Analytical framework for teachers’ trade unions
an analytical tool for analysis and measurement of organisational development
The importance of analysing organisational development within teachers’ trade unions has increased during recent years. There is a need for structured methods to determine whether targeted initiatives have had envisaged results and effects, i.e. have contributed to organisational development.

This analytical framework describes in general terms some significant areas for the functioning of any teachers’ trade union. The framework is designed as an analytical tool to systematize qualitative and quantitative information. Organisational development is a continuous process, and the framework provides a simplified picture. All the different aspects are closely interrelated, and will influence each other differently from organisation to organisation.

The framework can be applied in different ways. It could for instance serve as a platform for dialogue within Education International. It could also be used more formally to measure results in Development Cooperation (DC)-work.
When using the framework as a tool to analyse general organisational development over time, it should preferably be applied for analyses at different stages of a project/programme implementation, for example an analysis at the start of a project/programme as well as at the end of a project/programme. The organisational development would then lie in the difference between the results of the first and the second analysis.

The analytical framework has been developed by Lärarförbundet and Utdanningsforbundet. It is based on the programme goal of our DC-work, which is:


To contribute to the development of strong, independent, democratic, and sustainableteachers’ trade unions, working effectively to defend and promote their members’ interests and contributing towards achieving quality education for all. 

The programme objective is divided into four sub-goals in order to structure information on the extent to which the teachers’ trade union:

1.
has organisational capacity to defend and provide services to its members


2.
has democratic and representative structures and procedures 


3.
is a recognised and influential actor in society and politics


4.
cooperates with teachers’ trade unions, and other civil society organisations

These four sub-goals are described in more detail through a number of related indicators. For each indicator there is an explanation of why this subject is important to a teachers’ trade union, and a list of information that will be central to the analysis of the indicator.
This systematic breakdown of the programme objective helps us identify different aspects of organisational strength which require to be analysed in order to document changes. 

1. Organisational capacity to defend and provide services to its members
1.1 Membership and finances
The capacity of a teachers’ organisation to attract large numbers of members is a good measure of the union’s strength. Greater numbers give validity to the organisation and afford it greater power to negotiate and lobby, especially if the composition of members is representative to the composition of the teaching force.

A healthy economy is important if a teachers’ organisation is to be able to implement its priorities in a sustainable way, such as recruitment, services, education, communications, lobbying, etc. Independence of external contributions means the organisation can be governed by the needs of its members. Membership dues are the most important financial sources for a teachers’ union. The collection of dues needs to be well-functioning.

Central information related to this indicator is:

· Number of members and organisational density (in relation to the potential in the sector)
· Gender distribution in membership

· Distribution in membership of other under-represented groups, based on for example profession or type of school or sector, ethnicity, language, disabilities, sexual identity

· Policy, strategies and structures for recruiting

· Number of paying members and system for collection of dues (by hand, check-off or other)

· Membership fee in relation to salaries
· Distribution of funds in the organisation (central, regional and local levels)
· Total financial situation and other means of income
· The financial sustainability of the organisation
1.2 Administration and membership data

A successfully functioning administrative system is vital to any efficient organisation. Functioning administrative routines demand efficient activity planning and budgets and, in addition, continuous work to improve and further develop the administration. This means established routines for reporting within the organisation; and eventually adoption of systems for internal learning.

For administration to be successful, a teachers’ union needs systematic data and statistics on members and potential members. Such information is vital to be effective in for example recruitment, collection of dues and training. 

Central information related to this indicator is:

· Does the organisation have administrative routines and systems for internal learning?

· How is the quality of activity plans, budgets, annual reports and financial reports?

· Does the organisation have systems, statistics or data bases on existing and potential members? 
· How many employed staff or elected representatives work at the central or regional offices?
· What kind of electronic equipment is available and in use in the offices?

1.3 Training of elected representatives and members

Training for elected representatives and members is probably one of the most important functions of a trade union. Trade union training strengthens the organisation as its representatives increase their competence in different fields and contributes to the union’s sustainability, as each new generation of leaders emerge. Trade union training also strengthens individual union members, when they learn more about their rights and how to carry out trade union work.

Central information related to this indicator is:

· Are there structures, strategies and capacity for training of elected representatives?

· Are there structures, strategies and capacity for training of members?

· What is the quality of training (related to content, methods, needs, etc)?

· What is the quality of training material and equipment?

· Do women (and other under-represented groups) have the same opportunities to participate in the training?

1.4 Service to members and defending interests and rights at the workplace 

Attending to the various needs of members at the workplace is vital to the success of a teachers’ organisation. If union members do not see that the organisation is of any use to them in their daily work, they will see less reason for being a union member. 

Central information related to this indicator is:

· Are there representatives (for example, school representatives or study circle leaders) at all workplaces or easily accessible to members?

· Do the representatives at the workplace have adequate skills (labour laws, grievance handling, conflict resolution etc.)?
· Does the organisation offer its members other services such as insurance, credit unions, cooperatives, etc?

2. Democratic and representative structures and procedures
2.1 Democratic structure and procedure

A union must in the first place be democratic in theory; its structures (its statutes) must be functional and democratic. A basic characteristic of a democratic structure is that its statutes integrate under-represented groups, guaranteeing them influence in a variety of ways.

Democratic statutes mean nothing if they are not applied in practice. A truly democratic organisation must not only abide by its statutes but must also be characterized by a democratic climate and democratic procedures, by open discussion where everyone may participate on equal terms. A democratic organisation must also be transparent and open about all essential matters and, above all, it must avoid the slightest suspicion of corruption. Its budgets and financial reports must be transparent and available to its members.

Central information related to this indicator is:

· Are the organisation’s statutes democratic and are the statutes applied in practice?

· Do the statutes secure influence for under-represented groups (gender, ethnicity, age, sexual identity, disabilities, profession, type of school or sector)?
· How often is congress arranged? Are meetings for the National Executive Council and other elected bodies held on a regular basis?

· Are meetings democratically conducted? Is everyone free to voice his or her opinion?
· Are budgets and financial reports available to members?
· Does the organisation have systems for financial management and strategies to prevent corruption?

2.2 Representation of members (gender equality)
A democratic organisation is representative vis a vis the membership; meaning that the composition of leaders and elected representatives corresponds with the composition of the membership. Gender equality is especially important in this respect. In order to represent all groups of members successfully, union leaders must be aware of the appropriate approach to each and every one of them.

A democratic teachers’ organisation must be seen to be legitimate by its members; it must therefore be as independent and self-governing as possible. 

Central information related to this indicator is:

· What is the ratio of men to women in decision-making bodies compared to the corresponding ratio of membership in general?

· Are elected leaders representative? Is there regular renewal of leadership? Are leaders able to see things from the members’ point of view?

· Does the organisation have a gender policy or other policies for its work with under-represented groups? Is the policy being applied?
· Does the organisation work actively with gender equality and other issues of representativity? Are methods and target groups of this work adequate?
· How independent, sustainable and self-governing is the organisation?

· Does the organisation consider the interests of employer, the governments’ or political parties’, religious or ethnic groups’ rather than those of its members?

2.3 Internal communication

Internal communication in an organisation, between various levels of the organisation and with members, is an important aspect of functioning democracy. If members and elected officials are not informed about what is happening, there is no way they can participate in a democratic process and influence decisions.

Central information related to this indicator is:

· How is communication between different levels of the organisation (for example, central office, regional structures, school representatives, members)?

· Does the organisation have a communication policy or strategy?

· Are there systems and capacity in place to ensure good communication?

· Do newsletters and website exist? What is the quality?

3. Recognized and influential actor in society and politics

3.1 Collective bargaining 

The right to negotiate collectively is a fundamental human right, expressed in the ILO core convention Nº. 98. Trade unions that have functioning collective agreements with the employer have become much more powerful; when an organisation is in a position to negotiate collectively, it can make its presence felt. Advances in collective negotiation can have very positive effects on union members and society as a whole; but advances in collective negotiation require high-level competence in this area.

Central information related to this indicator is:

· Does the organization have the legal right to negotiate collectively at national level?

· Is collective negotiation at national level institutionalised?

· Does the organization have effective negotiating capacity? Has the organization been successful in negotiation?

3.2 Political influence (social dialogue)

Teachers’ unions must be legally recognised as such if they are to successfully promote their members’ interests. This fundamental right is expressed in the ILO core convention Nº. 87. Only as a legalised organisation are they in a position to dialogue with government representatives on teachers’ working conditions and educational issues and thus increase their capacity to influence political events. 
The teachers’ unions’ main task is to promote their members’ interests in questions of salary and working conditions and make it possible for teachers in their daily profession activities to assume responsibility for their pupils’ education. The two things go hand in hand; they are inseparable. 
For union activities and strategies to succeed in their objectives, there must be a political will to unite the organisation through politically rooted programmes and policies. The union must be able to look beyond its everyday work and envision a long-term perspective. A weak organisation is often too occupied with “bread and butter” issues to see the union as an agent for future change and to accept a wider social responsibility.

Central information related to this indicator is:

· Does the organisation enjoy the fundamental rights as expressed in the ILO core convention Nº 87: Freedom of Association and Protection of the Right to Organise?

· How do government representatives (for example, the Ministry of Education or the Ministry of Labour) define the organisation? Has it been legally recognised?
· Is the organisation involved in social dialogue? Is this social dialogue institutionalised?
· Does the organisation have programmes and policies for important areas such as education for all, teachers’ status, professional ethics and equality? Are these programmes and policies being implemented?

· Does the organisation cooperate gainfully with political parties; does it lobby political parties?
· Has the organisation made any impact on political issues?
· Does the organisation take a wider social responsibility beyond the traditional trade union issues, for example regarding HIV/AIDS, children’s rights and environment/climate?
3.3 Public opinion

A socially recognized and influential actor is also capable of making an impact on the media to make its issues known to the general public and gain sympathy and support in the public opinion. To achieve this, it must have strategies on how to effectively communicate its policies and making an impact on the media.

Central information related to this indicator is:

· Does the organisation have a media strategy or plan?

· Does the organisation merit attention from the media; has it made an impact of any kind on the media in relation to its prioritised issues?
· How is the general public opinion towards the organisation and the political issues it raises?
4. Cooperate with teachers’ trade unions, and other civil society organisations
4.1 Cooperation with other teachers’ trade unions
Strong, democratically functioning teachers’ trade unions recognize the importance of cooperation with other national and international teachers’ organisations. The EI policy advocates an ideal situation in each country where all teachers in all types of schools together with all those employed in education belong to one united, democratic, national organisation. This would enable teachers in a country to speak with one voice and avoid being played off against each other by ministries of education or employers. On the international level, the ideal is for all democratic teachers’ unions to be members of the EI, in order to strengthen the EI position to exert greater pressure in its negotiations with the World Bank, UNESCO, ILO and other multilateral bodies.

Central information related to this indicator is:

· To what extent does the organisation cooperate with other teachers’ organisations in the country, if at all? Have agreements been reached with other teachers’ organisations to reduce conflict? Is there a potential for mergers between national unions?
· Is the organisation an EI member? Does it actively participate in EI networks and activities?
· Does the organization belong to any other federation or association at regional level?

4.2 Cooperation with other trade unions

Strong, democratically functioning teachers’ organisations have realized the importance of cooperation between unions, not only within the educational field but also at a national level with other types of unions. Cooperation usually takes place within a national confederation, but there are other forms of cooperation; by joining forces with other unions, the teachers’ organisations can pressure more effectively to influence matters of common interest such as labour laws. There is strength in unity.

Central information related to this indicator is:

· Does the organisation belong to a national confederation or trade union centre? How active is it?

· Does the organisation cooperate with other unions in collective negotiation or social dialogue?

· Does the organization act in solidarity with other national or international trade unions?
4.3 Alliances with other organisations in civil society

To be effective in its work, a teachers’ organisation must cooperate with relevant partners in civil society. Greater impact can be achieved if various organisations work together; cooperation of this type may also spur teachers’ organisations to adopt perspectives on important matters which can then become an integral part of internal policies.

Central information related to this indicator is:

· Is the organisation able to form relevant national and international alliances with other organisations in civil society?

· Does the organisation take part in national or international campaigns?
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