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[bookmark: _6qcs828p56w1]Project Plan: Unionization Phase Four— Contract Implementation

	[bookmark: _7vddqhdqe3a4]About This Resource
This resource is part of a resource collection for leaders and managers at various stages of the unionization process.

This project plan is intended to help senior leaders plan the fourth phase of unionization: the implementation phase. It contains:
· Sample language for defining success for the implementation of a newly signed Collective Bargaining Agreement
· A sample project plan for this phase (adapted from TMC’s Project Plan Template & Sample tool)

Note that the due dates are not specific dates, but rather timelines that are functions of when the contract is finalized. Your contract may stipulate different timelines from those outlined in the project plan, in which case you should adhere to the timelines laid out in your organization’s CBA.

Additional resources: 
· If you’re not yet familiar with the phases of unionization, check out Beyond Neutrality’s overview before you jump into this project plan.
· Check out this explanatory guide that goes into deeper detail on each of the steps in this project plan.
· Use this Implementation Chart to track implementation progress article by article.
· Many organizations are working with consultants from Beyond Neutrality and elsewhere to help with the implementation process.



	Project:
	Phase Four of Unionization: Contract Implementation 


The implementation process will be a success if we:
· Set up new policies and practices within a timeline agreed to by both labor and management
· Codify lessons learned to prepare us for future bargaining processes
· Create a plan to strengthen relationships between labor and management
We will coordinate and communicate along the way as follows:
· The [Senior Leadership / Executive Team], driven by the [Chief of Staff / Managing Director / Executive Director], will own the initial tasks of each project plan until the implementation team is established. 
· Coordination with the Union will occur directly between the implementation team and designated union representatives until Union Stewards are selected and a Labor Management Committee is established.
[bookmark: _rx6wfah0v5z4]
Sample Project Plan
For the purposes of this sample, we used common placeholder titles for senior roles at nonprofit organizations. 
Your organization may use different titles, and/or senior leadership may choose a different person or people to own these various pieces of the project. 

	Area of Work
(“Stream”)
	Steps
	Due Date
	Stakeholders / MOCHA
	Status / Notes

	Setting Up the Implementation Team
	Form the Implementation Team.
	When contract has been settled[footnoteRef:1] [1:  Note: The distinction between “ratifying” and “settling” the contract is important. The contract is considered “settled” once both labor and management have tentatively agreed to all of the articles. The contract is “ratified” once both sides formally vote to approve the CBA. Bargaining is not concluded until the CBA is ratified, but management can begin to implement certain elements of the contract after arriving at settlement and before ratification. ] 

	Owner: Chief of Staff
Helpers: Senior Leadership Team
	Implementation Guide

	
	Draft an Operating Agreement.
	As soon as possible
	Owner: Chief of Staff
Helpers: Members of the implementation team
	Operating Agreement Template 

	
	Establish and shift capacity as needed.
	As soon as possible
	Owner: Chief of Staff
Helpers: Senior Leadership Team, HR Director 
	Consider hiring contractors to fill any gaps.

	Celebrating and Announcing the CBA
	Align with the union on announcements and other communications.
	Within 2 weeks of ratification
	Owner: Chief of Staff
Helpers: Union Stewards, Communications Director, HR Director
	Sample press release

	
	Plan and execute a celebration.
	Within 3 months of finalized contract
	Owner: Chief of Staff
Helpers: Union Stewards, Human Resources Director
	

	Implementing Economic Benefits 
	Implement any changes to economic benefits that need to take place ASAP.
	When contract has been ratified
	Owner: Chief of Staff
Helpers: Chief Finance or Operating Officer, HR Director
	Sample implementation chart

	
	Establish processes to collect and forward union fees.
	When contract has been ratified
	Owner: Chief of Staff
Helpers: Chief Finance or Operating Officer, HR Director
	

	Reviewing and Aligning Internal Policies
	Review the tentative agreements (TAs); identify policies and programs that need to stop, start, change, or continue.
	Within 1 month of settling contract 
	Owner: Chief of Staff
Helpers: Senior Leadership Team
	Sample implementation chart

	
	Work with Senior Leadership to determine what applies to non-bargaining unit staff.
	Within 1 month of settling contract 
	Owner: Chief of Staff
Helpers: Senior Leadership Team
	Check with an employment lawyer before making additional changes

	Supporting and training staff and managers
	Set up initial and recurring refresher trainings for directors and supervisors on managing in a union environment.
	As soon as possible
	Owner: TBD within implementation team
Helpers: HR Director, other members of implementation team
	· Sample training deck
· Managing in a Unionized Workplace

	
	Set up training(s) for confidential staff on the CBA.
	As soon as possible
	Owner: TBD within implementation team
Helpers: HR Director, other members of implementation team
	

	
	Set up onboarding processes for unit and non-unit staff.
	As soon as possible
	Owner: TBD within implementation team
Helpers: HR Director, other members of implementation team
	

	Fostering a Healthy Partnership
	Transition to Labor-Management partnership.
	Ongoing
	Owner: Chief of Staff
Helpers: Union Stewards, Senior Leadership Team, HR Director 
	· In It Together
· The Four Elements of Strong Relationships
· Conflict Literacy Framework 

	Establishing your Labor- Management Committee
	Establish a Labor Management Committee (LMC) and recurring meetings.
	Within 1 - 2 months of ratification
	Owner: Chief of Staff
Helpers: Union Stewards, Senior Managers, LMC members, Union staff[footnoteRef:2] [2:  “Union Staff” here means staff of the union itself (i.e. employees of the Nonprofit Professional Employees Union or Workers United/SEIU), who as part of their roles might support the implementation of a CBA at a new chapter.] 

	

	
	Draft an Operating Agreement.
	Within 1 - 2 months of ratification
	Owner: Chief of Staff
Helpers: Union Stewards, Senior Managers, LMC members, Union staff
	How To Draft a LMC Operating Agreement

	
	Train the LMC
	Within 1-2 months of ratification
	Owner: Chief of Staff
Helpers: Union Stewards, Senior Managers, LMC members, Union staff
	FMCS Training

	Debriefing
	Plan and execute a management debrief of bargaining.
	Within 1 month of ratification
	Owner: Chief of Staff
Helpers: Senior Leadership Team, HR Director 
	Sample Collective Bargaining Debrief Agenda

	
	(If appropriate) Plan and execute a joint debrief of bargaining.
	Within 3 months of ratification
	Owner: Chief of Staff
Helpers: Union Stewards, Senior Leadership Team, HR Director 
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