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√ What is a High Performing Local? 

A high performing local is a local that has power. Its power makes it effective in advancing the interests 

of its members in a number of areas, including better salaries and benefits, job security and protection and 

increased job satisfaction. A high performing local promotes involvement in order to shape members’ 

own destinies and the destiny of the employer. 

 

The high performing local is one that communicates with and involves all of its members. It might be 

easier to think of it as Procedural Justice, a process for insuring Union Democracy. The elements 

leading to this sense of justice include members' satisfaction to such questions as: 

 

• Who makes association decisions? 
• What is the procedure to determine a decision? 
• Is the procedure known? 

• What safeguards are there to insure the procedure is followed? 

• Are appeal mechanisms present, appropriate, accessible, and well known? 

 

One area that gets many members interested or excited about their association is the negotiated collective 

bargaining agreement. As an example, using negotiations, employing a procedural justice method might 

involve the following concerns and steps: 

 
 Are the bargaining team members appointed or elected? Does the local's process allow for a 

representative team for all constituencies (experience, gender, race, grade level, and building)? Do the 
members know of this selection process? 

 

 Has the local union conducted a compensation awareness program for the local membership? 

 Have team members participated in coordinated bargaining training? 

 Has the leadership created and properly evaluated surveys? 

 Has the local taken advantage of training for all negotiation team members? 

 Has the local used both written communications and building meetings to inform members? 

 Is there a way to receive continuous feedback from members? 

 Will the local re-survey membership during prolonged bargaining? 

 

 During the ratification process, does the local report on progress as it relates to salary schedule 

philosophy (always a major concern among members)? and report on agreement as it relates to the 
survey’s results? 

PBCTA is hiring a communications director. This will significantly aid the communication with 
the bargaining team. 

 After ratification, is the membership surveyed regarding their sense of procedural justice (Were 

members adequately informed and heeded along the way?) and do gains made help the local progress 
towards long-term association goals? 
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Procedural Justice insures a healthy local 

 

Procedural Justice helps insure individual advocacy for the common good. It is not an attempt to reinvent 

the wheel. Rather, it is a way to reaffirm the wheel, strengthening it by adding a few new spokes. When 

all members are involved in aspects of their local association, their attitude regarding negotiated 

agreements, grievance procedures, political endorsements and association policy increases. . .as well as 

their satisfaction, involvement, and loyalty. 

 
 

√ Characteristics of a High Performing local 

A local usually gains its strength and resulting effectiveness when it has certain components. It has a 

strong internal structure in each building/work site, with trained Faculty Representatives (FRs) in place, 

with no more than fifteen members for each FR. These reps provide personal, face-to-face, two-way 

communication and a mechanism for involving members in activities. 

 

A high performing local’s internal structure also includes communicators who assist FRs in direct 

communication with members in their immediate area. 

 

A high performing local involves as many members as possible in its activities, using the “right person 

for the right job” concept to do so. 

 

In turn, widespread member involvement will be reflected in a varied program of activities and actions: 

varied because any group of people will have widely different interests. For example, a local whose only 

program concerns bargaining will have a difficult time being effective for all potential members. 

 

The high performing local’s program is developed from the ideas and needs of its members, which come 

from face-to-face conversations, surveys, meetings, etc. High member involvement and a varied program 

also suggest a leadership team. A local whose president does everything or where too few members do 

too much, is a weak local. A local with several members taking active leadership positions will be strong 

enough to involve a large percentage of members in a variety of meaningful programs. 

 

The lifeblood of any association is the effectiveness of its committees. Suggested committees for the 
local association are: 

 
1. Budget and Auditing 
2. Communications/Public Relations 

3. Grievance 

4. Instructional and Professional Development 
5. Membership 

6. Human and Civil Rights (HCR) 

7. Legislation/Political Action 

8. Negotiations 

 

Finally, a high performing local communicates and works with other locals because it understands that 

being isolated can lessen its power. Communication between local leaders can increase knowledge and 

spark creativity, resulting in more effective actions and/or programs. As locals work together, they build 

more power in bargaining, in the political arena and in the pursuit of the members’ needs and priorities. 
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√ How do we build a High Performing local? 

Simply listing the characteristics of a high performing local does not guarantee effectiveness. We do 

know that strong locals are committed to the principles listed on the preceding page. For them, 

organizational development is an on-going challenge. 

 

Characteristics of unhealthy and healthy Associations 

 

Unhealthy 

 

1. Members have little ownership in Association goals and objectives. 

2. There is little involvement. Nobody volunteers. People complain, but do nothing. 

3. Officers try to control as many decisions as possible. They make decisions with inadequate 
information and advice. People complain about decisions made, but do little else. 

4. Officers feel alone in trying to get things done. Somehow actions, orders, and procedures don’t 

get carried out as intended. 
5. The judgment of people like Faculty Representatives (FRs) is not respected or utilized. 

6. Communication channels are poorly developed, not trusted, and don’t work! 

7. Feedback is avoided. 

 

Healthy 

 

1. Goals/objectives of the local are widely shared (owned) by members. 

2. Involvement and collaboration is apparent. Members readily offer to help. A system for 

identifying volunteers is in place. Volunteers feel important and are “thanked” for their efforts. 

3. Decision-making has as much input from as many people as possible. Decisions are made on 

information and strategy, not on emotion. Members feel local’s decisions are done with their 

interests in mind. 

4. There is a noticeable sense of team play in the planning and performance of the local - in short, a 

sharing of responsibilities, especially with Faculty Representatives. 
5. When there is a crisis, the members quickly band together in work until the crisis departs. 

6. Members/leaders easily receive information and feel “in the know.” 

7. Constant evaluation and review of programs is routine and made by as many as possible. 
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√ Characteristics of the High Performing Building 

Much as the strong local reflects power, strength, and involvement, so too, the individual work site must 
also reflect these attributes. Other characteristics of the strong building include: 

• 100 % membership 

• A full complement of elected FR’s who are trained and who share the responsibility of 
representing the interests of their identified constituency within the building 

• A liaison committee that has been trained to effectively deal with the building or agency 

administration in resolving building issues and communicating the resolutions back to their 

constituents. 
• Regular face-to-face communication within the building 

• Regularly scheduled 10-minute building meetings 
• Use of technology for communication 

• A system for forwarding building concerns to the local association leadership 

• A system for handling grievances and disputes at the informal and initial level of the grievance 

and dispute procedure 
• A system for activating volunteers within the building for various association programs 

• A system for responding to data requests, i.e. surveys, questionnaires, etc. 

 

√ Characteristics of the High Performing FR 

The Faculty Representative is one of the most important people within the local association structure. 

Without effective FR’s, the local association would have great difficulty in being successful. The 

following are characteristics needed to be an effective Faculty Rep: 

 

• Knows the role and duties of the FR 
• Participates in the Faculty Representative events (meetings, trainings, CTA actions) 

• Conducts building meetings for their members 

• Disseminates materials and acts as a liaison between the Association leadership and its members 
• Promotes membership and activism in the Association 

• Acts as a resource for members 

• Acts as an advocate/representative for members 
• Possesses rudimentary knowledge of contract negotiations 

• Possesses knowledge of contract language-salary, benefits, and working conditions 

• Possesses knowledge of the grievance procedure and acts as a representative at the informal level 

of the grievance procedure 

• Is able to inform members of their basic contractual rights 
• Possesses rudimentary knowledge of administrative practices and policies 
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√ You are a leader 

People in your building think of you as the CTA, FEA, AFT, and NEA. If you are not concerned, 

informed and helpful, your members will blame FEA, AFT, NEA and your local CTA. 

 

In most locals, the FRs are the primary decision-making body). They represent the member at the 

grassroots; consequently, they are the best informed to make the key decisions for the local. 

 
Faculty Representatives must speak on behalf of the membership of their building or worksite when they 
attend representative assemblies. 

 

Here is an overview of your job description: 

 

As a Faculty Representative you should: 

 

1. Attend union meetings. 

 

2. Report your fellow workers’ concerns to your Association officers. 

 

3. Report to your fellow members the activities and concerns of the union. 

 

4. Represent your fellow members in the decision and policy-making process of the union. 

 

5. Attend available training sessions offered by CTA, FEA, AFT, and NEA to improve your skills 

and abilities. 

 

6. Report, as necessary, to the president. 

 
7. Work with the other leader members to prepare an “annual report” of union activity related to 

your goals to be distributed to all members. 

 

 

The rest of this Handbook is devoted to explaining your role further, and giving you tips, techniques and 

information to be an effective Faculty Representative. We hope also that you will receive much 

satisfaction in the results you obtain and in the knowledge that you are helping advocate for your 

members and the important work they do. 
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√ Communicating is your primary role 

You are, first and foremost, a communicator 

 

No Local Association can function successfully without a highly sophisticated method of communication. 

The Local Association leadership must know what is happening, what is being talked about, and what is 

being done in the membership ranks. The membership, on the other hand, must always be aware of what 

the Local Association is doing, what issues are “hot” and what services are available to them from their 

FEA, AFT, and NEA. 

 

The Faculty Representative is the key to any Local Association internal communication system and the 

initial advocate for members in the building. It is through him/her that the individual member is made 

aware of information disseminated by the Local Association and its unified affiliates. Conversely, it is 

through the Faculty Representative that the Local Association leadership is made aware of the needs of 

the individual members. 

 

Your role in communicating is two-way. Members must know what the Association is doing and what it 

offers to them. And it is crucial that you present your members’ concerns and ideas to the local 

Association leaders. No local Association can function successfully without communications, and the 

Faculty Representative is the key communicator. 

 

The FR works directly with members and communicates to them, and gains advice/input from them. 

Personal contact is BEST! 

Why? To provide information 

To receive feedback and information 

How? Face-to-face, one-on-one meetings 

Building Meetings (see 10-minute meeting ideas on page 20) 

Use of communicators (see page 19) 

By attending local Association Rep meetings 

By providing local leaders with information 

 

Face-to-face, one-on-one meetings 

 

FR’s should meet one-on-one with each member and nonmember. (Remember, each FR should have no 

more than 10 people to be responsible for!) These meetings should be designed to gather opinions about 

the local’s efforts and programs, to answer questions, and to generally show that the local – in the person 

of the Rep - is concerned about the person and their opinions, concerns and ideas. The meeting should be 

private, with the FR preparing questions ahead of time. 

 

The benefits of the one-on-one meetings are numerous. The FR gains insight into what the members (or 

nonmembers) feel and believe. The local gains input on its direction and makes the members feel they are 

involved in the Association. The member (nonmember) feels the local is listening and will most probably 

get involved and support the local and its leaders. 

 
Note: This should be done periodically throughout the school year. It is especially important in the 

spring when gaining member’s ideas for the local’s program for next year. 
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√ The FR as architect – establishing a structure that 

works for you 

Every FR should establish a structure in their building or worksite that makes the local effective 

in representing the members. 
 

Key goals of an effective building structure are: personal communication, high involvement, and 

knowledgeable representatives. 

 

One way of organizing your building would be to have: 1) Faculty Reps [building reps, etc.]; 2) 

communicators; 3) program specialists; and 4) interest advocates. 

 

Faculty Reps: Each school or work site should keep the ratio of elected representatives per 

member as small as possible. One representative for each ten members is as large as the ratio 

should be to be effective. This ensures more personal representation; it spreads out the work; it 

gets more people involved; and it builds an FR system which produces future leaders. 

 

Each representative should have a specific group of members they represent. Ten members in a 

certain hallway or a grade level or a department are examples of ways to divide up the 

constituency. 

 

Communicators: Each representative should have at least one communicator. The 

communicator’s primary job is to personally distribute newsletters and other information or 

materials. The members they sere should be determined according to location to ensure quick 

access and delivery. 

 

Note: The use of communicators relieves the FRs of some tasks; provides personal service to 

members; gets more people involved; and offers experience to future FRs. 

 

Specialists: Each local may wish to create program specialists in all of their locations. A good 

example would be grievance specialist or legislative/political action specialist. 

 

The primary responsibility of the specialist is to carry out important program functions that will 

assist the FRs, the local association and the members. 

 

Note: Once again, this position provides more service to members, increases involvement, and 

makes the service to members more visible. 

 

Interest Advocates: individuals who are passionate about a specific issue and bring value to the 

group by sharing what they know and serving as a liaison to issue advocacy groups. 

 

Remember, a strong local association is characterized by high involvement, especially at the 

building/work site level, which will provide the strength to achieve its goals! 
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√ The FR and the 10-minute building meeting 

Faculty representatives who hold regular building meetings-especially in difficult times-have the 

best shot at strengthening membership rapport. 

“But they won’t stay for a building meeting,” you complain. 

“They say they’re too busy.” 

 

Try promising a 10-minute building meeting-timed by the clock. You have to rule with an “iron 

hand” and few words, but you can do it. 

 

Of course, it’s easier for the faculty representative to vote in Representative Assembly by merely 

“sensing” the opinions of members, but have you really done anything to build member 

consensus? Ask members their opinions on association matters. Let them have a voice and the 

feeling that their opinions count in the decision-making process. 

 

Below is a sample announcement of a 10-minute meeting and a sample agenda to distribute at 
the start of each one. 

 

Note on the sample agenda that members still have the opportunity to “let off steam” through the 

tear-off on the bottom. The faculty representative can then talk on an individual basis to those 

who write down their concerns. 

 

Sample Announcement Sample Agenda 
 

10 Minute CTA Meeting 
Wednesday, March 28, 201_ 

 

(10 minutes. You don’t believe it? 

Then bring along your stopwatch.) 

 

We’re negotiating this year—and it 

will be YOUR contract. The 

Association is determined to keep 

YOU informed. Union leaders need 

YOUR ideas. 
 

Remember-Only 10 minutes! 

We begin at sharp. 

We meet at  . 

 

We wind up at sharp. 

 

Honest it really is a 10-minute 

meeting on Wednesday. If you’re a 

doubter, come and time us! 

AGENDA 

Association Meeting 
Schmidlap Junior High 

March 28, 201_ 

 
A. What was discussed at recent CTA Representative 

Assembly, Area Meeting or a CTA Committee 

meeting? 
(2 minutes) 

B. We need your opinions on  . 

Your views will be presented at the next 

meeting. 

(4 minutes) 

C. Latest development on the problem of  . 

(3 minutes) 

D. A CTA Union victory you can be proud of. 

(1 minute) 

 

Time’s up! We told you we could do it in 10 minutes! Don’t 

forget to leave your questions and suggestions at the door. 

 
I’d like to have a meeting about: 
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√ The Faculty Rep as Watchdog 

The FR needs to be constantly looking out for potential abuses of the contract and for threats 

against the contractual rights of the membership. The sample communication below warns the 

FR’s constituents to keep in touch throughout the year on every issue and event that could affect 

the member’s rights and responsibilities. 

 
 Sample Association Rep. Letter  

Palm Beach Classroom Teachers Association 

 
 
Add the date here 

 
Dear Colleague, 

 

The contract under which we work is relatively clear in terms of salary and fringe benefits (yet 

even these areas can be tricky at times). 

 
Other sections of the contract, however, ones that do not affect every member every day, are 

much less clear to many of us. It is in these areas of the contract that we must be especially cautious. 

 

Let’s face it – the contract does not make exciting reading. It nevertheless binds us all to 

responsibilities we must observe, some of which can be fully comprehended only by those experienced in 

contract interpretation. 

 

Therefore, we issue this plea: Before you make a decision that may relate, even indirectly, to the 

contract, please notify me so that we may check out possible ramifications of such a decision. I may not 

have an immediate response. If I am uncertain about an answer to your question, I will check out your 

concern with an association leader, or Palm Beach Classroom Teachers Association Labor Relations 

Consultant, experienced in the given area of contract interpretation. 

 

Our contract binds both parties. Let’s make certain that management fulfills its contracted 

responsibilities, and at the same time let’s protect ourselves from unknowingly committing violations or 

placing ourselves in unnecessarily vulnerable positions. In other words, let’s keep ourselves safe from 

unfortunate repercussions resulting from careless reading of our contract. 

 

In unity, 
 

 

 

 
 

 

Your Name here 

Palm Beach Classroom Teachers Association - Faculty Representative 

√ You are a contract enforcer 
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One of the most important duties of the Faculty Representative is educating members about their 

rights and responsibilities. 

 

➢ You should have a working knowledge of your contract’s provisions and know when a 
member’s concern can be dealt with by the grievance procedure. 

 

➢ You should know policies well enough to advise members who have problems. It is part 

of your duty to make certain that violations are corrected promptly through informal 

conversations and the grievance procedure. 

 
 

A contract is like any right – it is only as good as its enforcement. 

 

 

 

√ Everyone, especially leaders, must enforce the 

contract 

All local Association bargaining unit members should be involved. But contract enforcement is a 

special responsibility of the Faculty Representatives, grievance representatives, committee 

chairpersons, officers, executive committee members – in short – everyone who is a leader in the 

CTA. 

 

In order to help members solve their problems and protect their rights, you should be able to 

identify and report alleged violations of the contract, violations of the established working 

conditions, and/or violations of other legal rights. To achieve this: 

 

1. Keep a copy of the contract with you at all times. 

 

2. Know the time limits of your grievance procedure and never miss them. 

 

3. Report as soon as possible to the appropriate person such as the president or 

grievance chairperson. 

 

 

 

 

 

 

 

 

√ What steps are necessary to enforce your contract? 
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Local Associations must: 

 

1. Explain the new contract to members; 

2. Make certain the Association is ready to take on the job of contract enforcement; 

3. Establish appropriate grievance machinery to protect the rights of bargaining unit 

members; 
4. Establish a grievance committee whose job is to do the three “musts” above! 

 
 

√ What is the best way to explain your contract to 

members? 

Local Associations use different methods, based on local conditions. Some active 

Associations have used all of these ideas: 

 

• Conduct briefing sessions for all members to explain the contract’s major provisions. 
Members of the negotiating team, for example, can serve as a panel, which conducts 

after-school meetings in each school building in the district. 

 

• Write specific guidelines for concepts and procedures in the contract. These guidelines 

should be given to Faculty Representatives and other Association leaders with specific 

suggestions for making certain the agreement is not violated. 

 

• Print and distribute the contract to all Association members. (The Faculty 

Representative is the logical person to distribute contracts personally to the members 
he/she represents.) 

 

• Utilize the local’s newsletter to highlight concepts of the contract and the importance of 

enforcing it! 

 
 

You are the preeminent proponent for a strong, unified Association because you know what 

standing together can do for members.  It is the Faculty Representative’s responsibility to 

support and defend the rights of members. In some situations, the Faculty Representative merely 

forwards a member’s request for help through the proper Association channel. But sometimes 

you must argue for the rights of a member before the administration. In all cases, you – as a 

representative of the Association and as our members’ ADVOCATE – must help guarantee each 

member’s due process rights, rather than make personal decisions about the particular situation: 

 

• Members may not be aware there is a violation or that they can be helped. 

• The integrity of the contract may demand that the local file a grievance even if the 
employee is reluctant. 
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√ Advice you can give to members for the protection 

of their rights 

 
1. When an Association member is called to a meeting with an administrator and it 

turns into an accusatory proceeding, the member should not discuss the matter with 

him/her or attempt to defend him/herself, and should not make spontaneous replies to the 

charges. He/she should request an adjournment of the meeting, then immediately consult 

with the Faculty Representative to discuss the steps to be taken. 

 

2. The Faculty Representative should get advice early – not wait to “see what 

happens.” The Faculty Representative should contact the Association President, 
Grievance Chairperson or UniServ Director. The member may need the benefit of legal 

counsel and can be referred if the CTA Labor Relations Consultant sees the need. 

 

3. Neither the Faculty Representative nor the member should make any public 

pronouncements about the pending case. 

 

4. The member should cooperate with his/her CTA Faculty Representatives and FEA 

advocates regarding written statements involved in accusatory actions. The member 
should not submit to the administrator or board any written statement unless it has been 

reviewed. He/she should be sure to retain copies of any written statements submitted or 
received; including all correspondence related to the case and postmarked envelopes 

containing correspondence mailed to the member in connection with the case. 

 

5. The member should be accompanied to the administrator’s office by a Faculty 

Representative, Grievance Representative, or Local Association officer. 

 

6. The member should be aware of proposals offered by the administration or board and 

should not agree to any proposal whatsoever without checking first with the Faculty 

Representative who has full knowledge of the member’s rights and the specific facts of 

the case. 

 

7. If the Association member is offered an “opportunity to resign,” he/she should, under no 

circumstances, submit his/her resignation unless it is at his/her own insistence and not 

that of the administration, without first conferring with his/her Labor Relations 

Consultant. 
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√ How to respond quickly and effectively to a 

member’s problem 

In the first few minutes or hours following an incident that poses a threatening outcome for a 

member, the Faculty Representative should be prepared to do the following: 

 

Warn member NOT to take any immediate action. The first stage of an incident is often filled 
with trauma, which hinders clear thinking. 

 

Warn members: 

 

• Not to make spontaneous responses to charges brought against them 

• Not to appear at any accusatory hearing (including a meeting with an administrator) 

unless accompanied by Faculty Representatives 

• Not to attempt to defend themselves alone. 

• Not to accept “an opportunity to resign” 

• Not to agree to any proposals, whether orally or in writing 

• Not to submit any written statement to administrators or school directors 

• Not to refuse to carry out an order of an administrator, even though doing so would 

violate the contract 

 
 

Do advise affected members: 

 

• To write down immediately everything that happened – a narrative including time, date, 

location, names of involved persons, witnesses, and actual words spoken 

• To get advice early from Faculty Representatives – not to “wait and see what happens” 

• To keep copies of all correspondence and papers relating to the situation 

 

CAUTION: Many a career has been damaged as the result of a member’s 

failure to pay early heed to one of these cautions. 
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√ How to represent a member 

1. When a member has a complaint, it is important to deal with it as soon as possible and 

with full attention. 

 

2. A complaint is not a grievance, but it has the potential of becoming one. 

 

3. The Local’s intent should be to resolve all complaints and/or grievances at the lowest 
possible level. 

 

4. When a member approaches you with a matter that needs investigating: 

 

▪ Get as many facts from that person as you can 

 

▪ Have the member start describing the events at the beginning of the matter and 

tell you everything they can recall 

 

▪ Probe for details if they are sketchy 

 

▪ Check the current Collective Bargaining Agreement for any clauses that might 
pertain to the matter and which could have been violated 

 

▪ Try to define the practice in your building to see if there are similar incidents, 

especially if the contract is silent on the issue 

 

▪ Have the member create a written chronology of the event(s) 

 
 

√ Preparing a member for a meeting with an 

administrator 

1. Review reasons for the meeting with the member. What has he/she been told? 

2. Outline what the member thinks may be the reasons for the meeting. 

3. If you have questions, call your president or Labor Relations Consultant to review the 

situation and discuss possibilities. 
4. Help the member prepare a defense or response for each issue. Don’t be defensive. 

5. Play the devil’s advocate and challenge each response to each expected charge. Give the 

member the experience of facing tough questioning. 

 

We have legal precedence for representation at meetings 

In the Weingarten vs. The Postal Service case, the arbitrator held that a Union member is 

entitled to a representative if the member has reasonable expectation that the meeting could 

adversely affect his/her employment or be disciplinary in nature. 
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If you, as a Faculty Rep, are uncomfortable with what is happening in the meeting, ask to stop 

and reschedule it when a CTA Labor Relation Consultant can be there. If the administrator 

refuses to stop the meeting, write everything down and call the CTA office as soon as you get 

out of the meeting. Don’t walk out! To leave without the agreement of the Administrator(s) 

would be insubordination – a firing offense. 

 

√ Representing a member in a meeting with the 

Administration 

1. Introduce yourself as the member’s Faculty Representative and explain that you are there 

as a witness and to take notes and to clarify the issues. 

 

2. Clarify the process that will be followed. 

a) The Administrator(s) will usually proceed with the reasons for the meeting or with a 

discussion of an incident. 

 

b) You may ask questions to clarify any portion of the reasons that you do not 

understand. 

 

c) The member may respond to the issues. However, if he/she is angry or upset, you 

may encourage him/her not to respond. 

 

d) If the matter is not resolved or if it escalates during the conference, call your CTA 
Labor Relations Consultant immediately. 

 

3. Consider asking the Administrator these questions to test the basis for the 

discipline or termination. 

 

a) What prompted your decision to  ? 

 

b) Do you mean, (restate the statement made by the administrator)? 

 

c) What (act, deed, behavior) by (member’s name) have you observed which led you to take 

this action? 

 

d) Did you observe that conduct in person? If not, who brought it to your attention? (The 

member has a right to know.) 

 

e) When did you observe this conduct? 

 

f) Can you give a specific incident? (If not, probe for why he/she can’t.) 

 

g) When? (Year? Month? Day? Hour? Season?) 
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h) Did you ever bring this concern to (member’s name) attention before this conference? 

When? Why didn’t you? 

 

i) If students were interviewed, ask for a copy of the questions asked. Were all the students 

asked the same questions? Were the students interviewed separately? 

 

j) If parents or other members have made complaints, ask who these people are. Are there 

contemporaneous notes that we can see? 

 

k) Compare verbal answers with written statements, evaluations, any letters or notes of 

commendation by the same or other administrator(s). If questions about them occur to 

you, ask them. 

 

4. Use close-ended questions to make a point: 

 

a) Did you observe this behavior? 

 

b) Did you bring this matter to (member’s name) attention? 

 

c) Have other members done the same thing as (member’s name)? 

 

d) If yes, are they being disciplined? 

 

NOTE: If the administrator contradicts himself/herself, don’t bring it up, but document it 

carefully. 

 

More tips for Administrator Meetings: 

1) Decide on a theme for the case that might persuade the Administrator, such as - 

 

a) Simple misunderstanding. 

b) Personality conflict. 

c) Arbitrary and capricious. 

d) Bad faith. 

e) Retaliation. 

f) Discrimination. 

g) Member has earned another chance. 

h) Evidence is too equivocal for system to make an adverse decision. 

i) Basic fairness. 

j) “Win-win” for Administrator and member. 

k) Avoid losing before the Board. 

 

2) Organize your initial presentation. 

a) Have an outline. 

b) Remember your theme. 

c) Present positive information before rebutting accusations or dealing with weaknesses. 
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d) Determine what exhibits to share at this level. 

e) Be explicit about your proposed resolution (your “offer”). 

f) Decide when it is strategic to make your offer. 

 

3) Explain why it is in the Administrator’s best interest to resolve the case. 

 
a) Avoid time, effort and hassle of dispute. 

b) Avoid attorney costs. 

c) Build morale. 

d) Reward a member for years of outstanding service. 

e) Because it is fair. 

f) Avoid taking up Board time or losing before the Board. 

g) Avoid media attention. 

h) Other.    
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√ Tips for spotting violations of “just cause” 
- from Arbitrator Carroll R. Daugherty 

1. Did the employer give the employee forewarning or foreknowledge of the possible or 

probable disciplinary consequences of the employee’s conduct? 

 

2. Was the employer’s rule or managerial order reasonably related to the orderly, efficient, 

and safe operation of the employer’s business? 

 

3. Did the employer, before administering discipline to an employee, make an effort to 

discover whether the employee did in fact violate or disobey a rule or order of 

management? 

 

4. Was the employer’s investigation conducted fairly and objectively? 

 

5. At the investigation, did the “judge” obtain substantial evidence or proof that the 

employee was guilty as charged? 

 

6. Has the employer applied its rules, order and penalties evenhandedly and without 

discrimination to all employees? 

 

7. Was the degree of discipline administered by the employer in a particular case reasonably 

related to: 

 

a. the seriousness of the employee’s proven offense, and 

 

b. the record of the employee in his/her service with the employer? 

 

The Supreme Court decision in Weingarten vs. The Postal Service adds another step to 

prove Just Cause: 

 

8. Did the employer allow the employee to have Union/Association representation at any 

step in the disciplinary proceedings? 

 

Arbitrator Daugherty explained that a “No” answer to any one or more of the above questions 

normally signifies that just and proper cause did not exist. In other words, “No” means that the 

employer’s disciplinary decision contained one or more elements of arbitrary, capricious, 

unreasonable, and/or discriminatory action to such extent that said decision constituted an abuse 

of managerial discretion. 
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√ You are a membership Recruiter and Organizer 

As a Faculty Representative, your primary role is that of a vital link – the person who is the first source of 
information for the members. 

 

In effect, you are “The Association” in the minds of the members. Your reputation as a person the 

members can trust and believe is often enough to get employees to join or maintain their membership. A 

member’s opinion about the Association will often be determined by their first contact and the continuing 

relationship. 

 

Buildings and work locations with good membership almost always have active and inspired Faculty 

Representatives. An obvious duty of an FR is to promote and maintain membership in the Association. 

Membership is the first step in organizing. The second is encouraging members to be active in the 

Association. To attain this goal a Faculty Representative should: 

 
 

1. Frequently contact all non-members personally within his/her building or unit to encourage them 

to join. 

 

2. Welcome, personally, all new employees within the first week of their employment and secure 

their membership. 

 

3. Keep on hand membership enrollment forms and dues deduction forms. 

 

4. Immediately notify secretary/treasurer of all changes in employee status within his/her building or 

unit, such as new employees, retirements, leaves of absence, deaths, layoffs, etc. 

 
 

FRs recruit and deliver people for the Association. They recruit new members and advocate that 

everyone pay their Fair Share! They deliver people to work in the Association, because member 

involvement is very important to the local’s success! 

How: The only effective way is one-on-one personal contact!!! 

For What: Recruiting recruiters for recruiting members 

Solicit volunteers for actions and activities 
Recruit other AR’s and Communicators 
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√ Why do people join? 

 
It’s not a secret! 

As a result of analyses done at the national level and in several states, here are the chief reasons why 

people join the Association: 

 

Somebody asked 

 

The asking should be by the right person, and that may not be you. It may be a close friend or neighboring 
colleague. 

 
Peer acceptance 

There is a general tendency for most people to want to be part of the established organization. “It’s the 

thing to do.” 
 

Protection and Professionalism 

Members want an organization that fights to protect and enhance their careers. 

 
Force of habit 

Once members sign up, they tend to stay in the Association and continue their membership until 

retirement. This usually indicates a generally high level of satisfaction with the Association. There is a 

danger, however, that we may take the member for granted. 
 

An Understanding of the Association’s goals and programs 

Most of our leaders fall in this category. 

 
An Opportunity to purchase an Association “Special Services” product 

Some people join the Association primarily to buy one of the many insurance programs provided through 

membership. These programs are good selling points, but they do little to build a commitment to the 

organization. 

 
 

√ What do I get for my dues? 

This is a question that we hear quite often. This question cannot be answered as if you were purchasing a 

consumable commodity. Membership in an association of professional employees is not a purchase. Dues 

are your share of the costs of implementing the Association’s programs that protect and advance your 

interests as a professional educator. 

 

“What do I get for my dues?” can be answered in part then by referring to the basic core of the 

Association’s program. 

 

These include: 

 

• Protecting your employment rights 

• Supporting your economic welfare 
• Promoting and safeguarding better teaching and working conditions 
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• Lobbying for legislative support of public schools 
• Developing and providing training and research 
• Representing your views in various public arenas 

• Communicating with members 

 

How would members you know answer this question: 

What do I get for my Association membership? 

A. An estate for my relatives when I die 

 

B. Nothing, unless my home burns down or if I suffer some other loss 

 

C. Nothing, unless I have an accident 

 

D. Literally thousands of volunteers and professionals working with me and for me at all levels of 

government to protect my retirement system, to make my views known at all levels, to make my job 

easier to do and more rewarding as an occupational choice. 

 

 

√ Membership brings opportunities 

 
Opportunity to be an advocate for your profession 

 

• Association membership – Local, State and National – represents a chance to do more 

collectively for the profession and the public school system than we can ever hope to do alone. 

 

• When you join your local union you also become a member of the FEA, AFT, and NEA. CTA 

represents over 7,600 K-12 public school employees. CTA is a leader in advocating a quality 

education for every child in Palm Beach County by staffing each building with well qualified, 

well compensated public school employees. AFT has more than 1 million members and 

represents the majority of urban school teachers in the nation. AFT is AFL-CIO affiliated. NEA 

has 2.7 million members and is the largest organization in the world dedicated to public education 

and education employees. 

 

Opportunity to enhance your professionalism 

 

• FEA, AFT, and NEA members have access at the local, state and national levels to professional 

development opportunities and professional publications. 
• FEA, AFT, and NEA members have access to leadership and advocacy training. 

• FEA, AFT, and NEA members are connected to their colleagues through local, state and national 

conferences, on-line resources, publications and countless other sources. 
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Opportunity to advocate for children and public schools 

 

• FEA, AFT, and NEA are involved in developing professional standards, establishing 

requirements for professional credentials, school safety issues, and education reform with a focus 

toward quality education. 

• FEA, AFT, and NEA local affiliates bargain to enhance employee quality, through improved 
working conditions and addressing instructional issues such as class size and time to teach. 

• FEA, AFT, and NEA lobby our state Legislature and Congress for quality education for all 

children. 

 
 

Opportunity to advocate for public school employees. 

 

• FEA members have a $3 million dollar liability policy. 

• FEA works at the local and state level to enhance salary, retirement, health care benefits and 

working conditions. 

• FEA, AFT, and NEA work to protect education employees from being treated unfairly or 

arbitrarily. 

 
 

Opportunity to take advantage of individual benefits. 

 

• Union membership offers a host of individual member benefits. These include all forms of 

insurance, financial products, home loans, student loans, travel discounts and financial planning 

services. Often members can save in excess of the cost of their dues by utilizing these benefits. 


