your local’s communication network.  

· You also identified some people to fill those holes and you have a plan for how to do it.  

· If you follow through, you will be well on your way to upping your ability to mobilize people at work.     

Part 5:  Next Steps / Commitments:  (10 minutes)

This is what we have done today:
·  We have discussed the trends that are affecting the members of AFSCME
·  We’ve talked about the need to recruit more activist
· We know we need to increase the number of members who contribute to PEOPLE 
· We’ve discussed the need for a communication system at the worksite and started work on our MAT system
· And we know how to have those conversations in the work place 
1.
Ask people to join others in their local again, and to list three concrete next steps they will take as a local.  Ask them to flipchart their steps and share them with the group.

· Give them a few minutes and then ask a few volunteers to share their next steps.  

2.   Review the Call to Action Handout #
3. Encourage locals to set up a follow up meeting to assess where they are in their MAT recruitment and make plans to recruit more.
ADJOURN! 

*************************************************************

GROUND RULES








WHAT ARE WE DOING WELL?








WHAT SHOULD WE DO DIFFERENTLY?
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