Building the NEU at the base.
A central concern of the NEU is to build capacity in local areas, schools and colleges. Almost all the work of HQ and Regions can be seen as contributing to this vital task. Staff should see in their work that they are helping school and college reps and local officers to be more effective, by giving them tools, strategies, training, effective communications and much else.

This work, building the base of the NEU, in turn increases our ability to campaign for and use our influence for a better education system.

STRATEGY 
There are a set of interrelated strategies that need to be advanced together if the NEU is to increase its capacity, and its voluntary activists’ capacity to improve the lives of teachers and other education staff at work. 

Recruiting members and developing activists

· Membership density (especially re school direct, free schools, cf NASUWT)

· School and college reps ( recruiting, training, supporting, retaining)

· Local officers (recruiting, training, supporting local officers)

Demands on the employer

· Recognition (securing formal recognition at increasing number of schools, including free schools)

· Bargaining (establishing working JNC arrangements, where possible at a multi MAT, LA level, if possible at national level with MATs LAs)

· Facility Time (winning pots, buy in where possible, for rep where not)

Support for activists

· Casework support (reducing workload for local officers, allowing them to do more “organising” via advice line, advice notes, casework officer training, building IT systems to help)
· Bargaining/negotiation/action support on specific target campaigns – eg workload/pay/leave

(These strategies all exist in some form or another in both NUT and ATL sections – but some need refreshing – all of them have to be reviewed as external circumstances change and developed as NEU strategies.)

DATA NEEDS (some of this exists, some needs collecting, some needs updates to database system)
These strategies need to be tested against data to see if they are working. The data needs include:

From Govt DataSets
· Number of MATs of various sizes (see below)

· Geographical spread of MATs (see below)

· Numbers of teachers and support staff in each school

From NEU local officers feeding into HQ

· Number of MATs and SATs with formal recognition

· Number of MATs and SATs with functioning JNC

· Number of MATs and SATs paying into facility pot

· Number of LAs with pots

· Amount of facility time at LA level

· Number of trained officers per LA area

From NEU database systems, using membership info and Govt data
· Number of secondary schools with reps

· Number of secondary schools with trained reps

· Number of large primary schools with reps

· Number of large primary schools with trained reps

· Number of small primary schools with reps

· Number of small primary schools with trained reps

· Number of special schools and units with reps

· Number of special schools and units with trained reps

· Number of members in a workplace with a rep

· Number of members in a  workplace with a trained rep

· Density (teacher density) in secondary schools

· Density (teacher density) in large primary schools

· Density (teacher density) in small primary schools

· Density (teacher density) in special schools and units

· Number of bargaining units that respond to bargaining/negotiation/action support steps.

Analysis of this data

· The above data broken down by LA, region, school (in some cases) 

· Trends on all the above data.

· Analysis of data (eg links between trained reps and membership density etc)

NEU BRANCH STRUCTURE – informed by data in charts below
There are now over 1300 MATs as well as several thousand more stand-alone academies.  Of these MATs, 350 are single academies which have DfE permission to operate as MATs but are not yet doing so.  That leaves almost 1000 MATs which are genuinely multi academy. 

In the larger MATs – spanning many local authorities – we are attempting to build self-sustaining democratic structures to elect lead reps/branch secretaries who, with support, carry out negotiations with the employer. This is important work – in many ways these big chains are system leaders – we must be and be seen to be there.
Organisers have been working in such chains – with some signs of success.

In smaller MATs – we will want a rep on every school – and a lead rep too – but our ambition should be to persuade these MATs to pool their negotiations on a broader basis, through participating in Local Authority level arrangements or on some other basis which brings those MATs together collectively.

This structure for smaller, one-LA MATs points to a continuing need for local officers who can lead those negotiations and seek to recruit and build a team of lead reps in those MATs.
It also suggests that the initial branch structure of the NEU will be the local authority branches and the relatively small number of chain and FE branches currently set up on the membership system.

MAT Size and Geography

The chart sets out the total number of academies within MATs of various sizes. It is striking that whilst the number of academies in MATs of all sizes is growing, the biggest growth numerically is of schools in the smaller MATs.

There are 3627 schools in MATs of 2 to 11 schools.

The next biggest category is 740 schools in MATs of 12 to 21 schools.

The number of schools in bigger MATs is smaller at 718.

There are now 87 MATs with 10+ academies, and 294 with 5+ academies, but around 700 separate MATs with 2-5 academies.

It may be thought likely that if the current academy legislation is maintained then over time the bigger MATs will start to ingest the smaller ones. There is not much evidence of that yet in these charts – but that is something that we must keep under review. 
Geographical spread

The vast majority of MATs are small and the vast majority (1024 out of 1337) are contained within one LA boundary.

	LA Span
	Total MATs

	1
	1024

	2
	194

	3
	56

	4
	25

	5
	10

	6
	4

	7
	7

	8
	1

	9
	1

	10
	5

	11
	3

	12
	1

	14
	1

	15
	1

	21
	2

	25
	1

	26
	1

	Grand Total
	1337


BENCHMARKS
· Whilst targets have many bad effects – we do need to establish current position and decide at least indicative benchmarks that we are aiming for. It is vital that we do this whilst guarding against “hitting the target and missing the point” – in the end its not rep numbers we fundamentally want – but reps backed by members who are capable of changing the situation in their workplaces.
STAFF NEEDS
· Project manager
· Data specialist

· Regional officers

· Organisers

· Regional organisers

· Policy staff

· Training staff

· Comms staff

EXEC INVOLVEMENT?
· Agreement of initial strategy

· Monitoring of Data

· Agreement of revised strategy

LOCAL ACTIVIST INVOLVEMENT

· A user group involved in testing the strategy (cf workload charter projects) and is haring their good practice.
