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ABSTRACT

SUSTAINABLE COMMUNITY LEADERSHIP DEVELOPMENT:

LEADERSHIP AND LEARNING

IN Two MICHIGAN COMMUNITIES

By

Kristin Marie Ramsay

Many people who long for a renewed sense ofcommunity are involved in

voluntary community development organizations. Involvement in such grassroots

organizations contributes to leadership development in communities. This study explored

community leadership development in two communities in Michigan’s Upper Peninsula.

Through focus groups and in-depth, individual interviews, four themes emerged. First,

community leadership develops when decision-making and responsibility are shared by all

members; this encourages a broad base ofleadership. Second, community development

and empowerment are both means and ends to developing leadership in the community.

Third, the process involves action and reflection by project participants addressing issues

ofcommunity concern. Finally, community leadership development requires active

involvement by a diverse group ofcommunity members. One ofthe challenges that

continues to confront community leadership development is the potential conflict between

positional leaders and grassroots leaders within communities.
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PREFACE

“Where does leadership come from, and how can it be sustained?” is the

overarching question asked in this study. My desire to answer this question began in 1994

when a Rendille elder, Mzee Galmagar, leaned back in his chair and said, “Waacha, niende

fora.” He was responding to our questions about leadership in his community. As an

elder, the oldest man in the village and the first to settle in Hulahula, he was highly

respected by the people in this community of2,500 people in Northern Kenya. But after

feeling that his hands were tied by externally imposed leadership structures and

interventions, he didn’t see a firture for leadership in his community. What he told us was,

basically, “Just forget about it. I might as well just go back to the lowlands to graze my

animals. There’s nothing I can do here anymore.”

I can still hear him; I can still see him. After working in that community for five

years, I began to understand more deeply the sense ofresignation in the leadership ofthe

community.

For the last three years, I have been thinking about community leadership. How

are elders reconciled with govemment-imposed leaders within a community? After

returning to the US, I began to notice parallels in our own communities. How are

grassroots leaders reconciled with elected omcials and other powerfirl individuals within



the community? How does leadership develop within community organizations? What

does it take to keep people involved in these organizations?

When I started working with CLIMB (Community Leadership Development—

Michigan’s Best) in 1996, I had the opportunity to begin exploring some ofthese

questions. I was responsible for documenting the histories ofand “lessons learned” in

twelve community-based leadership development projects throughout Michigan. I then

started exploring these questions more deeply with two communities. Through the

interviews and focus groups, in addition to other work I had done for CLIMB, several

themes emerged. These eventually developed into the Conceptual Framework (presented

in Chapter 4), which I then used to organize most ofthis thesis. The concepts seem to cut

across all types ofcommunities. The challenge remains, however, ofreconciling positional

leaders, mainly elected oficials, with grassroots community leaders.
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Chapter 1

COMNIUNITY LEADERSHIP

It seems we have lost hold ofour

communities. It seems as though our

country ispulling apart into separate

peoples who do not know each other.

Edward M. Kennedy

INTRODUCTION

There is a widespread perception that a sense ofcommunity has been lost in

today’s society. In our fast-paced, time-pressured and individualistic society with dual-

income families, cyberspace, telecommuting, cable, satellite television, and cell phones,

people rarely make an effort to know their neighbors. Many people, however, long for a

deeper sense ofbelonging and connection to some larger, shared purpose.

City-dwellers often have idealized rural life, thinking of it as simpler, more

carefree, with its citizens more connected with each other. This is not always the case.

Distances, geography and deeply-rooted animosities can prevent people in rural

communities from connecting with one another.

Institutions have also replaced much ofwhat connected citizens in the past,

reducing dependence on one another and increasing dependence on government



programs (McKnight, 1992; Shaffer and Anundsen, 1993). Whereas in the past people

cared for elderly and ill family members, they now look to nursing homes and hospitals—

the “professionals”—to fill this need. Similarly, people look to banks when they need

money, to the government when they are out ofwork and to therapists when they need to

talk.

As state and federal government agencies and institutions downsize, they are

placing more responsibility and some ofthe financial resources with local community

organizations. The need for communities to become re—connected is growing as local

communities and community-based organizations are increasingly expected to be more

responsible for their own welfare. It took many years for family and community

traditional support systems and interconnectedness to be replaced by professionals and

their institutions. It will take time and a great deal ofeffort by committed, qualified

individuals and groups to reestablish community-based support systems.

In order to do this, community organizations will have to depend upon volunteer

personnel for leadership and service to address the needs and achieve the hopes and

dreams oftheir communities. Thus, the underlying question ofthis research is: Where

does this leadership come from, and how can it be sustained?

There are many factors that influence people’s involvement in a voluntary

organization. Often, people become involved because ofa “catalyzing issue” (Rubin and

Rubin, 1995), a perceived threat, or a significant event (Kiefi‘er, 1984) which is being

addressed or needs to be addressed. Some issues mobilize people over time; others are

resolved quickly and require only short-term involvement. Once a particular issue is



addressed, a person may or may not continue to be involved in related issues (Rubin and

Rubin, 1995; Beckwith and LOpez, 1997).

When people give their time to address a problem or to work to create a stronger

community, there needs to be a degree ofself-satisfaction—no matter how altruistic their

intent. Often this translates into, “What’s in it for me?” Several authors have dealt with

this issue in various ways. The pluralist approach looks at conflict, bargaining, and

coalition formation among organized groups in order to advance or protect their interests

(Grindle and Thomas, 1991)‘. Public choice theory expands the pluralist approach:

interest groups are created by individuals seeking specific self-interested goals, using

money, expertise, and political connections to acquire access to public resources (Grindle

and Thomas, l991)’. Related to this is the rational choice perspective, which suggests

that the personal interest ofindividual members is the most important driving force behind

their behavior within an organization (Robertson and Tang, 1995). This study

aclmowledges, but will not specifically address, these approaches to understanding human

behavior.

In some cases, self-satisfaction is merely a matter ofbeing recognized. A person

wants to be involved, but also wants to be appreciated and to feel a part ofwhat is being

done in order to continue being involved. For the most part, in community organizations,

people are not looking to one person to make all ofthe decisions; they are there because

they want to contribute in some way. The extent to which people stay involved, therefore,

 

‘ See Truman (1951), Dahl (1961, 1971) Lowi (1969), and Lane (1959) for primary sources describing

uralist

This is drawn from Olson (1965), Colander (1984) and Srinivasan (1985).



is often related to the leadership of such organizations. The leadership sets the tone for

the organization.

Leadership capacity exists within each member ofan organization. The extent to

which this is recognized and reflected will often influence the degree and duration of

participation in the organization; it will also influence participants’ level of selfconfidence

as they begin to recognize more oftheir own strengths and abilities.

THIS STUDY

A great deal has been written about why people get involved in community

organizations; much less attention has been paid to sustaining people’s involvement. This

study explores some ofthe issues that affect people’s sustained participation in community

organizations. It specifically addresses the following key questions:

1. Does leadership develop as a result ofparticipation in community organizations?

2. What are the factors that influence a person’s continued involvement in these

organizations?

3. Does involvement lead to greater self-confidence in leadership roles?

4. Does participation in an organization that practices shared leadership and

collective responsibility afl‘ect a person’s determination to apply these principles in

other organizations?

In order to address these question, this study looks at two communities in

Michigan’s Upper Peninsula (U.P.) which have been involved in a leadership development

project called CLIMB (Community Leadership Initiatives—Michigan’s Best). As part of

the efl‘ort to get answers to the above questions, this study also attempts to develop a



methodological approach for assessing the efl‘ects of shared leadership and a process-

oriented approach to community leadership development.

CLIMB

CLIMB (Community Leadership Initiatives—Michigan’s Best) promotes

“leaderfirl’” community organizations, based on the premise that many or all members

share responsibility for leading the organization and developing the capacity needed to

address issues ofcommunity concern. It attempts to stimulate sustainable community

leadership development by promoting innovative ways to develop shared leadership from

within communities. CLIMB’s hope is that this will create a renewed sense ofcommunity

through people’s involvement in and ownership oftwelve projects throughout the state of

Michigan (Appendix A). While learning and practicing shared leadership, community

organizations address issues oflocal concern and are encouraged to reflect upon and self-

evaluate their experiences in developing leaderful organizations.

CLIMB evolved fi'om an efi‘ort in the early 1990s by Michigan State University

Extension (MSUE) to evaluate, and more efl‘ectively address, community issues.

Extension services country-wide had been under attack for not being able to deal with

current issues ofimportance, relying on old methods and old definitions ofthe problem,

and being unable “to transform themselves into institutions for meaningful social change”

 

3Aleaderfiflorganizafionisonehwhichfleadershipmlesandresponmbflifiesamsharedanddistnbuted

as widely as possible” (Vandenberg and Sandman, l995:7).



(LATG, 1993 :7). In response, MSUE sought to transform itself into a significantly more

responsive and relevant organization, better serving the communities ofMichigan.4

MSUE carefully examined its own role in Michigan, and sought to identify and

prioritize issues at the county, regional and state levels. The three key issues that emerged

were Children, Youth and Families; Environment and Natural Resources; and Economic

Development. Leadership was identified as a cross-cutting issue.

MSUE’s self-examination in the early 19903 resulted in a proposal to the WK.

Kellogg Foundation. The opening paragraph provides an excellent summary ofwhy

CLIMB came into existence:

This proposal has to do with a group becoming steeped in

leadership development and coalition building in order to

forge a new partnership: one that will stimulate, nurture,

and sustain a new generation ofcommunity and issue based

transformational leadership development programs

throughout Michigan; and one that will empower local

communities to engage in meaningfirl capacity building for

issue based community development (LATG, 1993 :3).

The Kellogg Foundation and Michigan State University Extension funded CLIMB

in 1993. It actively sought a diverse membership, and invited people from MSUE,

community organizations, and others working with communities to participate in learning

and discovering together new ways ofdeveloping leadership fi'om within communities. It

 

’MSUEhasalonghifloryofleadushipdevdopMpmgramwimmmmummsmmghunmem.

Inthe 19605, MSUEeollaboratedwiththeW. K KelloggFoundationMKKFModevelopandimplemem

the Kellogg Young Farmers Leadership Program statewide. In 1970, MSUE started a multi-county

leadership development program, calling it “New Horizons.” In 1981, this gave way to a new generation

of1eadership development programs, “Expanding Horizons,” which were more flexible, more local,

shorterandlessdependentonMSUcampusresourcepersons.

MSUE was an active participant in the statewide “Michigan Ag Leadership Program” for

agriarltural leaders, a forestry-related statewide program, and the WKKF-funded “Family and Community

Leadership Program.” MSUE developed several youth-related leadership development programs,

including “Group Dynamite,” “Peer Plus,” and “YEA.”



set out to experiment with new partnerships between a land grant university and the

communities it seeks to serve, amt to change the way MSUE engages in leadership

development with its own staffand with community constituents (Kaagan et al., 1995).

Specifically, the goals ofCLIMB are to:

1. Develop partnerships that value diversity, stimulate resource development and

provide leadership for efl‘ective community based leadership development

programs in Michigan.

2. Cooperate with communities in designing the elements of sustainable

community leadership development programs that focus on community issues;

particularly economic development, environmental preservation, and children,

youth and families.

3. Create methods and support a learning environment in which CLIMB partners

and community members enhance their leadership capacity.

4. Collaborate with MSUE in developing methods to expand the development of

community and university partnerships (CLIMB, 1996).

A key characteristic ofCLIMB’s approach to leadership development is that it

recognizes the expertise and knowledge that exists within the communities. It seeks to

bring together community leaders—current and emerging—with MSUE and MSU

personnel to create and develop the kind ofleadership that is needed in communities now

and in the firture. The CLIMB “experiment” seeks to work within communities by:

focusing on issues ofimportance to the local community; developing leadership through

the process ofaddressing problems; and, collaboratively seeking new solutions. It

recognizes that leadership is a combination of service, commitment, credibility, skills,

willingness, and relationships.
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Figure 1: Map ofCLIMB projects



In 1995, six community projects were awarded “mini-grants” ofapproximately

$5,000 each to explore or experiment with new ways ofdeveloping leadership within their

communities. Six additional communities received grants the following year. (See

Appmdix A for descriptions ofeach project.) Each project is unique in size and scope;

some projects are on-going and others are completed. Figure 1 shows the locations of

CLIMB projects throughout the state. Briefly, they are:

the Gratiot Woods Coalition, a neighborhood on the East Side ofDetroit, covers a 36-

block area; community members have organized to clean up the alleys and vacant lots:

in an efl‘ort to revitalize what was once a thriving, close-knit community;

GOLD (Grassroots Organization and Leadership Development) in the city ofBenton

Harbor provided training to emerging leaders within the community in order to

motivate them to become change agents within their neighborhoods;

“21" Century Leadership,” a regional leadership development program in five counties

surrounding Grand Traverse, used interactive television to train current and emerging

leaders in leadership skills to address issues of local concern;

Local Cooperative Leadership Networks are “communities ofinterest” that formed in

several counties; members ofdifi‘erent types ofcooperatives meet over lunch to learn

fi'om one another and from other cooperative leaders;

U.P. Lead covers all ofMichigan’s Upper Peninsula and focuses on developing

leadership while addressing community-based issues within each county,

the Hispanic Youth Leadership Forum in Lenawee Intermediate School District, works

with about 50 Hispanic high school students to develop leadership skills through

training and through volunteering in migrant camps; and,
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o the Youth Enrichment Services in the City ofHolland, worked with up to 50 youth, to

develop leadership, career and academic skills among low-income youth.

Other projects include the community outreach area ofthe Youth Violence Prevention

Coalition in Lansing and Ingham County, the Citizens Information Network that linked 2

rural communities to the internet, and a leadership-related portion ofMIFFS (Michigan

Integrated Food and Farming Systems).’

The criteria for receiving the grants included a specific emphasis on leadership

development while emphasizing innovation and partnerships with community members,

CLIMB members, MSUE, and other related agencies. Some ofthe projects had definite

starting and ending points, like the 21" Century Leadership program; others, like the

Gratiot Woods Coalition and many ofthe projects in U.P. Lead, are persevering and

slowing-

With one year remaining in the WKKF grant to CLIMB, there is an emphasis on

gathering and documenting “lessons learned” and “best practices” related to community

leadership development within these communities. This research, focusing on two

communities in the Upper Peninsula, is one step in that process.

U.P. LEAD

U.P. Lead was one ofCLIMB’s first projects. This section describes the

geographic background and uniqueness ofthe U.P., the goals ofU.P. Lead, how it was

 

’Tmofmeprqjxtswuenmimplemenmdmwghmnylesmmwuelamedztheaawwidehnm

LadersfiprbfingProijmmngmhnkpmentwlummrmmwimmepamofchfldmmthe

SpecialEdueationorMentalHealthsystems, andKalamazoo County’s Non-TraditionalLeader

Dwdopmempmmwmchimendedmmmthemmingmedsofmn-UadifioMmdmom

communityleaders
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implemented throughout the peninsula, and then specifically describes Iron and Baraga

counties.

Background

Surrounded by Lakes Michigan, Superior, and Huron, Michigan’s Upper Peninsula

(U.P.), the size of several East Coast states, was awarded to Michigan as compensation

for a land dispute with Ohio in 1837. It is clear to most people that this was a political,

not necessarily logical, decision (Carter, 1980). From the 1820s even to today, people

have campaigned to make it a separate state, Superior. This is partly because ofthe fierce

independence ofthe U.P. settlers”, or “Yoopers,” as they are affectionately known. It also

has a lot to do with the fact that the U.P. is united with lower Michigan only because of

one ofthe world’s longest suspension bridges, the 5 mile Mackinac Bridge7.

This geographic separation made it difficult to administer", in the early years of

Michigan’s statehood, mail and any visitors had to travel by dog sled through

southwestern Michigan, Indiana, Illinois, and Wisconsin to reach the U.P. Even now, with

the bridge, railroads, airports, and telecommunications, lawmakers in Lansing, the state

capital, have little understanding ofthe U.P.—it’s people, problems, and resources

(Carter, 1980; Martin, 1986). The western U.P. has much more in common with

 

‘ThewheamndndigenmsmlmmthCanadimmdaaAfiicanAmefimndavesand

fieememandRussianJews. Mningandlogginginthe1800screatedmanyjobs,andimmigrantswere

actively recruited from Finland, Italy, Cornwall, Norway, Sweden, Belguim, Germany, England,

Denmark,1reland,Serbia, Croatia, Slovenia,Poland,aswellaspartsoftheMediterraneanandeven

China Manyomemmmebeemnehndwasavaihbleforfamingandbeeausemmmmmjobs

wereplentifirlinthisarea.

7 Completion ofthe bridge in 1957 eliminated such nightmares asthe 23-mile long lines ofcars waiting to

taketheferry.
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Wisconsin—Green Bay is less than an hour from the border—than it does with any part of

lower Michigan.

Geography continues to present many other challenges in the U.P. Most

communities are rural and remote. Going anywhere requires a considerable amount of

travel time—not only are places far apart, but nearly all ofthe roads are two winding

lanes. Winters are long and harsh, with snow usually beginning in October and sometimes

lasting into May. This presents unique challenges for community groups—even to meet

during the winter might be nearly impossible. It also is a testament to the ruggedness and

endurance ofthe Yoopers.

The U.P. was settled mainly as a result of copper and iron mines and logging.

These industries formed the base ofthe U.P.’s economy. Tourism has also grown

increasingly important. Many ofthe mines have closed down in the last few decades,

forcing communities to look for alternative sources ofincome or lose many oftheir

members. Most ofthe communities that relied heavily on the mining industry have

struggled through losing many oftheir working-age population. Some have successfully

attracted new industries; others are still deterrninedly looking for ways to keep their

communities alive.

Despite the harshness and the distance—or perhaps because ofit—the U.P.

attracts many people looking to get away from crowded urban living. In many

communities, couples who moved away halfa century ago because ofeducational and/or

employment opportunities are returning to the U.P. for their retirement. There is some

sort oflove afl‘air that many people have with the U.P. According to one U.P.

“transplant,” the term applied to anyone not born and raised there, “People born and
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raised in the Upper Peninsula (though they may be away temporarily) never really leave it”

(Martin, 1986:vir).

Many people continue to have romantic notions toward the U.P. It is seen as a

wilderness area, a place where time stands still. According to “Wisconsin’s former

governor, Lee Dreyfus “. . .this is truly a place described in the Twenty-Third Psalm, given

to us by the Creator” (in Carter, 1980:61).

It was in this “paradise,” where there is great beauty, wilderness and peace, in

addition to long, harsh winters and scarcity ofjobs, that U.P. Lead was initiated.

Goal of U.P. Lead

The goal ofU.P. Lead was to “do leadership” in a new way. With community

events in each ofthe U.P.s fifteen counties, U.P. Lead was intended to be an experiential

approach to community leadership development rather than a programmatic approach.

The emphasis has been on learning by doing, as opposed to following a set “leadership

development” curriculum, which is most common in the traditional approach to leadership

development programs. Each county had the opportunity to bring together a diverse,

multigenerational group ofcommunity members for a 2-day workshop or “mini-

gathering,” modeled after the statewide CLIMB gatherings, during which time community

concerns were identified and groups self-formed to address some ofthese issues. The

intent was to identify what small groups could do in a short period oftime to begin to

address some ofthe community concerns. The planners recognized the importance of

early successes for the long-term sustainability ofan organization.
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Implementation

Thirteen ofthe fitteen counties in the Upper Peninsula participated (see Figure 2).

Each county formed a planning group for the “mini-gathering.” MSUE provided a

template (Appendix B) for the workshop, covering such topics as community Visioning,

collaborating within communities, working with different personality types, community

asset building, getting things done in communities, and dealing with conflict. The county

planning teams, comprised ofcommunity leaders and others who had participated in

previous Extension leadership programs, worked with this template and adapted it for

their communities. Selecting the presenters was an important part ofthe process—

realizing that the resources and expertise already exist within their communities. Another

important part ofthe process was an emphasis on local control.

The issues identified during the mini-gatherings included such concerns as

community apathy, the breakdown offamilies, substance abuse, encouraging volunteerism,

homelessness, recycling, mentoring, land use planning, unifying divided communities, and

the lack ofactivities for youth. Some ofthe outcomes include repairing outdoor

basketball courts so that youth have an alternative, wholesome activity; linking up to

create a community theater group to unite a divided county; talking in schools to recruit

and promote youth volunteerism; and encouraging students and parents to organize and

stand up for what is important to them in the schools.

Most counties held follow-ups approximately six months after the first gathering.

In addition, there was a 2-day U.P. Lead gathering in March 1997. This was an

opportunity for participants from all ofthe U.P. counties to come together, share

experiences, learn fi'om one another and through sessions on volunteerism, grant writing,
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and youth, and learn more about collaborative leadership fi'om an external facilitator. It

was also a time to explore the future ofworking together on common causes and interests

across the Upper Peninsula.

This study focuses on two counties in the U.P., Iron and Baraga. They were

selected because they attempted to develop community leadership through innovatively

addressing community problems.

Iron County

In Iron County, two groups formed as a result ofthe leadership workshop. One

group was concerned with the division between two sides ofthe county. A hundred years

ago, Crystal Falls “stole the courthouse” from Iron River, and the county seat shifted. The

county is also divided by geography: Crystal Falls and Iron River are fifteen miles apart,

and the river flows between them. Several people commented on the irony that “the only

thing between the two towns is the transfer station” for the county’s refuse.

There is a long-standing and deep-seated bitterness on either side ofthe county.

Many community members agree that this has gone on long enough, and it is time to do

something to bring the two sides ofthe county together. During the U.P. Lead/Iron

County workshop, a group ofpeople decided to look into ways ofdoing this. After

several discussions, they decided to create a community theater to bring both sides

together. At the same time, the theater in Crystal Falls, which hosted traveling theater

groups, was looking into starting a conununity theater. These two groups ofpeople

joined together, and they have produced three plays, with more in process or planned.
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The other group which formed through the U.P. Lead/Iron County workshop was

concerned with youth in the community who face problems ofdrugs, alcohol, and teen

pregnancy. They wanted to provide positive role models to the youth ofthe community.

Several high school students are active members ofthis group. Building on a project

which the Kiwanis Club had been sponsoring, this group has developed a Kinship

Mentoring Program. There are adult mentors for any students and high school student

mentors for younger children.

Baraga County

Baraga is one ofthe oldest counties settled in the Upper Peninsula. It was an

important mission station and trading post throughout the 17003 and 18003. Located on

the Keewanaw Bay, it was most easily reached by boat, though this was possible for only

about halfofthe yearbecause ofice. Bythe early 19003, it had also become an important

tourist destination.

Baraga’s economy was largely based on logging. Timber remains an important

resource, but not to the extent it did in the 18003. Presently, the largest employers in

Baraga County are the Ojibway Casino and Resort and a recently built state prison.

When the people ofBaraga County came together for the leadership development

workshop, they identified several issues ofimportance to them. They formed three groups

to address these issues: volunteerism within the community, focusing on the schools;

alcohol and substance abuse; and family issues.

In addition, there was another workshop especially for the youth. This group

wanted to address child abuse and neglect, but has focused on conununity service projects.
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The high school students, together with adult advisers, are trying to ofi‘er positive, fun

alternatives for other youth in the community. Although there are many outdoor-related

recreational activities in Baraga County, there are few other entertainment opportunities.

As a result, many youth have developed negative reputations for causing trouble because

“there’s nothing else to do.”

LIMITATIONS AND ASSUMPTIONS

This study is exploratory in nature. It does not attempt to describe and interpret in

detail the phenomenon ofleadership development in each community. It also recognizes

but does not address the political forces at work in each community'. It was beyond the

scope ofthis study to investigate the political actors and processes. U.P. Lead focuses

mainly on voluntary community organizations, not on elected positions; this remained the

focus ofthis study. Both ofthese factors are limitations ofthis study, these areas should

be addressed in greater detail in future research.

This study also assumes that leadership potential exists within each person. Often

the best “leaders” do not recognize themselves as such; they see themselves as “doers” and

motivators. Leadership qualities are fostered and drawn out ofpeople through doing. It

is not enough to learn about leadership; it must be practiced and it must be locally

relevant.

 

'CLHMBJorthemostpartdoesnotdirectlyaddresspoliticalissues InearlyCLlMBdocumentathere

was an emphasis on addressing and involving local political leadership. During implementation,

however,thishasrarelybeenthecase. Reasonsforthisshouldbeinvestigatedfiuther.
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Finally, this study is not meant to be representative of all ofthe CLIMB projects.

Looking at Iron and Baraga Counties provides an illustration ofand insights into

developing leadership fi'om within a community.

ORGANIZATION OF THIS STUDY

This study is organized into five chapters. Chapter 2 develops a conceptual

framework for CLIMB and then reviews literature relevant to the key CLIMB-related

concepts, setting the stage for the questions to be addressed in this study. Chapter 3

provides a discussion ofthe methods used to gather the data and gain an understanding of

these community organizations, and also addresses the relevance and pertinence ofthese

methods for this study. Chapter 4 presents and discusses the key issues that emerged

throughout the interviewing process. Finally, Chapter 5 provides a summary ofthis study,

conclusions, and policy research implications related to community leadership

development.



Chapter 2

CLIMB:

CONCEPTS, THEORIES AND DREAMS

CLM is grounded in the idea that leadership involves web-like, non-

hierarchical relationships and rejects apedagogy that emphasizes

‘training ' infavor ofone that emphasizes a continuousprocess of

practical collaboration within a community oflearning.

Markus, 1996: 16

INTRODUCTION

Chapter 1 described what CLIMB does. This chapter addresses the philosophy of

CLIMB: what it is, and what its participants strive toward and believe in. It presents and

discusses concepts ofcommunity leadership development; these key concepts also serve

as Operating principles for CLIMB, and provide a means for discussing how the CLIMB

approach is related to current thinking on community leadership development. Finally,

this chapter identifies some ofthe questions confronting the implementation ofCLIMB in

Michigan.

THE MISSION OF CLMB

The mission statement presented in CLIMB’s Strategic Plan (1995) states that,

“CLIMB seeks to advance community leadership development initiatives for the well-

20
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being ofMichigan citizens.” Several key concepts have emerged in the process of

carrying out this mission statement’. CLIMB partners are interested in new ways of

developing leadership within communities, recognizing that community leadership

development and empowerment are closely intertwined. Partners also recognize that

action and reflection are critical for the sustainability ofconununity organizations and for

motivating volunteers. Finally, CLIMB partners encourage and embrace diversity among

the projects, communities, opinions, and individual backgrounds. ‘ Given the importance of

these concepts, the following section examines community leadership development, praxis

and diversity.

COMMUNITY LEADERSHIP DEVELOPMENT

True belonging is born ofrelationships not only to one

another but to aplace ofsharedresponsibilities and

benefits We love not so much what we have acquired as

what we have made andwith whom we have made it.

Robert Finch

CLIMB developed in response to a need recognized by Michigan State University

Extension (MSUE) to “do leadership in a new way.” CLIMB embraces many approaches

to community leadership development, based on the assumption that leadership emerges as

people who are actively involved in issues ofcommunity concern develop skills and

confidence for a greater sense ofempowerment. It is “not about applying a pre-planned

leadership development curriculum that is ‘taught’ to members. It is about participants

 

’Thesekeymnmswaeidenfifiedaspanofmisnudymmghmmfiummimmnofam

docmnents: theoriginal proposal, annual reports, cvaluator’s reports, project progress reports, notesfrom

CLmngathmingstmmghmtafiemaMmmersafiomwimgrmmsaMindMMsmwhedwim

CLIMB.
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helping to build the curriculum based on individualized needs and collective aspirations”

(CLIMB, 1995217).

CLIMB draws upon Burwell and Killacky’s statement that leadership starts with

increasing self-esteem, confidence and personal power (in MRI], 1992). Based on this

understanding, community leadership development and empowerment are considered

interrelated concepts, building upon and dependent upon each other. Given their

significance, it is useful to look more closely at these concepts, broken down into

approaches to leadership, perspectives on community development, and a discussion of

empowerment.

LEADERSHIP

A group dominated by a leader will never exceed the talents of

the leader

Max DePree

CLIMB projects are based upon the principle that leadership exists only in

relationship to others, and it assumes that leadership develops through participation in an

organization or group when there is shared responsibility, open communication, and

mutual respect. CLIMB partners believe that leadership potential exists within everyone;

it can and does come fi'om many places and is directly related to the long-term

sustainability ofa group (CLIMB, 1996). CLIMB projects embody the idea that

leadership is a relationship among individuals (Vandenberg and Sandmann, 1995; Rost,

1993) and that it “involves mutually determinative activity between leaders and
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collaborators, in which leaders empower others to achieve ethically-gounded, shared

goals” (Markus, 1995233).

The nature ofthis leadership relationship is a key distinction between the difl‘erent

approaches to leadership. The approach that CLIMB uses to leadership builds upon the

analytic framework presented in Table 1. The Old Paradigm describes traditional views on

leadership where power rests in one or a few individuals who control the “followers.” It is

a top-down approach to leadership with clear boundaries between leaders and followers.

The New Paradigrr, which CLIMB strives to demonstrate, is based on leadership that is

shared among members. Boundaries are not based upon a hierarchy, but overlap and

change based upon the talents ofthe members. Each set ofvariables: relational,

organizational and operational, as well as the purpose ofleadership developmentfoperate

along a continuum.

Position and Power

CLIMB rejects the notion that leadership is synonymous with position or authority

(CLIMB, 1996), or the “industrial paradign” (Rost, 1991)”. This approach builds from

other models ofleadership, which look at the issue ofpower difi‘erently. French and

Raven (in Graham, 1987:74) make this distinction:

Leadership is the use ofpersonalpower bases (expert and referent)

whereas supervision is the use ofposition-power bases (reward coercion,

and legitimacy) to influence group members.

 

‘°Themdumimmmdignisdwcnhdm“afimdamnmundunMngof1adasmpmmismuomL

management oriented, male, technocratic, quantitative, goal dominated, cost-benefit driven, personalistic,

hierarchical, short-term, pragnatic and materialistic” (Rost, 1991:94).
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Table l Approaches to Leadership

  

 

  

 

Organizational culture

Structure

 Governing force

I Mode ofaction

Action strategy

Decisions

 

 
  

 

 

  Essie

Shared, dispersed, roving

  
Single, one head

Manager, boss, director Coach, mentor, steward,

facilitator, community builder

Subordinates, followers, Collaborators, partners,

dependent empowered

Empower, develop, co-learn

   

  

ControL direct, patronize

  

Deveolped by the1ho Developed collaboratiely,

persuades, inspires, sells owned by the members

Production, compliance, self- Community, commitment,

interest, homogeneity service, diversity

Hierarchy, clear boundaries Networks; overlapping,

changing boundaries

Policies Vision, values

     
Problem-solving, reactive, Creative, inventive, learning-

adaptive oriented, firture-oriented

Plan—do Engage in group learning cycle:

analyze, act, reflect

Top-down, consultative democratic

   
To develop leader’s skills, To learn to facilitate and build A

traits and behaviors in order to community, and to develop,

influence others educate and empower others   
Vandenberg and Sandmann, 1995
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Foster (1989:49) suggests that, “Leadership is not a firnction ofposition but rather

represents a conjunction ofideas where leadership is shared and transferred between

leaders and followers, each only as a temporary desiglation.” DePree (1992: 190) firrther

cautions that, “a group dominated by a leader will never exceed the talents ofthe leader,”

and stresses that good leadership includes building relationships and influencing people,

not exercising one’s power over others.

Individual as Leader

Foster (1989) examined the traditional theories ofleadership and proposed some

alternative considerations for leadership in the modern context. Transactional

leadership is based largely on exchanges between leader and follower, as with politicians

and voters, involving concessions and negotiations. This is also often the case with

organizational managers. Transformational leadership is the ability ofan individual to

envision a new social condition and communicate this vision to followers; Gandhi and

Martin Luther King, Jr., both exemplified this type ofleadership (Foster, 1989)". It is

also practiced in some management settings, where leaders try to motivate people to do

more than they originally thought possible. They do this by employing one or more ofthe

“Four 1’32” (1) idealized influence—being role models; (2) inspirational motivation—

providing meaning and inspiring others; (3) intellectual stimulation—being innovative and

creative by questioning assumptions, reframing problems, and approaching old situations

in new ways; and (4) individualized consideration—paying special attention to needs for

achievement and gowth, as coach or mentor (Bass and Avolio, 1994).
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Despite siglificant difi‘erences, both ofthese models of leadership emphasize the

leader as hero, the “Great Man” theory of leadership. Kofinan and Senge (1993) caution

that such leadership reinforces the goup’s own powerlessness. Looking to the Great Man

for leadership absolves citizens ofdeveloping leadership capabilities more broadly.

Toward Shared Leadership and Collective Responsibility

Servant leadership has biblical roots12 but was popularized by Robert Greenleat;

who asks, “Do those served grow as persons; do they, while being served become

healthier, wiser, hear, more autonomous, more likely themselves to become servants?”

(Greenleaf, 1993257). He asserts that true leadership emerges from those whose primary

motivation is a desire to help others. This model attempts to enhance personal gowth of

members and to improve the quality and caring oforganizations through teamwork, sense

ofcommunity, personal involvement in decision-making, and ethical and caring behavior

(Spears, 1995).

A new paradign of shared leadership emerges from the values of servant

leadership and transformational leadership. Shared leadership recoglizes that leadership

potential exists within each person, and goes beyond an emphasis on one particular

individual as leader (Rost, 1993). According to this model, the most effective form of

leadership results when many members share responsibility for the leadership ofan

organization.

 

" AnalyzingthelifestoriesofpeoplelikeGhandi, Roosevelt, HitlerandothergJamesMcGregorBurns

first used the terms transactional and o'ansfonnational leadership in his 1978 book, Leadership.

”“Whoeverwantstobegreatamongyoumustbeyourservant” (Matthew20226).
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Shared leadership—variously termed post-heroic, dispersed, collaborative,

collective, or group centered—is based on the assumption that each person has leadership

qualifies. It involves “bottom-up transformation fueled by shared power and community

building. It requires trust, open communication, shared vision and shared values”

(Vandenberg and Sandmann, 1995:1).

Collectivist-democratic organizations operate in a very similar manner. Authority

belongs to the whole group and not just a few oficers; each person is a valued member

(Rubin and Rubin, 1995). When there are insufficient numbers ofmembers who believe

themselves capable oftaking on leadership roles, however, community goups have

dificulty getting established (Kroeker, 1996).

Community Leadership Development: Program or Process

One ofthe four main goals ofCLIMB is to develop a sustainable community

leadership base. In order to achieve this goal, CLIMB is committed to a process approach

to leadership development, rather than a progarn oftraining community leaders. Under a

new paradign ofshared leadership, the purpose is “to learn to facilitate and build

community, and to develop, educate, and empower others” (Vandenberg and Sandmann,

l995:3). This means involving people in decision-making, empowering them to act and

building self-confidence, in order to create the broad base ofleadership necessary for

developing sustainable community leadership and avoid dependence on a few individuals.

Capacity-building, a combination of skills-development and practice, is

necessary for developing community leadership. CLIMB partners recogrize that skills

alone will not produce leadership within a community. Building skills is only a vehicle for
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achieving community change. For example, certain organizational, communication,

conflict and management skills are needed, but CLIMB focuses on developing the capacity

to identify and seek out resources and those with specialized skills. To encourage this,

CLIMBmaintainsanetworkofexperfisethateachcomnmnitycancafluponfor

developing and strengthening skills".

In other words, it is extremely important that the local community control the

process ofleadership development. Community residents determine the direction ofeach

project, and are responsible for the outcomes. “Expert knowledge,” whether from

extension, another CLIMB partner, or any other “outsider,” should not overwhelm or

disable the community. Each project should be community-driven, not driven and directed

by MSUE or any other agency or individual.

Most leadership development programs center on offering curriculum taught to

leaders and emerging leaders (Hartley, 1997). These programs operate on the assumption

that the skills, knowledge and attitudes ofa leader can be learned (Bolton, 1991; Taylor,

1997)" and many assume a heroic view ofleadership that focuses on the development of

leader’s skills, traits, and behaviors (Vandenberg and Sandmann, 1995).

Little research has been done on these structured, skills-based community

leadership development programs (Taylor, 1997). At least one study found no difi‘erence,

pre- and post-test, in participants’ perceptions oftheir leadership abilities. The author

 

”MWamdmuusungormmmmMmde.

Thuemmamwaihblemfadfimeuuommshanundamndingwimflnmmmmiflest

interested

“MTaylmandBdbnmfiedmnfieMmdiesthhehypahedsmmlmsmpcanbemughtz

provide the skills, and leadership will result. Taylor compared respondents’ self-analysis of leadership

mpdendubflmfiosewhpmfidpawdmskms-basedleadashipuaimngwimmosewm

participatedinissue-ornetworldng-basedu'aining Boltonusedpre-andpost-testsonpeoplewho
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concluded that, “To know or understand a concept does not always mean that one has the

ability to apply it in a specific situation” (Bolton, 1991 : 133) because the group showed

very little change as a result ofthe leadership development course.

Studying corporate leadership development programs, Conger (1992)

acknowledges that there are certain skills that are important for developing efl‘ective

leadership and that some ofthese are learnable”, but they require a strong base of

experience, not just a short course.

CLIMB assumes that “community leadership” includes not only elected oficials

but also people at many levels and in many contexts, such as schools, churches, and

neighborhood associations (MRII, 1992). This approach to developing shared leadership

draws from several sources.

Drath (l996:1) challenges people to let go ofthe idea that leadership starts with a

leader ofsome kind. Rather than focusing on the leader, he asks, “What ifyou got

leadership by starting with a community .. .ofpeople making sense andmeaning oftheir

work together?” He continues: “This process ofmeaning and sense-making would

produce leaders as a result” (italics in original). Similarly, Rost cautions against focusing

on the leader rather than on leadership, defining leadership as, “an influence relationship

among leaders and their collaborators who intend real changes that reflect their mutual

purposes” (Rost, 1993 :99). Consequently, leadership development is a process occurring

 

participatedinaleadershipdevelopmentpmm Neitherresearcherfoundanysignificantefl'ectof

skills-basedprogramsonleadershipdevelopment.

”Conger(l992)almpommdmnmedifliCNfiesofskilk-basedleadashipmmng. Theseinclude

mimbmwfiomammedrmfionmmgbackmthemdmba;mefimemmmwtremum

pmcfidngaMmfimngmefldnslarmdmmmefaammmeorgammfionasweuuthemdMMM

createunrealisticcxpectationsaroundcertainskills
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over time“. Others draw attention to fostering a sharing and inclusive atmosphere that

encourages members to ofi‘er their ideas and talents (Bettencourt et al., 1996) and to keep

volunteers involved (Kroeker, 1996).

This discussion suggests that CLIMB confront several questions related to

community leadership development:

0 Is it possible to practice shared leadership within community organizations, when the

dominant paradigrn—where leadership is vested in an individual and based on

positional power—is still prevalent?

o What is the role ofvoluntary community organizations in fostering a new type of

leadership within the community?

0 How can this leadership be sustained over time and through difl’erent situations?

COMMUNITY DEVELOPMENT AND EMPOWERMENT

Community happens only whenpower is sharedand

individuals take rewonsibility

Shafl‘er and Anundsen, 1993:103

CLIMB is concerned fundamentally with the extent ofpersonal and informational

interaction and support that individuals have with others within their community". This is

a reciprocal relationship: the greater sense of community, the more likely people are to

 

“Roa(l993)oflasuvualmggafiomforhowmmnmaMdelivulademMpdevdopmem

pmgramammmnsiaentwimmemwparadigmminhngofdevelopmgleademhipmhaman

developing leaders. One important difl‘erence is to stop concentrating on the leader. He also

recommends reconstnrcting people’s basic worldview about life toward a collaborative orientation.

'7 Shafl‘erandAnundsen (1993:10) suggest that communityisadynamic wholethatemerges whena

groupofpeople“parficipateincommonpractices;dependupononeanother,makedecisionstogether,

idmfifythemxhummfldMnghrgethhemdMWduflrdafimfipsmMmmit

themselvesfmthelongwmmmdrownomanmher’sanduwgroups’wen-being.”
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interact and support each other, the more people interact and support one another, the

greater sense ofcommunity is developed (Chavis and Wandersman, 1990). The reverse of

this is true as well. A sense ofcommunity is lost as people become more independent,

self-suficient, busy with multiple jobs or with home entertainment. Examples of

connectedness and trust, as simple as neighbors borrowing tools or sugar, are rare in many

communities today.

In the past, citizens had more responsibility to care for one another; carrying out

this responsibility was an expression oftheir connectedness, or sense ofcommunity.

Many citizens no longer feel that same degree ofresponsibility as they have grown more

independent and there are many agencies that provide those services. Some have asserted

that Well-intentioned social service providers have ‘invaded, co-opted, overwhelmed, and

dominated’ communities, replacing consenting commitment with dependency upon

‘experts’” (Markus, 1995:37). Still, many people yearn for a renewed sense ofcommunity

with caring and responsibility expressed by each member (McKnight, 1995).

From this perspective, CLIMB views community development as a process of

empowering individuals and groups, and restoring or creating a sense ofcommunity. It is

a “social process by which human-beings can become more competent to live with and

gain some control over local aspects ofa frustrating and changing world... it involves

cooperative study, group decisions, collective action, and joint evaluation that leads to

continuing action” (Chambers and McBeth, 199221).

This approach to community development is derived from the study ofcommunity

psychology which describes it as a process that focuses on the development ofhuman

ecologies by empowering the community; it also considers the combined community,
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human, economic and environmental resources (Chavis and Wandersman, 1990)". It

involves local empowerment, organized groups, and collective control ofdecisions on

projects, programs, and policies that afi‘ect them as a community (Rubin and Rubin, 1995).

' This approach goes beyond a reliance on economic criteria to assess community

development to include a social call to action to expand the degree ofcontrol men and

women can wield over their destinies (Goulet, 1971:272).

Working with illiterate peasants in Brazil, Freire recognized this power. Education

is never nwtral but always serves someone’s purpose. His model ofcritical consciousness

encouraged people to question critical issues, to participate fully in political life, and to see

themselves as creators ofa difl‘erent reality (Freire, 1973; Pilisuk et al., 1996).

Many have asked the question, which comes first: empowerment or participation?

Does involvement enhance participation, or do empowered individuals choose to

participate? Zimmerman (1990) concluded that the connection between participation and

empowerment could be viewed as either an integral component ofempowerment or as

both a cause and effect ofempowerment.

In the study ofcommunity psychology, empowerment “is thought to be a process

by which individuals gain mastery or control over their own lives and democratic

participation in the life ofthe community” (Zimmerman and Rappaport, 1988:726). In

social psychology, empowerment is conceptualized in three ways: a person’s sense of self-

or group-eficacy; a characteristic ofrelationships between individuals, among groups, and

 

"AsDalyandCobb(l989)nmed,wmmumwdevdopmemMsoflmbeenameansothkfing

economicdevelopment “Economics, nothumangrowthdrivesmuchofwhattodaypassesascomnnmity

development” (Chambers and McBeth, 1992:21). This approach contrasts sharply with the community

developmentprojectsthatwereanessentialpartofintemational developmentprojectsformanyyears

(Eicher and Staatr, 1984). See also Christenson (1989).
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between individuals and groups; and a sociopolitical concept, applied to cultures, ethnic

groups and nations (Mttig, 1996). At the individual level, psychological empowerment is

the connection between a sense ofpersonal competence and a desire for and a willingness

to take action in the public domain. Zimmerman and Rappaport (1988) found that a way

to develop psychological empowerment is to become involved in decisions that afl‘ect

community life, and Wittig (1996) found that people’s sense ofincreasing self-eficacy is

related to their involvement in decision-making and leadership.

Clearly, empowerment is inextricably linked with self-perceptions (Kiefi‘er, 1984;

Zimmerman and Rappaport, 1988). People may not necessarily view themselves as

having more power but rather asfeeling more powerful. How powerful they feel, because

ofnewly acquired skills, group solidarity, and achieving goals, is often their definition of

being empowered.

Kiefl‘er (1984) explored empowerment at the individual level among grassroots

leaders. He looked at factors that led to the emergence ofindividual activists in citizen

organizations, in order to illuminate the process from powerlessness to socio-political

empowerment. He found that empowerment grew out ofa catalyzing issue that brought

individuals to the point ofinvolvement. It required growth, development of skills and

competency, and often a mentor, usually an “outsider,” to help in this process. While

acquiring new practical skills was necessary, the feeling ofempowerment requires not just

skills, but a change in thinking: a transition from “selfas helpless victim” to “selfas

assertive and eficacious citizen.” (Kiefi‘er, 1984:32).

Empowerment is, to some extent, context specific (Chavis and Wandersman,

1990). A person may feel empowered in one situation and without any sense ofcontrol in
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another. It is possible, however, that a person may gain confidence through involvement

in one setting or community organization; this confidence is then carried over into other

settings.

While most researchers and practitioners agree on the value ofempowerment for

community development, there is some concern that it may increase individualism and

competitiveness. “Finding one’s voice, controlling one’s resources, becoming empowered

may reduce the interdependence that produces a strong sense ofcommunity” (Riger,

1993239). This individualism is already present in our society, and it would be dificult to '

conclude empirically that an increased sense ofempowerment resulted in a reduced

dependence on one another.

These issues form part ofthe focus and rationale for the present study, and raise

some questions:

0 Does a feeling ofempowerment permeate CLIMB projects?

0 Does a sense ofempowerment spread into other community organizations as

empowered individuals serve in these organizations?

PRAXIS: ACTION AND REFLECTION

lfyoa tell me, I’llforger.

Ifyou show me, I may not remember.

Ifyou involve me, I ’ll understand

Native American Proverb

Kiefl‘er (1984:25), building upon Freire’s notion ofpraxis, describes it as the

dynamic relationship “ofexperience and reflection through which actions evoke new
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understandings, which then provoke new and more efi‘ective actions.” The importance of

praxis raises several key concerns related to CLIMB’s activities.

Process

As discussed above, CLIMB views community leadership development as a

process grounded in issues ofconununity concern, action and reflection (CLIMB, 1996).

This process ofthinking, learning, planning, doing and reflecting builds skills, enthusiasm

and confidence, leading to an increased sense ofempowerment.

Christenson et al. (1989) described the process ofcommunity development as

people arriving at group decisions and taking actions to enhance the well-being oftheir

community. They point out that the task itself is not as important as the process through

which people go to achieve a goal. “During the process people may achieve a task or

objective, but this is incidental to the long-range implications ofteaching people how to

improve the situation” (Christenson, 1989:33).

Issues

Community leadership is developed in the context ofa community and the issues

that concern the community. Whether it is a deteriorating neighborhood or concern for

the youth, it takes a pressing issue—often referred to as a trigger event, catalyzing issue,

or a gut issue—to get people involved in community organizations. When people feel or

perceive a threat, they are most likely to respond (Beckwith and Lopez, 1997; Rubin and

Rubin, 1995). A grassroots leader described it this way: “You can’t empower people

unless you get them involved. And to get them involved, you’ve got to have an issue that
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smacks people somewhere inside that something is wrong... It’s got to be an issue that

touches them in the gut” (Kiefl‘er: 1984225).

The more personally relevant the issue, the more likely people are to respond.

Sometimes the issue is obvious; sometimes it takes a community organizer or a Saul

Alinsky to help people see the relevancy ofan issue". Those who do become involved

recognize that, collectively, they can make a difi'erence and effect change. They go

beyond blaming the system or blaming the victims, and make a decision to work toward

change (Wittig, 1996).

Catalyzing issues usually embody the following characteristics: they must have an

immediate impact—victory for those who organize, or harm ifno action is taken—in

order to shifi people from an inactive to an active role; both the problem and solution must

be specifically defined; and they must be realizable, within the reach ofthose who get

involved (Beckwith and Lopez, 1997; Rubin and Rubin, 1995). In a community or

neighborhood, this often means that locally-based issues have the strongest catalytic

efiea.

Action

In every CLIMB project, action and accomplishments are part ofthe process and

the goal. People come together around an issue and act upon it. Achieving goals—both

 

l”BeckwithandLopee(l99‘7:2)listcomponentsofcommunityorganizingas:aprocessofbuildingporiwer

bymvoMngawnsfinwmymidenfifymgproblemsmeysMRanMngmoseproblemmmmey

desire; identifying the people and structures that can make solutions possible; enlisting those targets in the

effort through negotiation and using confrontation and pressure when needed; and building an institution

thatisdemomafieaflymnfiokdbyawnsfihmcyMcandevdopmecapacitymmkeonfimher

problernsandthatembodiesthewillandthepowerofaconstituency.
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large and small—helps to keep people motivated and enables them to practice shared

leadership.

Efi‘ective action requires a process ofcoordination and planning strategies and

goals (Bettencourt, 1996); action and process are inseparable (Kofinan and Senge, 1993).

This culture, which is so caught up in separation, makes people think that they can address

one without addressing the other. Shaffer and Anundsen (1993) use the analogy ofa

bicycle to overcome the mindframe that insists on separation; they suggest that one wheel

is the “task” and one is the “process.” Both are necessary to move anywhere.

There is potential for conflict behaveen action and process-oriented people, but this

tension can be used as an opportunity for growth within a community organization. Ifthe

group becomes too absorbed in “process,” it may achieve very little. Those who yearn for

a tangible sense ofaccomplishment will get bored and stop participating; those who stay

can become addicted to the group and its process. On the other hand, ifthe group is

addicted to accomplishing tasks, the needs ofthe members will be ignored and the group

identity and connectedness, so vital for sustaining an organization, will be neglected

(Shaffer and Anundsen, 1993).

Reflection

Built into every CLIMB project is the value ofreflection, the opportunity to stop

and think about where the group came fi'om, where it is going, and what it has learned.

Evaluation is not necessarily a formal event, but can be an on-going “honest and open

sharing ofjudgements” (Markus, 1996221). Through this open sharing, the groups

identify what they have learned through both what has and what has not worked. For
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example, the Gratiot Woods coalition realized that “what you came in with is not

necessarily what you’ll end up with. . .Our major goal hasn’t changed, but the way of

getting there has”'°. Revising the original plan enables the group to grow together as they

wrestle with issues and create alternative plans”.

Reflection is a vital part ofthe process in efi‘ective community leadership

development. It means slowing down thinking processes to become more aware ofhow

one thinks and how that affects ones actions (Senge, 1990). Often people are so busy in

community development work that they rarely take the time to stop and think about what

they are doing and why. As a result, they may lose opportunities for growth and for

change that nriglrt make their efi‘orts more effective.

One ofthe main outcomes ofreflection is learning. People learn more when each

person is more conscious ofwhat they are learning individually and collectively; this

awareness is the key to reflective learning (Vaill, 1996). Noer (1997: 16) points out that it

isn’t possible to know all that needs to be known: “The best we can do is to develop

individuals who have learned how to learn, and organizations that are able to learn in the

collective.”

 

20SeeAppendixA

2‘ OneCLIMBpartnercommentedthat“Aplanimplementedasplannedisaplandoomedtofail,”

unphadflngfieneedespedfllywhenwmfingwimmmmmfiammnunMUymvisephmas

necessary.
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Motivation

Each ofthese factors: a pressing issue, action and accomplishments, and engaging

in the process ofreflection, affect the motivation ofmembers. Keeping people motivated is

one ofthe greatest challenges facing voluntary organizations. Most community

organizations, including all CLIMB-related projects, depend heavily upon volunteers. In

addition to involving people in meaningful ways at every stage ofthe process, CLIMB’s

strategies also include an emphasis on having fun, enjoying each other, and celebrating

accomplishments.

CLIMB therefore goes beyond the narrow conception ofrational self-interest that

is widespread in economic and political theory (Olson, 1965). Instead ofbuilding fi'om an

assumption that individuals weigh only expected costs and benefits before engaging in

collective action, CLIMB looks to the values ofcommunitarian comnritrnent, assistance

and participation. Some have suggested that it is a unique sense ofpersonal eflicacy and

self-interest which makes Americans participate, more than most countries, in civic

associations engaged in addressing community problems (Perkins et al., 1996).

Nevertheless, CLIMB recognizes the need to identify the costs and benefits of

involvement in a voluntary organization, but seeks to retain members and remain viable

(Florin and Wandersman, 1990). This may be accomplished through benefits such as a

sense ofempowerment, a sense ofcontribution and accomplishment, and feelings ofgroup

support as well as opportunities to make finds and have fun (Bettencourt et al., 1996).

Several studies confirm the CLIMB concept ofmotivation. Kiefl‘er (1984) found

that participating in collective action brought the issues beyond personal and emotional
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dimensions to social and political dimensions. Individuals found strength in numbers, and

benefited by collaborating with others to solve problems.

Similarly, Bettencourt et al. (1996) found that key components ofintragroup

dynamics, including coordination, motivation, and group identification, are important for

determining whether people will become involved, stay involved, and contribute to the

success ofa grassroots organization. The success ofan ongoing grassroots organization

has as much to do with group identification as it does with the issue being addressed; the

social aspects ofcommunity groups are important for sustained involvement. “In general,

most individuals have a need to feel included and identified with distinctive social groups”

(Bettencourt et al., 19961173). Tarrow (1994) proposes that volunteers might remain

active throughout the cycles of success and failure in an organization because they identify

with the group.

Bettencourt et al. (1996) also found that while organizational leaders do not

necessarily make a concerted efl‘ort to motivate volunteers, there are certain things that

contribute to continued motivation. These include a feeling volunteers have of

connectedness, practicing collective decision-making, fostering good communication

within the group, and scheduling periodic social events. These feelings ofconnectedness

and cohesion contribute to high levels ofmotivation that are sustained over time

(Bettencourt et al., 1996; Perkins et al., 1996; Beckwith and Lopez, 1997; Pilisuk, 1996).

For CLIMB, the key questions arise from the relationship between shared

leadership and motivation within the group. What is the relationship between shared

leadership and sustained motivation within voluntary community organizations? Does

increased sharing ofresponsibility affect the continued participation ofmembers?
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DIVERSITY

Never doubt that a snrall group ofthoughtful, committed

citizens can change the world; indeed it 's the only thing

that ever does.

Margaret Mead

Diversity—ofits membership, types ofprojects and points ofview—are goals of

the CLIMB program. CLIMB has continued to seek a diverse membership by recruiting

and welcoming people of all ages, ethnic backgrounds, and professions. Each member is

encouraged to share his/her point ofview; one ofthe themes within CLIMB is “to create

an environment within which a diversity ofpoints ofview, and even a diversity ofgoals

can co-exist constructively” (CLIMB, 1996220).

The projects range in size, scope, location, and approaches. Table 2 describes

different types of“community,” providing an illustration ofsome ofthe diversity

throughout CLIMB”. This discussion ofdiversity must include consideration of several

types ofissues: difl‘erent communities, difl‘erent collaborative arrangements within those

communities, time commitments ofindividuals, and the logistics ofbringing a diverse

group together.

 

”Mmammmwmmmmwmmmm

idenfifyinmvafiveandefi‘ecfivewaysofdevdophgleadushipndthinmmmMfies. Thisisdescnbedas

a“communityofinterest,”thosewhohavelearnedandactedtogethermdevelopleadershipwithintheir

communities and organizations. CLIMB also involves community-based projects involving groups of

concerncdeitizens. Eachprojedismmmudty—basedanddfivmnmdetaminedbythelargerCLmdB

sum.
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Form of Types of Social and Bases for Examples”

Community Wfim Membership

Neighborhood Integration based on Membership The Gratiot Woods

geographic proximity and determined by place Coalition: cleaning up

onissuesfacingpeople ofresidency alleys,plantingflowers,etc.

withinomgeographicarea inanefi'orttorevitalizetheir

community one block at a

time

Communityof Peoplelivenearone Peoplewholive U.P.Ieadzrdentrfymg'' '

limitedliahility another,butthatrarelyis nearbychoosetojoin communityconcernsand

suficienttocreate'social togetheronrssues' orgamzrn'° gthemselvesto

bonds that particularly address these issues°; GOLD

benefit them leadership training coupled

with on-going action for

concerned community

members

Solidarity Peoplewhosharea Peopleareborninto TheHispanichuth

community common heritage whether solidarity leadership Forum:

ethnic, national, cultural or communities, though leadership development for

religious,thatpromctes thedegrceof Hispanicymnhwithon-

shared values identification varies going applications

by individual

Socialsetwork Integratro'nbasedonshared Indrvr''dualschooseto LocalCooperative

mterests' be involved, but Leadership Networks:

personal background members come together to

factors influence the learn from one another,

possibilities to choose share ideas and expertise,

from work together for both co-

ops and community

Communityoi' Integratro'nbasedona Indrvr"dua1schocse YVPC2expandrrr°g

interest shared understanding ofthe involvement after awareness ofcommunity

importance ofcollective understanding an initiatives to prevent

action issue violence; MIFFS:

collaboration between

farmers and consumers,

developing farming

practices, leadership and

policy; CLIMB 9mm:

people from diverse

backgrounds (personal and

organimtional) share an

interest in community

leadership development
 

adapted from Rubin and Rubin, Carununity Organising andDevelopmart (1995:84-85)

 

”SeeAppendifoordetailsandforotherCLIMBprojects.
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Collaboration, a “mutually beneficial relationship between two or more parties

who work toward common goals by sharing responsibility, authority, and accountability

for achieving results” (Chrislip and Larson, 199425). This is a necessary complement to

diversity that occurs at many levels and in many arenas. Some examples include CLIMB

partners from difl‘erent regions ofthe state, CLIMB’s collaboration with MSUE, difl‘erent

groups within a community, and among individuals from difl'erent projects. CLIMB

recognizes the value ofjoining together, acknowledging the strengths ofeach individual

and each organization involved, rather than assuming that “ours” is the best approach, or

that only the “experts” have the knowledge to make a difference”. CLIMB has learned

that collaborative approaches “. . .broaden the information and experiential base upon

which decisions are based, reflect and respect the diverse interests ofmultiple

stakeholders, and convey community ‘ownership’ ofdecisions and strategies, thereby

enhancing collective responsibility for successful implementation and building the

leadership capacities of all participants” (Markus, 1996:20).

It is important to create an attitude and environment that “seeks out, empowers,

and recognizes good ideas, no matter what the source” (DePree, 19922188). This is

extremely relevant in working with communities, which have diverse interests and groups.

There is diversity in age, ethnic group, profession, economic status, and religious beliefs,

to name a few. This diversity needs to be recognized and specifically targeted in

 

2‘InIronCounty,forexample,agroupot‘citizenscomprisedofhighschoolstudents,parents,and

Wow,mmncumdabmnmugs,dmml,twnagepmgmnds,aMgangsaflwfingtheymnh

Theywantedtomentoryoungersmdentsinordermpmvideposifivemlemodels. Onememberofthis

groupwasawarethatKiwaniswasinvolvedinasimilarprogram;sheprovidedthelinlgandtheUJ’.

IeadgrouplinkedwiththeKiwanisClub,andthereisnowaKinshipMentoringProgramwithintheIron

RiverSchools
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community leadership development initiatives ifthese are to be relevant and grounded in

the local community. The level oflearning and impact felt by participants is increased by

including a diverse group in community leadership development initiatives (MRII, 1992).

Diversity also refers to the length oftime one has lived in a community. New

residents look at the community through eyes that have had difl‘erent experiences; they

have difi’erent expectations than those oflong-term residents. Based on their other

experiences, new residents often see possibilities for change, how they could “improve”

things. Sometimes they serve as powerful, positive catalysts for change in the community

(Quinn, 1994). Extension agents and church leaders also serve as catalysts for change in .

the community.

Taylor (1997) noted the lack of diversity in her study ofcommunity leadership

development programs, and found that most ofthe participants were highly educated

professionals. She suggested there is a need for additional research in this area,

questioning whether the high cost in both time and money to participate in structured,

skills-based training programs contributed to this lack of diversity.

Many authors write about the need for diversity; few ofl‘er advice for how diversity

is achieved. This suggests that CLIMB needs to address the question ofhow diversity can

be achieved and maintained, giving equal voice to all members, especially when dealing

with local power structures in the community.

SUMMARY

This chapter identified key concepts related to understanding the CLIMB approach

to community leadership development. A review ofthe literature concerning these
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concepts raised questions that provide the basis for inquiry ofthis study. These concepts

and questions include:

Community leadership development: leadership, community development and

empowerment.

o Is it possible to practice shared leadership within community organizations, when the

dominant paradigm—where leadership is vested in an individual and based on

positional power—is still prevalent?

o What is the role ofvoluntary community organizations in fostering a new type of

leadership within the community?

9 How can this leadership be sustained over time and through difi‘ercnt situations?

0 Does a feeling ofempowerment permeate CLIMB projects?

0 Does a sense ofempowerment spread into other community organizations as

empowered individuals serve in these organizations?

Praxis: issues, action, reflection and motivation.

o What is the relationship between shared leadership and sustained motivation within

voluntary community organizations?

0 Does increased sharing ofresponsibility affect the continued participation ofmembers?

Diversity: difi‘erent projects and people collaborating

o How is diversity achieved and maintained, giving equal voice to all members,

especially when dealing with local power structures in the community?

0 What is the role of“outsiders” in community development?

Chapter 4 addresses these questions based on research involving two CLIMB-related

projects in Michigan’s Upper Peninsula.
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In order to answer these questions and get at the heart ofunderstanding

community leadership development fi'om a community perspective, it is necessary to use

qualitative methods, ideally engaging participants in a discussion ofthe topic and related

issues”. Chapter 3 describes the methods used for this study, and also begins to develop a

methodology by which CLIMB and others might gather and process the lessons learned

within community organizations.

 

25BothTaylor(1997)andBolton(1991), afiercompletingtheirstudiesofcommrmity leadership

devdopmentpmgramsreahmdmmmeymunablemmmmmunycmudngqmfimfiw

methods. Taylorndedthatfimrmreseamhshmldimludefoarsgrwpsmordermleammomby
. peoplein l' .



Chapter 3

METHODOLOGY

INTRODUCTION

The heart ofthis study is to explore the phenomenon of sustained participation in

voluntary community organizations. Primarily relying on such qualitative methods as in-

depth interviews and focus group discussions preceding and following the interviews, this

study seeks to identify key issues’and themes related to leadership and participation. It

also attempts to develop a methodology which CLIMB, and other community leadership

development organizations, might use to systematically gather lessons learned about

community leadership development.

This chapter describes the methods used to conduct this study. It includes an

explanation ofthe rationale for using qualitative methods as well as the rationale for the

particular methods employed. It also describes the preparation that was necessary for this

study, including selection criteria for the locations and the participants, entry strategies,

and implementation ofthe methods used.

47
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QUALITATIVE RESEARCH

Qualitative research has been described as research “that entails immersion in the

everyday life ofthe setting chosen for the study, values and seeks to discover participants’

perspectives on their worlds, views inquiry as an interactive process between the

researcher and the participants, is both descriptive and analytic, and relies on people’s

worlds and observable behavior as the primary data” (Marshall and Rossman, 199524). It

recognizes the importance ofcontext, setting, and the participants’ unique experiences and

flames ofreference. It does not pretend to be replicable; rather than trying to control a

situation as in traditional, reductionist research, qualitative research records the

complexity ofcontexts and interrelationships. It recognizes that the real world changes,

and does not try to control it. When each design decision and rationale behind it is

recorded, however, other researchers may inspect and learn from procedures and decisions

made throughout a qualitative study.

RATIONALE

This study was exploratory; as such, it required a methodology that allowed for

participants’ ideas to emerge and to be expressed in their words and thoughts. Through

focus group discussions, in-depth interviews, observation and review ofexisting data

about the communities, this study explored the dynamic ofleadership within two

communities.

The conventional positivist paradigm requires that systematic inquiry address

internal validity, external validity, reliability, and objectivity. Lincoln and Guba (1985)

suggest that four alternative constructs might more accurately reflect the assumptions of
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the qualitative paradigm. First is credibility, demonstrating that the inquiry was

conducted in such a manner as to ensure that the subject was accurately identified and

described. Second is transferability, or generalizability, to other settings; these authors

suggest that this responsibility rests more with the investigator who would wish to make

these generalizations, rather than with the original investigator. Triangulation, or using

multiple sources, multiple informants, or multiple data gathering methods strengthens the

transferability ofqualitative research. The third construct is dependability, which

recognizes and attempts to account for the changing nature ofthe phenomenon being

studied as well as changes in the design ofthe study. It assumes that, “the social world is

always being constructed, and the concept ofreplication is itselfproblematic” (Marshall

and Rossman, 1995:145). Finally, the fourth construct, confirmability, is more useful in

qualitative research than the positivist concept ofobjectivity. It involves asking whether

the results ofthis study can be confirmed by another researcher.26

Focus Groups

Morgan (1988) encourages using focus groups at the early stages ofresearch in

order to guide the later construction ofthe interview questions. This helps to ensure that

the topic is being looked at from the perspective ofthe participants. The researcher’s

desire to involve participants fiom the outset and to gain an understanding oftheir

priorities formed the rationale for starting the field research with a focus group in each

county.

 

2‘ See Marshall (1990) in Marshall and Rossman (19952146-148) rota “subjectivity checklist” with

aitedaforamssingthevalueandfiustwonhinessofquafitafiveresearch
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Whyte (1984) concluded that using a genuinely non—directive approach in research,

such as asking someone, “Tell me what’s important to you,” makes people uncomfortable.

He found that they often respond by asking, “What do you want to know?” which not

only puts the direction ofthe conversation back on the researcher, but the original

uneasiness felt by the informant also afl‘ects the remainder ofthe discussion.

This supports Kruger’s statement, that “Focus groups possess the capacity to

become more than the sum oftheir participants, to exhibit a synergy that individuals alone

can not achieve” (Kruger, 1994245). Focus groups are especially valuable when the

researcher desires ideas to emerge fiom the group.

In-Depth Interviews

The ill—depth interview has been described as “a conversation with a purpose”

(Marshall and Rossman, 1995280). Whyte (1984) stressed the importance ofshowing the

informant the fi'eedom to introduce materials that were not anticipated by the interviewer;

this was definitely practiced during these interviews. Qualitative in-depth interviews are

“much more like conversations than formal events with predetermined response

categories. The researcher explores a few general topics to help uncover the participant’s

meaning perspective, but otherwise respects how the participant frames and structures the

responses” (Marshall and Rossman, 1995:80).
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Follow-Up Sessions

A follow-up session was built into the original design ofthis research”. This step

is critical for a number ofreasons. First and foremost, it gives back to the community the

information that they have fieely shared with the researcher. In addition, the extractive

nature ofmuch research was cited in the Leadership Academy Task Group (LATG, 1993)

survey as something that has had a negative impact on communities’ view ofthe

univasity. The LATG also specifically pointed out that any information gathered must be

shared back with the community.

Knowledge is power, and this knowledge and understanding belong within the

community, not to any outside researcher. Kiefi‘er (1984:29) noted, “To the extent that

knowledge ofone’s setting helps to deal the one’s setting more efi'ectively, generation of

knowledge is empowering.”

Next, triangulation, the “act ofbringing more than one source ofdata to bear upon

a single point” (Marshall and Rossman, 19952144), greatly strengthens the validity and

transferability ofthe data. Morgan (1988) encourages beginning and ending the research

with focus groups.

PREPARATION

Preparing for this study involved several steps. In addition to identifying the issue

to be studied and reviewing relevant literature, sites were selected and issues ofentry and

ethics were addressed.

 

”Thissessionhadnotyettakenplacebythefimethisdocumentwaswritten Thiswasduetoscheduling

difiiarltiesot‘theprojectcoordinatorsandtheresearcher. Therewassomeon-goingcommunication
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Site Selection

CLIMB is involved in twelve projects throughout the state ofMichigan. A few of

these projects have been particularly innovative in their approaches to leadership ’

development. Some appear to be quite dynamic, maintaining higher levels ofenthusiasm

and participation and looking for ways to continue, expand or branch out from the original

project.”

U.P. Lead, one ofthe twelve CLIMB projects, has embodied much ofwhat

CLIMB was meant to be; that is, a learning laboratory for developing leadership at the

community level around issues ofcommunity concern. It is community-based,

conununity—driven, and utilizes community expertise. The MSUE regional community and

economic development specialist for the U.P. is very enthusiastic about and extremely

committed to the potential that exists for community leadership development. This

enthusiasm is contagious and her commitment is admirable.

Thirteen counties participated in U.P. Lead. Two counties were selected in order

to obtain different perspectives and dynamics on a similar process which each county

followed: developing a workshop utilizing local expertise to come together to learn and

discuss issues related to leadership development and the local community. The intent was

not to compare the two counties, but to draw fi'om them the lessons learned about

community leadership development.

 

bawemthemsumhuammmordimmhpmfidedmfeedbackmwfiamaflsomepapa.

Efi'ortsarestillbeingmadetoreconvenetheparticipantsforfollow-uptothisstudy.

”mummmWWmmjeadescfipfionsqmmflymponsaMmimfiom

themeetingsofCLIMB’sCoordinatingTeam,aswellasdiscussionswhichhavetakenplacewithinthe

ResearchAdvisoryCommittee.
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One ofthe main purposes ofthis research was to develop a methodology for

gathering and analyzing lessons learned within communities about leadership development.

While these two counties are not necessarily representative ofall ofCLIMB’s programs,

they do provide valuable lessons that are, in many ways, cross-cutting. As a result, the

methods can be adapted for use in other communities.

Iron and Baraga Counties were selected because ofthe potential to explore the

question ofparticipation and leadership in voluntary community organizations. There

were several considerations afl‘ecting the decision to study these counties. First of all, a

number ofparticipants are still active in the projects. Second, the ways in which these

counties have attempted to address the issues ofcomrmrnity concern are innovative and

creative. Third, the County Extension Directors (CEDs) are very actively involved both in

their communities and in the CLIMB program; they were also interested in this research

and willing to support it by arranging for the focus groups and providing ofice space

whenneeded. Finally, itwasassumedtlrat sincethesecountiesarelocatedinthefar

western halfofthe peninsula, they would not have been saturated by other researchers in

the past.29 It was hoped that people would look forward to talking about their projects

and their communities rather than dreading talking with “another researcher who jets in

andjetsout,taldngupourtimebutgivingusnothinginreturn.”

 

2"‘I'hisassurnptionwasnotnecesmrilyvrrlid;agroupot'studentsandfacultyfiiomMSUisworkingto

develop a “heritage loop,” highlighting sites of historic value and natural beauty that will benefit tourism

inthearea BaragaCountyisnearNorthernMichiganUniversityandMichiganTech,sothereisalotof

university-county interaction there. Nevertheless, researchers had not overwhelmed the communities in

thepast.
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Entry and Ethics

The decision to work in Iron and Baraga Counties and the types ofquestions to

explore were a collaborative effort by members ofCLIMB, the researcher’s guidance

committee, the U.P. regional community and economic development specialist, the County

Extension Directors (CEDs), and the researcher. It was important that this study would

not merely extract information fi'om busy people for the sake ofresearch; this

collaboration continued throughout the planning, implementation and analysis ofthis

study. Those who were collaborating with the researcher were very interested in this topic

and in working together to explore some ofthe issues related to sustainable community

leadership. For the most part, however, they did not have specific questions that they

wanted to be explored.

MSUE personnel were assured that this study would not consume large amounts

oftheir time. They were extremely supportive ofthis research, but each had already over-

extended schedules. They provided a list ofthe names ofpeople to contact and some

logistical support (arranging a venue for the focus groups), and were invited to participate

to the extent that they were able and willing.

Letters ofintroduction were sent based on the lists ofU.P. Lead participants

(Appendix C). The letter described the purpose ofthe study and invited each person to

participate in a general discussion ofthe project. The letter also mentioned that they

might receive a phone call requesting an individual interview about the project and their

involvement in it. Interviewees were selected based upon their involvement in the
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projects; for the most part, people who were no longer active were not interviewed.” To

know who was still involved, the researcher first asked the CEDs. In the process of

calling the participants, people mentioned the names ofothers who influenced their

decision to get involved or who had been very active in the project. The goal for this

study was to interview ten people in each county. Most ofthese interviews were

scheduled prior to beginning the fieldwork; some ofthem were arranged after the

fieldwork had begun.

IMPLEMENTATION

The introductory focus groups and the in-depth interviews were carried out in May

1997. The research in Iron County took place fiom May 5-10 and in Baraga County from

May 11-15. The general strategy involved three main components: meeting with a group

of5-8 people for an introductory focus group discussion; conducting individual interviews

with approximately 10 people; and following-up a few months later with another larger

group discussion after preliminary analysis ofthe data. The researcher also actively

observed the settings ofthese projects including the geographic area and the people,

sought to understand some ofthe history ofthe area, and reviewed relevant statistical

documents about the area.

 

30Thiswastideliberatledecision 'I‘heintentwastoexploresomeoftheissresrelatedtosuuained

involvementincommunityprojects. Althoughtheresearcheracknowledgesthefactthatmuchcouldalso

be learned about why people are no longer involved, she needed to limit the study to one whichrs “do-

able” (seeMarshallandRossman, 1995: 5-7, foradiscussion of decision criteria). Inadditiontothetime

andresmncesMwmfldhmbeenmededmmtaviewmompeoplehwmflwdearMpeopkwho

werenolongerinvolvedwerereluctanttotalkwiththeresearcher.
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Initial Focus Group

In Iron County, the initial focus group met on May 6'“, the first full day ofthis

study. In Baraga County, the focus group met on the evening ofMay 13“, which was

almost three days into the study.3 ‘ Participants introduced themselves and briefly

described their involvement in the community. They then discussed the purpose ofthis

study—from the perspective ofCLIMB, ofthe researcher, and the participants. Their

input was actively sought on designing the remainder ofthe study. Participants were also

asked ifthey had- any questions. A few people asked how long the study would last, what

would be done with this information, and requested that they receive whatever documents

are developed fiom this research. Participants were asked ifthey had any questions

related to community leadership and to these projects which they would want explored

during this study. People seemed to be caught ofilguard by this question, more

accustomed to the traditional research approach: the researcher is the one with already-

prepared questions and participants just answer these questions.32

There was one question raised in Iron County. In an apparently fiustrated tone,

one member asked, “How can we get these difl‘erent groups who are doing similar things

to start working together?” He commented that he has joined as many organizations as

his schedule permits in order to be a cross-pollinator, one who knows what the different

 

"Thefiflngofmkmanymmwudepememrmonthexhemuuofparfidmms;manyofthemm

involvedinothermeetingsearlierintheweek. Althoughmeetinghalfwaythroughtheresearchwasnot

ideaLitwasnecessarytoaccommodatetheschedulesoftheparticipams.

32Attimes,italsoseernedasifthepeoplethoughttheinterviewerwasnotprepared,ifshewasasking

themforquestions. Thisisndanunusralmcfion:Fmim(l970)refemtothe“banldngmethod”of

emmfiomwherebyfllcteacherdcpositsknowledgeandthcsmdemsmceiveit Inthissystem,knowledge

isseenasagifibestowedbythosewhoconsiderthemselveskmwledgeableuponthosewhomthey

considertoknownothing Chambers(l993)issuesacalltoreversesuchpowerrelationships

Profesfionalsamnm“expens”mmrldngwimmmmumms,hnthcybemme“learmm.”
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groups are doing and who then communicates that to others. The importance ofthis

question emerged throughout discussions in each county.

It was evident throughout this study that focus groups allow ideas to emerge fi'om

the group, ofien yielding a richness and synergy that is not possible fi'om the perspective

ofjust one person This was evident in the question raised above, as well as in discussions

that took place among the participants. For example, participants were asked to describe

the project; there was general agreement on the descriptions given, but several people

added information that provided a richer, deeper description ofthe project.

The focus groups provided necessary introductions between the researcher and

some ofthe conununity members. It was also important to describe the relationship

between U.P. Lead and CLIMB; first of all, several people are familiar only with “U.P.

Lead” and had not considered it in relationship to a larger program, CLIMB. Second, it

was important for them to realize that this study would contribute to CLIMB and up.

Lead by developing a methodology for exploring conununity leadership issues. It helped

to establish the context ofthis research, and also began to establish the trust that is so

greatly needed in qualitative research.33

An unintended benefit ofthe focus groups was that they brought people back

together who may have had little contact since the workshop. In each county, the

workshop participants divided into two or more issue—focused groups; these groups then

 

”Evaymflhmwhohswfifimabmhqmfihfiwmmhhsemphafiudmeimpomd'eaabhsmng

trustamongthecommunityinformants. 'I'heresearcherdoesnotclaimtohaveestablishedagreatdepth

oftrustinsuchashortperiodoftime,butherapproachwasnon-threatening,asalearner,withrespectfor

thepeopleandtheirvalues.Asareufltitappearedthatmostoftheparticipantswerequitecomfonable ’

disclosinginformationtoher. ThisisespcciaUysignificantbeeause,inmostU.P.communities,aperson

issfinrefamdmasamansphnt”mmeomnmbomandmisedthuewenafia20+yeammthe

community.
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continued working among themselves, with little formal contact with the members ofother

groups".

Another unintended benefit was that the history ofthese projects emerged through

the discussions. This was especially beneficial to the people who did not participate in the

workshop but joined the projects later”, they had not realized the history or the process

through which other members had participated. These discussions provided the context

for each ofthe projects.

In-Depth Interviews

The interview guide (Appendix D) was prepared in advance to anticipate a logical

flow to the interviews. The guide was not visibly followed during the interviews because

it would have been a distraction and would have interfered with the flow ofthe

conversation. In certain cases, the guide was referred to toward the end ofthe interview

to ensure that the questions had been addressed.

For the most part, the interviews were very much like conversations. In a few

cases, however, especially where the informant allowed only a short period (less than one

hour) for the interview, there was an expectation to “get to the point,” and do it quickly.

By necessity and the flame that had been established by the informant, these interviews

were much more formal. They also, for the most part, provided less depth.

Several authors have stressed the importance ofcontext and setting for the

interviews. Not only is it important for the informants to feel at ease in a setting where

they are comfortable, but it also ofi‘ers the researcher additional valuable information

 

3‘Workshopprrrticipnntscrrrnctogetherrrnersixrrrontbstodirrrrrssnndoelcbrntetheiraccomplishments.
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which is gathered through observation (Marshall and Rossman, 1995; Whyte, 1984). In

every case, the informant was asked to suggest a place to meet. These locations included

eleven ofices, a cofi‘ee shop, four restaurants, three school conference rooms, a museum,

a spare room at a rummage sale, and a home. Each interview lasted at least one hour,

several were more than two hours.

The goal was to interview ten people per community. The interviews were set up

in not less than three hour blocks oftime: two hours for the interview and at least one

hour to make additional notes before the following interview. Every evening, the notes

from each interview that day were reviewed and additional notes were written. A difi‘erent

color pen was used to denote what was said verbatim and what additional comments were

made.

Extensive notes were written during each interview. Although there are certain

limitations ofrecording notes during an interview, it was a deliberate decision not to use a

tape recorder. Not only would a tape recorder impose fomrality on what should be an

open conversation, but to record and then transcribe every interview is not a sustainable or

suitable method for CLIMB or other community organizations to follow in their attempts

at exploring lessons learned about community leadership development. By writing very

quickly, using abbreviated words and filling them in immediately after the interview, and

writing while looking at someone, it is possible to take notes during the interviews.

In Iron County, there were ten individual interviews. In addition, one interview

was with a husband and wife together; another interview was with a group offour high

school students. The reason more than ten people were interviewed was because after

talking to someone or a few people, they may have mentioned someone else who “you
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really need to talk to.” It was important to have the flexibility to follow these leads; one

lesson learned was not necessarily to allow extra time for additional interviews, but to not

schedule all ofthe interviews in advance. Ten interviews per county would have been

sufficient; sixteen was, perhaps, excessive.

In Baraga County, there were nine individual interviews. Ofthese, there was a

time when two ofthe people overlapped, intentionally; they work closely together, and

this was most convenient for their schedules. In addition, groups ofhigh school students

were interviewed: thirteen in L’Anse and six in Baraga. In L’Anse, the most valuable part

ofthe interview was after most ofthe students had to leave for a class, and 4-5 students

remained in the room.

Follow-Up

There are several advantages to bringing the group back together after preliminary

analysis ofthe data. For example, a follow-up session in each county allows for

clarification on issues that emerged floor the initial focus groups and individual interviews,

allowingtheresearcherto exploreissuesthat cameupduringheranalysis ofthedata.

Also, people may have had additional thoughts on the issues discussed in the earlier

interviews. This is an opportunity for these thoughts to be expressed.

Originally, the goal was to conduct this follow-up session approximately six weeks

after completion ofthe focus groups and in—depth interviews. It was hoped that the

follow-up sessions would provide reinforcement or revisions to the initial data analysis.

Due to extremely busy schedules during the summer months for extension stafi‘ as well as

the schedules ofparticipants and the researcher, it was not possible to conduct this session
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early enough to be included in this document; it will, however, be included in other

documents related to this study.

Supplemental Data Collection Techniques

Data was also collected fi'om other sources to supplement the interviews and focus

group discussions with community members. These methods are described below.

Observation

For this research, observation was used as a supplemental tool. Notes were taken

on how people interacted with each other during the focus groups: ifthere was an obvious

“leader” within the group, how people shared leadership roles, and their courtesy and

respect for one another. The communities were also actively observed: the age and

condition ofbuildings, population density (or scarcity), and the great distances between

locations.

Such observation aids in understanding the other data collected. For example,

when people talk about their town “dying,” seeing the empty buildings and streets makes

that statement more real. Also, certain behaviors were observed during the focus group

and then further understanding was sought in the interview. For example, one participant

seemed extremely timid during the focus group. During the interview, however, she

spoke openly and with confidence. She does not consider herselfto be a leader, but

several people pointed out that she is a natural and caring leader within the community.

Emu

The initial strategy for this research did not include looking in-depth at the history

ofIron and Baraga Counties, but it quickly became evident that their histories have so
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much to do with their present situation. For example, in Iron County, the economy was

nearly entirely dependent upon the iron mines. Since these have closed down, large

numbers ofpeople have left the county, leading to near-ghost towns. The dwindling

population and poor state ofthe economy have had a profound efi‘ect on local community

organizations. There is much which people feel needs to be done, but there are few left to

do any of it. Many ofthe volunteers are retired persons—some who never left, others

who left to find other work but returned because “this is and always was home.”

The history has also had an effect on perceptions ofleadership. The mining

managers held the positions ofgods. They were the leaders in the community, in every

way. To this day, people are reluctant to consider themselves “leaders” because ofthe

negative and extremely powerfirl images that these managers left behind.

Two ofthe people interviewed were the founders ofthe Iron County Historical

Society. That interview covered much more ofthe history ofthe area than specific

questions about leadership. In addition, other documents about the history ofIron County

were read. In Baraga County, displays at the County Historical Museum, a conversation

with president ofthe historical society, and several documents provided a great deal of

information about the history ofthis county. The early missionary activity, Ojibway Indian

reservation, and history oflogging have had a significant impact on what Baraga is today.

BMW

In addition to the historical documents, socio-economic data on each county were

reviewed. These are available both in print and on the intemet. These provided

information on the population, which has been decreasing; on the economic base (income,

industry, etc); and on the population age. As noted above, most ofthe volunteers in Iron
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County are retired persons. Looking at the statistics regarding population age, it is not

surprising: in 1990, 27.7% ofthe population in Iron County is older than 64. Contrast this

with Baraga County (19.54% over 64) and Michigan overall (11.92% over 64) (MSUE

internal document, based on 1990 census), and it is clear that this is an issue which has a

significant efl‘ect on sustainable community leadership.

The local newspapers also provided some background about what goes on in each

community, what the community priorities are, and what types ofinformation about the

community is being communicated.

ANALYSIS

All ofthe interview and focus group responses were recorded in several

notebooks. After completing the fieldwork for this research, these responses were

reviewed numerous times. Several themes emerged. These reclining themes then

provided a basis for organizing the results ofthe interviews and focus groups.

The recurring themes also provided the groundwork for a conceptual framework

ofCLIMB, the guiding principles by which it operates. This was an iterative process. In

addition to the themes that emerged, such as the power of diversity and the value of

shared leadership, other issues emerged that are valuable for understanding this

experiment in community leadership development through the review ofother documents

and interviews with CLIMB partners statewide.
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SUMMARY OF CHAPTER

This chapter has provided a description ofqualitative methods and why they were

necessary for this study, which methods used, why they were selected, and briefly

mentioned some ofthe outcomes using these methods. It also described the emergence

and development ofa conceptual fiamework ofCLIMB.

Chapter 4 addresses several questions related to the process ofcommunity

leadership development. Based predominantly on the interviews, it presents and describes

the findings ofthis study.



Chapter 4

COMIVIUNITY LEADERSHIP DEVELOPMENT:

LEARNING FROM THE FIELD

CLIMB encourages appropriate, locally based approaches to community

leadership development. Each community and each project is unique; there are, however,

some crosscutting concepts and issues. Chapter 2 identified and discussed these concepts

and also identified some outstanding questions confronting CLIMB as it strives to

develop community leadership in new ways. This chapter looks at these questions in

relation to two CLIMB projects in Michigan’s Upper Peninsula. Because each CLIMB

project is unique, these projects are not necessarily representative ofCLIMB; they are,

however, illustrative ofwhat CLIMB strives to be and provide some valuable insights

into the process ofcommunity leadership development. This chapter concludes with a

summary ofparticipants’ responses to the questions related to community leadership

development.

CONCEPTUAL FRAMEWORK

Through the analysis ofdata collected in the U.P., along with other CLIMB

documents and on-going research, several recurring themes were identified. Based upon
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these themes, this research developed a fi'amework for understanding CLIMB’s approach

to community leadership development (Figure 3). Community leadership development is,

first and foremost, a process, not an event or a short-term program. It links community

development and empowerment, diversity and collaboration, praxis (issue, action and

reflection), and leadership that is shared among members. Certain principles are woven

throughout this process: that the leadership development is sustainable, the local

community controls it, and that building the capacities ofcitizens to provide leadership

within their communities is an important component. The following sections describe how

these concepts are understood and practiced in Iron and Baraga Counties.

COMMUNITY LEADERSHIP DEVELOPMENT

CLIMB operates under the assumption that community leadership development

and empowerment remlt when individuals participate in voluntary groups where

leadership and responsibility are shared among the members”. Is this a valid assumption?

What is the role ofvoluntary community organizations in fostering a new type of

leadership within the community? This section exploresthe dynamics ofleadership and

empowerment in Iron and Baraga counties.

In U.P. Lead, community leadership development is a process ofinvolving a

diverse group ofpeople around issues of local concern. Leadership develops through

interacting with others and through acting on the issue. U.P. Lead’s approach was to

recruit a diverse group ofcommunity members to participate in a 2-day workshop.

 

”SWWMpasmmsMuchpemnhm“hadersfipquafifiestbepodedanddmwn

uponasneededwhenworkingwithothersonvitalcommonissues” (VandenbergandSandmann,

199522).
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During the workshop, relevant topics were presented36 to provide a common foundation

of skills and understanding about leadership, power structures, and about the community.

Toward the end ofthe workshop, participants grouped themselves around the issues in

their community that concerned them The groups then decided how they would address

the issue, breaking it down into components that could be addressed in a relatively short

period oftime. They came back together with the other groups after six months to

celebrate their accomplishments and share what lessons they had learned through this

process ofleadership development centered on addressing an issue.

LEADERSHIP

CLIMB is attempting to develop new forms ofleadership within communities. It

rejects the dominant approach to leadership development, which is to select an elite group

ofindividuals, bring them out oftheir communities, and train them to be leaders. Rather,

CLIMB and U.P. Lead assert that community leadership development must be based

within the community.

Position and Power

Traditional views ofleadership are still quite dominant in these U.P. communities.

Leadership is often based on power and political position. How is CLIMB addressing the

relationship between position and power within communities?

 

36SeeAppendixBforageneralorrtlineot‘theworkshoptopics;thaeweremimrvafiafionsmdiflerem

counties. PresuuemincludedMSUEstaECLMBparmemandlocalmmmumwmemberswith

expertiseinagivenarea
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Most community members are well aware ofthe dificulties ofworking within the

current system”. Several people expressed fiustration because ofthe bureaucracy that

hinders community groups from getting anything accomplished. “Anyone doing anything

deserves a lot ofcredit—it’s tough to do anything around here because ofthe

bureaucracy, so many difi‘erent councils to get approval for anything.” Another member

suggested that a change in local leadership is needed for anything to happen: “In some

cases, the older guys need to get out. They’ve become anchors.”

Many project participants expressed similar sentiments. They referred to these

leaders as the “old guard” and the “good old boys club.” Most participants want to see

positive and progressive change in their local leadership, but many ofthe current leaders

are still too powerfirl for anyone to run against them.

While many people pointed out the dificulty ofworking in such an environment,

they also recognized the need to understand the community power structure”. U.P. Lead

addressed this challenge in the design ofthe workshop39 and sought the participation of

local political leaders in these projects. This served two main purposes: it brought a

diverse group ofpeople together and also recognized the importance ofthe political

players in getting things done within a community.

Political leaders participated in only a few cases. Those who did participate were,

like everyone else, involved because oftheir concern for the community and issues facing

 

”Thesystemtheparficipantsrefenedwisthcamemlocalpohficalstmctum,includingVillage,Town,

andCityBoordsSchoolnoardsetc.

”Themmmumwpowerwuaumimludesdeaedofiddsasweflasmhuwwerfifliwvimmsm

groups. Thefirngroupgasimpowammughposifiommesemndgmmgasimpowammghmflmnce

(economic, historic, etc). Thereissomeoverlapbetweenthetwogroups.

’9 Seminar topics included “Power in Communities” and “Working within the Political System” (see

AppendixB).
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their community. Referring to the challenges ofbeing a political leader within the

community, one ofthem noted, “Everybody should do it once so they know how diflicult

it is.” Another community member observed that “once you cross the line to being a

‘bigshot leader,’ people will respect you, but they won’t trust you.”

Several people noted the absence ofmost ofthe “traditional leaders” in the

workshops and remlting projects. Although they would have appreciated seeing these

people in a difl‘erent light, one participant pointed out that “they are leaders, and may have

taken over. He who has the loudest voice gets to be the leader for the day.”

Why is it that political leaders participated in only a few cases? One participant

proposed that “the way it was advertised, maybe someone who has been in a leadership

position for a long time would think, ‘oh, I don’t need this. ’” Another pointed out that

“these guys keep the barriers up and no one comes close to the pedestal.”

Individual or Shared Leadership?

Is it possible to practice shared leadership within communities where the traditional

view ofleadership, based on power and position, is still prevalent? CLIMB and U.P. Lead

are trying to develop and practice leadership in new ways, alternatives to the traditional

power structures and institutions within communities. They recognize the existence and

importance ofthese power structures for governing the community, they also, however,

recognize the value ofinvolving more people efl‘ect positive change within the community.

One way they are doing this is through sharing responsibility and leadership within

voluntary organizations.
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At the end ofeach workshop, the participants formed groups around certain

community issues”. These groups then worked together over the next six months to

address that issue. The leadership ofeach group, which varied significantly, developed

over time. How the leadership evolved significantly afl‘ected whether the group continued.

In two difl‘erent projects, people identified one person as the leader—not because

be controlled the group in any way, but because he had the resources‘1 to coordinate the

group’s activities. In one case, people went along with his willingness to coordinate

everything and they became passive and eventually inactive in the process. In the other

case, pe0ple knew that there was too much to do to allow one person to do too much, and

everyone shared responsibility for the direction ofthe group. In both cases, the

sustainability ofthe group rested with all the members ofthe group, not one “leader.”

In the first group, the participants saw themselves as a “group ofleaders” coming

together around an issue ofcommon concern. “A lot ofpeople who got involved are

natural leaders, so we just went along with it.” By “natural leaders,” they referred to

people who are “willing to take on a job, not trying to take power... willing to do it

responsibly.” But, they admitted, “we were willing to let one person do everything.”

After several months, members ofthis group realized where they “went wrong.” “We

weren’t involving enough people. Ifone or just a few people do everything, the other

people fall away.” A few members are committed to reviving this group, but will make

some changes. They will encourage everyone who is involved to take on some

 

”mmnCmnw,Mgmmsfomedzommncumdwimymnh(ddnkingdrugs,pmgnandssam

gangs)andommncemedwimthedividmandbinmbawemtheeaaandweaddesofthecmm.

ThesearedescribedinChapter l.

4' Inbothcases,hehadanoffieethateouldbeusedformeetings;healsohadtheuseofaphone,

computer,andphotocopier.
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responsibility; they will hold each other accountable for this. Ifit seems that one person is

taking on too much, they plan to stop and ask, “Who else. . .7” They don’t want to let any

one person take on too much because they have learned that the other members become

passive and the “leader” gets burned out.

In the second group, the “leader” was admittedly reluctant. “I went kicking and

screaming. I agreed to get the ball rolling, and then I was out ofthere.” But in the

process ofworking with such a wonderful group ofpeople, watching how people took on

responsibility and carried it out so well, he had a change ofheart. He did not, however,

change his “hands ofl” approach to leadership. He arranged for meeting venues and got

word out about the meetings, but admitted, “I don’t know who had the ball.” There were

several active and committed people working on this project and his role as leader was

facilitative, not directive. “No one in the group could have been eliminated and had it turn

out this way.” Each person shared in the responsibility for what this group has become

and continues to be.

Sustainable Leadership Base

There are several factors that contribute toward sustainability in community

leadership development. Are new people continuing to get involved? After one issue is

addressed, does the group re-focus or redirect its energies toward other issues? U.P. Lead

emphasizes that leadership is situational and rooted in relationships and issues; is it also

transferable? In other words, as people develop their leadership potential, both

individually and collectively, do they take that increased leadership capacity into other
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situations and settings? As a result, does leadership “spread” throughout the conununity,

creating a sustainable, replicating leadership base?

One example oftransferability ofleadership that emerged was among Iron River

high school students. The students experienced an equal voice in the U.P. Lead

workshop. They realized that everyone ’s ideas are important, not just the ideas ofa few

key decision-makers. They narrated a story about something that the school was doing to

raise money and how they—as student leaders—decided what they would do: “the same

thing we always do” to raise money. Remembering the importance ofseeking others’

input, they asked for ideas “instead ofjust assuming no one has any ideas.” Even so, they

still thought, ‘Rve’d end up doing our own thing anyway.” Even ifpeople had ideas, they

certainly would not carry those ideas through. They were surprised when a group of

students, who are not usually very involved in student afl'airs, came up with an idea. They

continued to assume that these people would not carry out the idea. They were extremely

surprised when this group ofstudents carried out their idea—and even more surprised

when this idea caused them to raise a record amount ofmoney. This experience showed

them the importance oflistening to other people, not assuming an air of superiority, and of

learning from each other.

The Kinship program provides another example oftransferability. The ideas and

principles ofcollaboration, commitment and shared responsibility that were encouraged in

the U.P. Lead workshop were brought into the Kiwanis club as the mentoring group

joined with a Kiwanis project and created something new". “What Kinship has become is

 

”ThKinsMpmyamhasbemwdvhgforomaymr.PufidpathflnU.P.1eadWmhbpwue

mmmmecdngymnhmhudmpmbMMdmgmmpmgnamme

gangs. TherewasanefisfingpmmsponsondbyKiwaniammentoroldersuulents. Thehighschool
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solely out ofMSUE and CLIMB. It would not have become what it is becoming ifnot for

the workshop.” Specifically, this person was referring to the active involvement of

students as well as adults, emphasis on collaboration and networking, and concentrating

on an issue leading into action. Kiwanis experienced a degree oftransformation as a result

ofinteracting and working with the U.P. Lead group.

Community Leadership Development: U.P. Lead

How is leadership, based on shared responsibility and trust, developed within a

community? Leadership development is not an occasional event, it is a process over time

that includes not just skills, but an understanding ofeach concept discussed in this paper

(see Figure 3).

Each U.P. Lead workshop was planned and coordimted by a team ofcommunity

members. The emphasis on local community control was maintained throughout the

planning and implementation ofthese workshops and projects. The coordinating team

invited local people to facilitate sessions in their areas ofexpertise; they recruited a diverse

group ofcommunity members; the workshops were held within the community; and the

focus was on issues oflocal concern. In the interviews, some participants talked about the

value oflearning more about their community. A group ofhigh school students

commented that “We got to know people we never knew existed. We also learned how

much was wrong in our community—and ways to make changes.” Another community

 

studentswhoparticipatedinU.P.Lead,however,wantedtobementorsthemhtestoyoungerstudents.

'I'hisdidnotfitintothestructlueoftheKiwanisprogram,sothegroupexploredalternatives. Itwasa

longandfrustratingsearch,withscveralpeopleputfinginmanymonthsofplanningbutatthetimeof

tusmfly,peoplefeltmmMprocws,moughfiMafinghadbmgmuwmdomraMhelpdm

clarifytheirvisionforworkingwithyouth
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leader pointed out that it was eye-opening to realize how many needs there are within the

community: “You know it’s out there, but you don’t really think about it.” The issues

that concerned participants were posted on the walls in the workshop, so people had the

chance to see them all at once.

When asked what was most significant about the workshop, nearly every person

said it was sitting down with people fiom difi‘erent backgrounds, ofdifi‘erent ages, each '

person having an equal voice (see Diversity below). All ofthe participants were from the

same communities, but they had never come together like this before. A common

sentiment about bringing such a group together was, “You see the world difi‘erently when

you hear (other people’s) perspectives.”

Other things that were significant about the workshops included the link between

ideas and action “All ofthe enthusiasm and teamwork were unique. Not just talk, but

‘this is what we’re going to do about it.’” Another person commented that “sometimes

you don’t consider yourselfa leader” because people equate “leadership” with “position.”

Realizing that leadership need not be based on position was enlightening to her, and

opened up her thoughts on leadership.

Several people, including nearly all ofthe high school students, mentioned that the

sessions on listening and on personality types were extremely valuable to them. “It’s

importanttolistenfirst,thenspeak. Agoodleadermustfirstbeagoodlistener.” This

participant commented that it is more important to ask questions than to tell other people

what to do.

The students were very enthusiastic about personality types. “You learn why you

are the way you are, and why other people are the way they are, and it’s okay.” One of
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the students said that she used to think people who weren’t like her were lazy or didn’t

care; she began to realize that people see things differently, and it’s important to

understand this instead ofjudging people.

COMMUNITY DEVELOPMENT AND EMPOWERMENT

Community development and empowerment are inextricably linked—when the

local community controls community development and many members are involved. As

people become involved in their communities, they gain confidence and skills both

individually and collectively, empowering them to address other issues.

Sense of Community

What is the relationship between involvement and having or developing a sense of

community? As described in Chapter 1, there is a tremendous sense ofpride among

people living in the Upper Peninsula. Theirs is a rich heritage with very deep roots where

people have endured isolation and very long, cold winters. One participant pointed out

that the winters do affect people, and described life in the U.P. as “an endurance run.” As

a result, many have developed a fierce independence. At the same time, however,

especially in the towns, they have also developed interdependence upon one another. The

beauty ofthe area and the small-town closeness are what keeps people in the U.P. even

when the economy is dificult.

Many people do feel that there is a strong sense ofcommunity where they live.

When asked why he is involved, one participant responded enthusiastically “Because I

love my community!” Most participants expressed a genuine and deep-seated
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appreciation for these communities. One pointed out, however, that people are “very

community oriented—but (the emphasis is on) my community” at the expense ofworking

with others. There is a strong feeling ofpride. This is evident in some ofthe problems

facing both Iron and Baraga Counties. In Iron County, the east and west sides are divided

byariverandbydeep—seededbittemessthatgoesbackmorethanahundred yearswhcn

“Crystal Falls stole the court house from Iron River” in 1887”. The situation in Baraga is

similar: “L’Anse hates Baraga; Baraga hates L’Anse. It’s been like this forever.” People

say it is mainly the “old timers” who feel this way. The students say that it is not a

problem with them. It is still one ofthe greatest hindrances to community development in

these counties, especially when both sides should be collaborating. Most people who are

involved in community change are fed up with these divisions; “I wish I could wave a

magic wand and get rid ofthis east-west crap.”

That hasn’t stopped people from trying. In Iron Country, for example, one ofthe

strongest issues to come out ofthe workshop was the need and desire to bring both sides

ofthe county together. People formed a Wfication group,” which sought ways ofdoing

this. They ended up collaborating with another group to create a community theater, in

hopes that this would bring people fi'om both sides together not only to see the

performances, but to act in the plays also.

 

”In1887,afiaaxfiaof“mwaionabk”mngennmsthemwwaschangedfiomhonmm

CrystalFalls. Inthefallof1886,avotewastohavetakenplaceonthepermanentlocationofthecoamty

headquarters. Thatneverhappened “Whattranspiredbehindthescenesintheenmingscveralmonths

werenotrecordedandthcfactsmayneverbeknown Itisobvious,howcver,thateverytrickwasresorted

tobybotheastandwestatthistimetosecurethccountyseat...” (Hill,l976:57).
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Empowerment

Empowerment is seen as both a cause and efi‘ect ofcommunity leadership

development. Do people feel a greater sense ofempowerment through their involvement

in voluntary community organizations? Does involvement in the U.P. Lead projects give

people increased confidence to be involved in leadership elsewhere?

Through involvement, each person has grown in his/her personal sense ofeflicacy,

and has gained a sense ofself-empowerment with greater confidence to stand up and

speak out in other situations. People have learned to value diverse backgrounds and

opinions; this has lied them to speak openly and efl‘ectively not only in the U.P. Lead

groups, but also in other contexts.

It was especially significant for the students. “We were equals.” Adults listened

tothem. Theywere surprisedandencouragedtorealizethatadultshadthesameviewson

some issues. This gave them the confidence to speak out and express their views within

the workshop, in the groups that formed as a result, and also within their schools.

Two students in Baraga County were asked to give a presentation, with another

adult leader, to the Township Board. The meeting time changed, but the adult leader

didn’t get that message. The students, who hadn’t expected to do much ofthe talking,

gave the entire presentation on their own. They surprised themselves and the Board

members, who were very impressed. This experience increased their confidence to speak

out about what is important to them.

Another participant, who had been in several leadership positions in the past,

talked about his concerns being in leadership. “I had some concerns about the outcome,

that we wouldn’t end up with a motivated, capable entity.” Through this experience,
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however, he realized that by working with a committed group ofpeople who willingly

shared responsibility, he did not control the outcome ofthe group. He learned that

leadership is letting go. He gained confidence in himself, being able to let go; he also

gained confidence in the process itselfof letting go and not controlling the group.

Another participant pointed out that as a result ofher involvement in U.P. Lead,

she realized that there’s “something else” out there for her. Although she loves it, she

doesn’t want to be in her present career forever. Alter realizing that it is possible, she

decided that she wants to be more involved with the community, efi‘ecting positive change.

Others pointed out that they realized that they can make a difi‘erence in their

community. In some cases, it may be as simple as writing a letter to the editor; in some

cases it means speaking out at a school board meeting. Empowerment starts when people

realize their voices count and begin to use them effectively. In the words ofPeter Block

(1993: 9), “Empowerment embodies the beliefthat the answer to the latest crisis lies

within each ofus.” People realized that they could have a voice within the community,

that they are self-empowered and not dependent only on those in power within the formal

community leadership structure.

PRAXIS: ACTION AND REFLECTION

Praxis refers to the on-going process ofaction and reflection. CLIMB recognizes

that voluntary involvement requires an issue to get people involved, action toward goals,

on-going reflection for learning, and some kind ofsustained motivation. This is a new

approach to leadership development. What are some ofthe tensions that need to be

addressed to successfirlly implement this approach? Is there a relationship between this
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process and sustained motivation? How does this process contribute to shared leadership?

Does increased sharing ofresponsibility afl‘ect the continued participation ofmembers?

These questions are explored in the following section in terms ofissue, action, reflection

and motivation.

Issue

Most ofthe people who participated in U.P. Lead did so because they care about

their community. People are concerned about certain issues, and they want to do

something about them. Prior to the U.P. Lead workshops, each participant wrote down

community issues about which they were concerned; these issues were posted around the

meeting room. Some ofthem were addressed during the workshop. Toward the end of

the workshop, participants organized themselves around these issues. Participants in Iron

County formed two groups: one concerned with the East-West division oftheir county,

the other concerned with youth in the community. In Baraga County, three groups

formed: one that focused on volunteerism in the community, one concerned with youth,

and the other was organized around economic concerns and child welfare.

Some ofthe youth-related issues had to do with drugs, alcohol, and teen

pregnancy. Young and old alike, people are concerned about the youth. “The youth are

our future” is a sentiment shared by all generations. This pressing issue is what unified

and motivated busy individuals from diverse backgrounds.

For example, a single mom with young children said, “I love kids. I want to do

something about the problems (gangs, violence) before they get out ofhand.” Another

person said, “Kids need to know that someone cares.” There was a group ofhigh school
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students who proposed mentoring the younger students. “We want to be able to mentor

the younger kids—not just adult mentors.” They want to be positive role models to the

younger students in the community. One ofthem said, “If I see something I don’t like, I

want to do whatever I can to make it right,” expressing a feeling shared by many ofthe

participants.

Action

Most ofthe people consider themselves to be action-oriented. One student

appreciated that the workshop was “not just talk, but ‘this is what we’re going to do

about it. ’” They are involved to get something done. “I’m a do-er, not necessarily a

leader” was the way one person described the sentiment ofmany. Another commented

that, “I have no right to complain unless I work on something myself.”

They also realize the importance ofknowing when and how to say “no.” A

common sentiment was, “I’m willing to do what needs to be done—but I can’t take on too

much or I become inefi‘ective,” and “My interest level is high, but my time availability is

low.”

This came as no surprise. Most ofthe participants are very active and already

over-committed. “The people who want to do something are already the busiest people.”

For example, most are involved in 3-6 other community organizations; some are involved

in as many as eight difi‘erent groups. After realizing that she ended up with another

commitment as a result ofthe workshop, someone moaned, “How did I get onto another

board?” Most people appreciated the workshop for the interaction with a diverse group

ofpeople. They also appreciated that the focus was on community issues.
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Reflection

Reflection was built into each ofthe U.P. Lead workshops, with each day ending

with a period for reflection. Evidence of systematic reflection within the projects was not

clear, though this research attempted to engage people in more reflection. It is evident

that the groups that have continued are engaged in on-going reflection, asking themselves

what they have learned and where they are going, leading toward necessary modifications

in their approaches.

For example, the group that allowed one member to do almost everything realized

that this was counter-productive. “We realized what we were doing wrong... Ifwe do

everything, then other people fall away.” This isn’t something that happened

irnmediately—they came to this realization over time. They then talked about what

changes they would make for the firture.

Motivation

The idea for this study. originated with the question ofhow to keep people

involved in voluntary organizations. The study itselffound that there are nearly as many

types ofmotivation as there are types ofpeople involved.

Initially, people were motivated by interest in the issue. This included youth or

East-West unification or even leadership as a broad issue. Some people got involved

because they were asked—not because they were out looking for something to do. A few

mentioned their desire to “give back” to the community. A few mentioned that they are

involved because they have the time—either because they are retired or because “there

isn’t much to do up here—and want to do something meaningfirl.
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A retiree talked about the desire to “give back” to the community, now that he’s

“flee” fi'om so many other responsibilities. Another couple talked oftheir active and

extensive volunteerism throughout the years. “That’s how we met,” they said with a

smile, and told the story ofhow they met while in college, both ofthem active in 4-H.

They talked oftheir many activities for the community as “pure joy.”

There was only one person who admitted that he was a very reluctant participant

in the project. The very first time he was involved in any community activity was because

his boss told him he needed to get involved in conununity service “because it’s good for

business.” He admitted, “Now I’m hooked.” Even so, he was reluctant to participate in a

U.P. Lead project. Another participant asked him to work on the project, knowing that he

had the skills and drive to get it ofi‘the ground. He said he “went kicking and screaming”

because he already had several other commitments, but agreed to “get it ofl‘the ground—

then I’m out ofhere—you guys are on your own then.” But he feels differently now, and

is excited to see where the project is going to go.

He is excited and continues to be involved because this project has made a lot of

progress and is really taking root within the community. He said that he intends to

continue because “this has been an incredible experience.” They succeeded in accessing

additional funds to continue, the community has demonstrated support, and many people

have volunteered. In addition, he enjoys working with this group ofpeople who accept

and carry out responsibility, and who have fun together.

Several people talked about continuing to be involved because they enjoy the

people they are working with. When asked why the group sticks together, one person

said, “People like each other. When they kid and joke with each other, making jokes
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‘ about themselves—that says something about the dynamics.” Another person mentioned

that “Ifwe enjoy each other, we’ll stay together.”

The students emphasized this as well. “It’s important that we make it so that we

wart to come back—not making it another hassle,” referring to their involvement in the

youth group. They emphasized that adults need to realize that “we do things difi‘erently.

We want to get things done, but we want to have fun too.” It seems, from the previous

statementthattheadultswantto havefuntoo.

Some people mentioned the need to always have something for everyone to do, so

that each person feels valued. Others mentioned the importance ofhaving on-going

activities and projects, so that the enthusiasm doesn’t fade. For example, between

productions, the theater (unification) group has fund-raising events, work bees to clean the

theater, parades and picnics to “keep up the momentum.”

Another factor in keeping people motivated is appreciating them. Most ofthe

people interviewed are not interested in public displays ofappreciation; in fact, some of

them are very opposed to this. “No one in the group has a ‘stand up and look at me’

personality—no one is looking for credit.” But nearly everyone expressed their desire to

be appreciated for what they are doing. One couple has been especially successful at

keeping people motivated throughout the years. They said one ofthe keys is to thank

people. “Everyone gets a hand-written thank you note. This is a cardinal rule ofours.”

Another person mentioned that this makes everyone feel appreciated: “It doesn’t matter

whether you volunteered for three hours or three weeks.” This encourages people and

brings them back for other activities and opportunities to volunteer.
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DIVERSITY

These projects and the people involved demonstrated diversity ofage, socio-

economic status, interests, concerns, and points ofview. How is diversity achieved and

maintained, giving equal voice to all members? How is it sustained, given the difl‘erent

schedules and priorities ofdiverse members—for example, students, moms, business

pe0ple, service workers, retirees, etc?

Each U.P. Lead workshop sought participation fiom a broad cross-section ofthe

community. The coordinators wanted it to be “multi-generational.” They recruited

participants from the high schools, service agencies, local government, businesses, as well

as the general public. For the most part, all sectors were represented in the workshops.

Some participants said they would have liked to see more representatives from the local

government and boards, but most people were very encouraged by the diversity of

participants.

Bringing together a diverse group ofpeople to talk about and act upon issues of

community concern was a very powerfirl experience for everyone involved. This came out

most strongly regarding the youth, who experienced for the first time an equal voice

among “elders.” Everyone was encouraged to actively listen to and respect one another.

It was powerful for the adults as well, who discovered how much they can learn from the

youth and were encouraged to find positive role models among the youth. “Most ofthe

time here, you’re working with older people—the enthusiasm ofthe kids was very

significant.” One participant admitted, “We sometimes have the wrong idea about the

youth.” The students impressed her with their desire to make a difl‘erence and because

they share some ofthe same concerns.
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The students were also surprised to realize that adults share their concerns. “We

were equals. The adults listened to us. We were surprised and encouraged to realize the

adults had the same views.”

The Kinship program is a very diverse group, including high school students, a

banker, city manager, retired professor, school teacher, and others who are concerned

with youth. They have shown respect for their difi‘erences, and have learned to appreciate

them. A member talked about how they have become a team now. People with difi‘erent

ideas and talents came together because ofsomething they feel is important—these diverse

ideas and talents have made it what it has become. “No one in the group could have been

eliminated and had it turn out this way.”

One ofthe challenges that these diverse groups face is scheduling. Ifevery

member were a retiree, or a business person downtown, or a student, the dificulties

scheduling meetings would still exist, but not to the extent that it is very dificult to bring

people from each ofthese groups and others together. For example, high school students

are on the board ofthe Kinship program in Iron County. The board changed its schedule

to meet after school, but the students are also involved in extra-curricular activities like

sportsandband, sotheycannotmaketheboardmeetings. Othergroupsfacesimilar

dificulties. The unification group wants to bring people fi'om both sides ofthe county

together, but because it meets in Crystal Falls, the majority ofmembers are from Crystal

Falls. Driving home to Iron River through fiequent snowstorms last winter, one

participant often asked herself “Why am I doing this—am I crazy?” In Baraga County,

the youth group intended to include students fi'om both L’Anse and Baraga, but they can

only meet in one place at a time. There are more participants fi'om L’Anse and they have
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theuseofafacilitythere;asareslflttheyregularlymeetinL’Anseand haveverylittle

participation fi'om Baraga. These groups are still grappling with this dificulty“.

Even in the midst of such dificulties, participants are comnritted to collaboration.

Several people mentioned that they participated in the workshop because it was an

opportunity to network with other individuals and organizations that are doing similar

work. One participant bemoaned the fact that organintions doing similar work are not

talking enough. “You’ve got seven difl‘ererrt groups doing almost the same thing—and

they’re not talking to each other!” He has taken it upon himselfto get involved in as

much as he is capable ofdoing well, with a goal of sharing information betweml these

groups in hopes ofeventually bringing them closer together.

In other cases, U.P. Lead provided the opportunity to establish strong

collaboration. The group that formed around youth-related issues ended up collaborating

with a Kiwanis youth initiative. The joining ofthese two groups made both stronger, and

helped them get through some ofthe challenges they faced in getting established.

“Kinship may have never gotten past the fi-ustrating, long process ifthere wasn’t already

something (Kiwanis) in place to work with.”

The unification group learned that there were others in Crystal Falls who wanted

to start a community theater, so these groups linked up. In Baraga County, the youth

group joined with an already existing group called YACs. In each case, the U.P. Lead

participants brought with them new ideas about leadership and a desire for collaboration

and action.

 

“hbothcamthesegrmpstriedaltematingtheirmeetingsites. Thisposesproblemslikeremembering

whaethemeefingismflwmeamthatpeopkfiomomddemmemhudonmuavdmflnmhaside

forthemeeting.
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One aspect ofdiversity that one does not immediately consider, but that became

significant in this study, is the length oftime one spends in a community. This influences

attitudes toward change. Several long-term residents said that they are still considered

“outsiders,” even after twenty years. Of21 adults interviewed, 12 were born and raised

elsewhere. Seven were born and raised in the U.P., but spent at least three years

elsewhere. Two were born and raised there, and were not away for any length oftime.

For those born and raised in the U.P., they spoke oftheir roots going down very deep.

Everyone spoke oftheir love for the U.P. and for their community. Whether life-long

resident or relative newcomer, each participant desires positive change in the community.

They ofien hear, “We can’t do that—we’ve never done it that way before.”

DISCUSSION AND SUMMARY

Through an exploration oftwo communities in the U.P., this chapter has provided

some insights into community leadership development. Most significant within the groups

that have continued are: the importance ofshared leadership and collective responsibility;

allowing an equal voice to all participants; recruiting a diverse membership; uniting around

an issue and linking that to action. This chapter addressed several questions related to the

process ofcommunity leadership development. The responses to these questions are

summarized below.

How is CLM addressing the relationship betweenposition andpower, still so

dominant in leadership thought? The U.P. Lead workshops encouraged diversity,

practiced listening skills, and enabled people to have an equal voice in the conversations

through small group interactions and facilitation that discouraged domination by one or a



89

few individuals. The workshop also specifically addressed power structures within the

community, so that people would be more familiar with these structures and how to work

Is itpossible topractice share shm‘ed leadership within communities where the

traditional view ofleadership, based onpower andposition, is stillprevalent? This is a

continuing challenge. Shared leadership is practiced in the groups that formed as a result

ofthe U.P. Lead workshop. This concept has not yet spread into the traditional decision-

making bodies in the community. The groups that are practicing shared leadership are

committed to involving many people and not looldng to one person for all ofthe decisions

or to do most ofthe work. They have learned that sometimes a leader needs to keep

his/her “hands ofi” in order to share responsibility, along with both fi'ustration and

satisfaction, with others in the group.

How is a sustainable leadership base created within a community? It is dificult to

answer this question when such a relatively short period oftime had gone by between the

workshop and this study. It does lead to several other questions though: Are newpeople

continuing to get involved? There were examples ofnew people getting involved with the

community groups. The membership was not the same at the time 'ofthis study as it was

at the end ofthe U.P. Lead workshop. New membersjoined and other people’s priorities

and commitments caused them to leave these groups. After one issue is addressed does

the group re-focus or redirect its energies towardother issues? None ofthe groups

claimed to have firlly addressed the issue, but they had achieved some oftheir immediate

goals, and were in the process oflonger-range planning for a greater impact on the issues.

Aspeople develop their leadershippotential, both individually and collectively, do they



90

take that increased leadership ccpacity into other situations andsettings? As a result,

does leadership “mead” throughout the community, creating a sustainable, replicating

leadership base? A few people were able to point to examples of applying in other

situations what they had learned about shared leadership and valuing each person through

their experience in U.P. Lead.

How is leadership, basedon responsibility and trust, developedwithin a

connmmity? The key points include local community control, involving a deliberately

diverse group, coming together around issues ofcommunity concern that they have

identified, building the skills needed to address these issues, and linking this to action

toward addressing the issues. This is a process that requires time and committed

individuals.

What is the relationship between involvement andhaving or developing a sense of

community? The pe0ple who are involved in these projects expressed a love for their

community, and a desire to see positive change within the community. Some ofthese

people are long-time residents who are deeply rooted in the community; some who arrived

more recently are seeking connectedness to the community through involvement in

community issues. This study also illustrates how sometimes a “sense ofconununity”

translates into excessive pride in “my community” at the expense ofcollaboration with

other communities.

Dopeoplefeel a greater sense ofempowerment through their involvement in

voluntary community orgrmizations? Does involvement in U.P. Leadprojects give

people increased cory‘idence to be involved in leadership elsewhere? Through

involvement, each person has grown in his/her personal sense ofeflicacy, and has gained a
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sense ofself-empowerment with greater confidence to stand up and speak out in other

situations. People have learned to value diverse backgrounds and opinions; this has fieed

them to speak openly and efl‘ectively not only in the U.P. Lead groups, but also in other

contexts.

What are some ofthe tensions that need to be addressed to successjiilly implement

aprocess approach to community leadership development? Most ofthe participants

appreciated the process approach to community leadership development, but several also

mentioned the dificulties they had with making another commitment and finding the time

to carry it out efi‘ectively. For some people, participation in these community groups ties

very closely with their jobs, so they can justify taking time away from work to participate.

For many others, participation in these groups means that they are forced to take time

away fiom work and/or their family.

Is there a relationship between thisprocess andsustainedmotivation? How does

thisprocess contribute to shared leadership? Does increasedsharing ofresponsibility

afiect the continuedparticipation ofmembers? Some people felt a greater sense of

commitment to these groups because responsibility and leadership are shared. Concern

about an issue is what motivated most people to action. People were not interested in

“just talk;” they wanted to do something about the issues. People wanted to see positive

results in order to continue being involved; they also realized that enjoying each other was

an important factor toward their continued involvement. Additional factors contributing

to continued involvement include being appreciated and making sure that everyone has

something to do and feels responsible to/for the group.
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How is diversity achievedandmaintained? How is this sustained given such

challenges as drfl'erent schedules andpowerfiilpersonalities? First of all, it was

necessary to deliberately recruit participants from diverse backgrounds. U.P. Lead sought

to be multi-generational, and recruited high school participants, baby-boomers, and

retirees. They also sought to represent all sectors oftheir communities. Once the

participants came together, it was necessary to “level the playing field” to allow each

participant an equal voice. They did this through working in small groups, learning and

practicing efi‘ective listening skills, and by learning to appreciate the difi’erences among

them. This respect and these skills carried over into each ofthe projects.

Chapter 5 will address some ofthe continuing challenges facing these projects and

others involved in community leadership development. It includes a summary ofthis study

and recommendations directed toward these specific projects, the CLIMB program, and

community leadership development practitioners; it also identifies gaps in the

understanding ofcommunity leadership development that practitioners and scholars should

address.



Chapter 5

THE FUTURE OF COMIWUNITY LEADERSHIP DEVELOPRIENT:

SUMMARY, CONCLUSIONS AND RECOMMENDATIONS

This chapter provides a briefdescription ofthe purpose and methods used for this

study. It then summarizes the major findings and presents conclusions based on this

study ofcommunity leadership development in two communities in Michigan’s Upper

Peninsula. Finally, it presents research and policy implications for additional

consideration.

SUMMARY

This section summarizes the purpose ofthis study and the methods employed. It

then summarizes the findings by answering the four key questions ofthis study.

PURPOSE

The purpose ofthis study was to explore leadership and participation in voluntary

community organizations. It also developed a conceptual framework, or operating

principles, ofa statewide project in Michigan, CLIMB (Community Leadership

Development—Michigan’s Best). Additionally, it tested a methodological framework for

93
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CLIMB and other programs for gathering lessons learned in the process ofcommunity

leadership development.

This study addressed four key questions:

1. Does leadership develop as a result of participation in community organizations?

2. What are the factors tlmt influence a person’s continued involvement in these

organizations?

3. Does involvement lead to greater self-confidence in leadership roles?

4. Does participation in an organization that practices shared leadership and

collective responsibility afi‘ect a person’s detemlination to apply these principles in

other organizations?

This study looked at two communities in Michigan’s Upper Peninsula in an

attempt to address these questions. These communities, in Baraga and Iron counties, are

part ofU.P. Lead and CLIMB, a process-oriented community leadership development

project. To initiate this process ofcommunity leadership development, a group of

community members planned a 2-day workshop; this planning committee then sought a

diverse group ofparticipants in this workshop, with high school students, retirees,

businesspeople, elected omcials, and many others represented. The workshops covered

several ofthe same topics that form most community leadership development programs,

such as views ofleadership, diversity, conflict, planned change, Visioning, power

structures, and working within the political process (see Appendix B). A key difl’erence in

the U.P. Lead approach to community leadership development was that, before the

workshop had ended, groups self-formed to address and then act upon issues oflocal
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concern. The assumption was that leadership would develop as pe0ple within these

groups worked together to address the issues that concerned them.

METHODS

To understand a process approach to community leadership development, it is

necessary to learn fi'om the participants themselves. This study employed qualitative

methods ofinquiry, facilitating focus group discussions and in-depth individual interviews

with project participants in each county. The interviews were conversational as

participants responded to open-ended questions about their involvement in the projects

and the dynamics ofleadership within these groups. Most interviews lasted 1-2 hours.

Several categories emerged fi'om these interviews, including motivating factors,

group dynamics, the value of diversity, and the power ofhaving an equal voice. Data

from the interviews and focus groups were listed under the categories that emerged.

These categories, along with CLIMB documents, formed the basis for creating a

conceptual framework ofCLIMB. This then provided a fiamework within which to

analyze the responses from the interviews.

FINDINGS

This study was based on four key questions. The findings ofthese questions are

summarized below. Additionally, this study found that one ofthe most significant factors

in the U.P. Lead process was the diversity ofparticipants, in an environment where each

participant experienced an equal voice within the group. Most participants commented

that they had never sat down to discuss issues with such a diverse group. Each participant
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felt the power oftheir voice—their thoughts and opinions—being ofequal importance

with all ofthe other participants. This led to a growing sense ofempowerment in several

members. Some people shared examples ofhow they had begun to use their voices in

other situations to seek positive change in ways they had not done before.

Does leadership develop as a result ofparticipation in community organisations?

In the groups that practiced shared leadership, where each member was responsible for the

process and outcomes ofthe group, leadership developed. Through involvement in

decision-making and tasks, members grew in their leadership abilities. Being part ofa

diverse group, where each member’s voice was listened to, and linking important issues to

action and reflection also contributed to leadership development.

What are thefactors that influence aperson ’s continued involvement in these

orgaszations? Again, the emphasis on shared leadership and collective responsibility was

significant. The groups that remained viable recognized the importance ofeach member

sharing responsibility, and the unique contribution each member had in making the group

what it had become. Members ofgroups that did not continue commented that the lack of

shared responsibility was a key factor leading to the decline ofthe group’s viability.

Another factor was a desire to improve the communities. Some participants

expressed a love oftheir community, but dissatisfaction with the status quo. They were

committed to working toward positive change—to create a better future for the youth, to

unify a divided community, or to promote volunteerism within the community.

The commitment to work toward positive change in the community is one

indication of shared values. Shared values helped to develop connectedness and

commitment, to each other and to a cause or issue, within the groups. In addition, the
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people in the groups that remained viable enjoyed working together. This was an

important factor in their decision to remain involved.

Finally, people wanted to see results. People remained involved in groups that

were accomplishing what they set out to do. In some cases, such as the Kinship program,

it was a struggle to finally establish a mentoring program. But people remained involved

because‘they were committed to the issue, they felt a part ofthe planning, and they

enjoyed working with each other.

Does involvement lead to greater self-confidence in leadership roles? Some

pe0ple found their voices and began to use them through involvement in this process of .

community leadership development. People who did not consider themselves to be

“leaders” ofien accepted responsibility and were actively involved in decision-making.

Realizing that leadership is a not limited to position and power enabled some people to

accept leadership roles, and to grow in their self-confidence to fill these leadership roles

effectively.

Doesparticipation in an organization thatpractices shared leadership and

collective responsibility aflect aperson ’s determination to apply these principles in other

orgamWons? People who have had a positive experience with shared leadership want to

promote this idea They use what they learned through involvement in U.P. Lead and

apply it in other situations, thereby spreading the practice of shared leadership and

collective responsibility. People enjoyed each other, and even though there were times of

fi'ustration, they knew that they were “in the trenches” together. This was a feeling and

environment that they wanted to spread to other organizations.
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CONCLUSIONS

This study commenced with the broad question, “Where does leadership come

fiom, and how can it be sustained?” The research has shown that leadership, as promoted

and practiced in U.P. Lead, is a fluid phenomenon based on relationships between

individuals and within groups. This section examines a few ofthe key cross-cutting

themes that emerged from this study: the value of diversity; the fact that leadership

development is a process, not a short-term program or an event; and that there may be a

relationship between sustained motivation and shared leadership. It also ofi’ers

conclusions and recommendations regarding the methodology used to learn about

community leadership development.

DIVERSITY: A POWERFUL EXPERIENCE

It was a very powerfill experience for participants to learn that people they did not

usually come into contact with share the same views/values. This, in itself, was an

emmweling experience for many.

Such diversity does not come naturally—it requires a deliberate efl'ort. Organizers

actively and deliberately recruited participants from diverse backgrounds throughout the

community. Facilitators created and maintained an environment in the workshop where

people had an equal voice and were on a level playing field.

The recent emphasis on diversity in this country has focused on factors related to

race, culture, gender and sexual orientation. In the U.P., there is quite a bit of

homogeneity ofrace and culture. The emphasis in U.P. Lead was on generational

diversity. This is often overlooked. The youth experienced a powerfirl transformation
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when they realized that older people were listening to them—actively and intently. The

older generations were struck by the fact that youth shared many ofthe sarrre concerns

about the community. Many prejudices were minimized or eliminated as these

multigenerational groups communicated openly with each other.

Another aspect of diversity that is not often addressed is the role ofoutsiders, or

newcomers, or even people who have spent a considerable amount oftime outside ofthe

community. These people come in with a difi’ererlt worldview fi'om that ofthose who

have always been a part ofthe community. They have ideas about what things could be

like, and some havealot ofzealto nrakechangeswithinthecommunity. Thiscanresult

in tensions as they begin to disrupt the status quo. On the other hand, “predictable

answers grow in most organizations like weeds, oflen choking out an original idea”

(DePree, 1992: 194). In other words, people who are relatively new to a community are

willing to speak out and share new ideas, with no regard to the “predictable” solutions.

Sometimes the newer ideas will be choked out; other times they may be able to succeed

and grow.

Taylor (1997), in her study ofcommunity leadership development programs, found

that there was very little socio-economic diversity among the participants. This was most

likely related to the very high cost ofthe leadership programs; it also could be because of

the time commitment required for the training. Most participants worked for large

corporations that sponsored and provided the time ofl‘for their training. There were very

few small businesses and other professions represented. The financial cost ofU.P. Lead

was very low, so that it did not prevent most people fi'om participating. The cost of
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people’s time for the workshop and in the resulting projects may have prevented some

people from participating when it required that they take time ofl‘ofwork or school.

SHARED LEADERSHIP

Shared leadership actively involves more people in decision-making and

responsibility for the group’s success. Involving a number ofpeople in leadership does

not mean that the group is “leader-less,” but that the roles and responsibilities of

leadership are distributed as widely as possible (Vandenberg and Sandmann, 1995;

Kofinan and Senge, 1993). Such sharing ofleadership and responsibility influences

continued participation within the group. Some peeple experience increased motivation

and sense ofworth because they share responsibility. For some others, this increased

responsibility means additional commitments that they cannot keep, and so they withdraw

from the organization.

While the people involved in these projects often practiced shared leadership, they

also recognize the importance ofunderstanding the dominant paradigm ofleadership,

which is based on position and power. Each project operates within, not apart floor, the

community. Within the communities, there are certain leadership structures. The U.P.

Lead projects have had some success in involving the traditional and institutional leaders

within their projects. There was a two-fold purpose in this approach: (1) to promote

diversity ofparticipants by including different types ofleaders as well as potential leaders,

and (2) to involve, rather than exclude, the more traditional community leaders.

Table 1 (Chapter 2) illustrated that approaches to leadership vary, and these

approaches operate along a continuum. Sometimes one approach is more appropriate
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than another might be. An individual is not locked into always operating within one

approach to leadership.

LEADERSHIP DEVELOPMENT: A PROCESS

Leadership development is a process, not a short term program or event. This

process involves bringing a diverse group together around issues ofcommon concern It

requires a level playing field so that each voice is heard and valued. Beyond talking, it

requires action. Learning takes place through practice and performance (Kofinan and

Senge, 1993); in other words, through the process of action and reflection.

Most people are do-ers—they want to be a part ofgetting something done, not

just talking about it. Shafl’er and Anundsen (1993) point out that tension between task-

oriented and process-oriented people is natural; in fact, it is a growing edge, a means to

organizational health. U.P. Lead managed the tension between action and process people

by encouraging each group to link their concerns about issues with action.

Shared leadership implies that leadership development shifts from centering on the

individual to centering on the group. It shifts fiom being a packaged curriculum that is

taught, to an evolving process ofcustomized learning. It also shifts fi'om being a discrete

leadership development program to embedding leadership development in concrete issues

that are identified by participants in the process (Vandenberg and Sandmann, 1995).

A process approach to leadership development does still require some skills-based

training. It is not just talking about new ways of“doing leadership,” it is learning new

ways ofbeing more efi‘ective leaders. Part ofthis learning takes place by working

together—this is CLIMB’s emphasis. But part ofthe learning also takes place as people
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improve their skills together through a more structured program. A key difl‘erence is that

the participants collectively identify the skills that are desired.

Most leadership development programs center on skillspbased learning. Few

studies have been conducted on the effectiveness ofthese programs; both Taylor (1997)

and Bolton (1991) found no significant efl‘ect on the participants in skill-based community

leadership development programs. Taylor (1997) still argues that skills-based training is

more efi’ective than issue-based or networking-based methods ofcommunity leadership

development.

METHODOLOGY

This study also intended to develop and test a methodology for learning from

communities about leadership development. This methodology, based largely on focus

groups and in-depth individual interviews, was generally efl’ective for learning fi'om the

communities. It provided in-depth explanations ofindividual’s experiences in community

leadership development. It had certain limitations, however. First ofall, there were no

baseline data fiom the participants. Future research would ideally begin at the time a

project is conceived. Interviews before people participate in a project such as U.P. Lead

and the issue-based groups that came out ofthe workshops would provide baseline

information against which to compare perceptions ofleadership and approaches to

leadership development. An open-ended survey would also help.

Second, ifdetermining sustainability ofleadership development is one ofthe goals,

it is necessary to conduct a longitudinal study. Approximately one year had passed since
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the groups studied had been formed; it is too early to determine whether these groups are

sustainable and ifleadership has spread throughout the communities.

Third, the follow-up session is important for the validity ofcommunity research. It

did not happen in this case because of scheduling difficulties and distance. Future research

should include a follow-up session; this should be agreed upon and scheduled by the

researcher and participants before the initial fieldwork is completed.

Finally, it is important to interview a diverse group ofpeople to get a broad view

ofthe projects and ofleadership development. Some participants were more active than

others; some went through the U.P. Lead workshop while others joined later. It was

important to get their perspectives. In this study, however, the number ofpeople

interviewed was excessive, given the time allocated for fieldwork.

POLICY RESEARCH IMPLICATIONS

Several issues emerged through this study that call for additional consideration by

policy researchers and community development practitioners. They are presented below

based on the four key concepts that emerged through this study: leadership, community

development and empowerment, praxis and diversity. Additionally, issues that arose as a

result ofthis study requiring further research are also presented.

LEADERSHIP

The field ofcommunity leadership development is still relatively new. There are

several issues that researchers and practitioners need to address to efi‘ectively address

leadership within communities.
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Position and Power

Several questions emerged in the process ofanalyzing the interviews. The

voluntary community groups studied are not yet posing any threat to the traditional

leadership ofthe community. The issues being addressed are common, shared concerns

that few people would argue with. It is likely, however, that conflict will arise when the

traditional leaders perceive that the voluntary groups are posing some sort ofthreat.

How, then, should community groups address traditional and institutional powers when

conflicts do arise?

Each ofthese groups is striving toward shared leadership and collective

responsibility. Due to the nature ofthese groups, the question ofwhether shared

leadership can be practiced with people who believe that leadership is synonymous with

power and position has not been adequately addressed.

Sustainability

This study found a few examples ofnew members joining the groups, ofthe

projects redirecting their efi‘orts, and how leadership is transferred between difi‘erent

community groups. These might be considered indicators ofa sustainable leadership base;

it is necessary, however, to define additional indicators.

It is also necessary to carry out a longitudinal study to better understand how to

develop a sustainable leadership base within the conununity. Not enough time had elapsed

since the conception ofthese projects to provide conclusive evidence related to sustainable

leadership.
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Community Leadership Development: Program or Process?

The projects involved in this study practice leadership development as a process

approach: based within the local community, occurring over time, involving a diverse

group ofpeople, linking issues identified by participants with action and reflection, sharing

leadership and responsibility for the process and outcomes. This differs from a program

approach that often is an event: a workshop that follows a pre-planned curriculum,

drawing participants out oftheir communities and then sending them back to put into

practice what they have learned.

Which approach is more efl’ective, a process approach or a program approach?

Programs ofien emphasize skills-based training. The process approach just described

addresses some skills, but emphasizes experiential learning. What is an appropriate

balance between skills training and experiential learning?

COMMUNITY DEVELOPMENT AND EMPOWERMENT

This study found that people get involved in their community because they want to

see positive change within the community. Ofien people get involved because they feel a

strong sense ofcommunity, to what extent does involvement in local projects lead to

developing a stronger sense ofcommunity, individually and collectively?

People also develop a greater sense ofpersonal and collective power through their

involvement. To what extent does involvement build empowerment? Does participation

in an organization that practices shared leadership lead to an even greater degree of

empowerment in comparison with more traditional organizations, where people depend on

one or a few people for leadership?
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PRAXIS

Central to the U.P. Lead approach to community leadership development was the

idea ofpraxis, an on-going process ofaction and reflection. People united around an issue

ofcommunity concern and then involved themselves in action and reflection. The process

oflinking issues with action and reflection was an important outcome ofU.P. Lead.

However, some ofthe workshop participants were not prepared to make additional

commitments by involving themselves in action and reflection. Other people are very

action-oriented and have little patience with the time required in a process approach. How

should this tension between action- and process-oriented people be addressed?

In U.P. Lead’s approach to community leadership development, the participants

addressed the issues that were most relevant to them. They held ownership fi'om the

start—what, then, is the long-term efl’ect oftheir ownership ofthe process? Is a process

approach more sustainable than a more directive, programmatic approach to leadership

development? Considerably more time is required to address these questions.

DIVERSITY

The coordinators ofU.P. Lead deliberately sought a diversity ofparticipants,

recruiting people of all ages, occupations, and backgrounds. The result was the formation

ofvery dynamic groups. This diversity presented some challenges, however. For

example, students do not have the flexibility to meet when business-people meet. They

also may not have transportation. Arranging to get a diverse group ofpeople together on

an on-going basis will be a continuing challenge.
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Another challenge to diversity is how to keep the voices “equal.” During the

workshops, an atmosphere was created that respected diversity and allowed each person

to speak as an equal. The “real world” does not often function in this manner. Is

continued intervention required to maintain diversity and to keep the voices equal? Such

intervention might seem artificial, though it might be analogous to training a tree to grow

straight and not curve against the wind: it requires ropes or metal bars until it is not only

straight but strong enough to stay that way on its own.

One aspect ofdiversity that emerged through this study was the length oftime

spent in the community. The majority ofparticipants were not life-long residents ofthe

community. They are called “transplants.” What is the role of“transplants” in community

leadership development? This study only scratched the surface ofthis question. In many

cases, an outsider refers to a community organizer or someone else who intentionally tries

to efl‘ect change within a community. But these transplants are residents, not deliberately

“change agents,” who want to see change happen in their community.

Another aspect ofdiversity that needs to be explored filrther is whether it is

possible to maintain diversity when powerful individuals within the community get

involved in these grassroots organizations. Powerful individuals tend to dominate groups.

The U.P. Lead workshops were facilitated in a manner that minimized domination by one

or a few; to what extent is this possible within the projects?

OTHER ISSUES

Additional issues that arose as a result ofthis study include:
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Community Leadership Development Research: Little research has been done

in the field ofcommunity leadership development. Most ofthe leadership literature

centers on organizational management, not on communities. Many ofthe community

leadership initiatives have adapted methods employed in the field ofbusiness. This is

efl’ective—to a limited extent. There is a great need for further research on appropriate

strategies for developing a sustainable leadership base within communities.

Government and Volunteerism: One ofthe reasons that a deeper understanding

ofcommunity leadership development is important is that the US. government has been

decentralizing and allocating some money at local levels. They expect communities to

deal with more responsibility but they still hold the strings. For example, the Strong

Families—Safe Children program requested proposals fi'orn communities. In both Iron

and Baraga Counties, several very busy, but very concerned and committed people, came

together to develop proposals and budgets. The government out the budgets (most by

about 65%) before allocating any money. At the time this research was conducted, no

money had yet been allocated even though it was many months later than when the

programs were scheduled to start. For the most part, this has left a very sour taste in the

mouths ofcommunity members who worked so hard to see these programs develop.

The government expects communities to accept more responsibility for social

services. They say they are decentralizing, but they are not empowering the community

groups at all when they dictate what the community projects should be and funds get tied

up in red tape. In light ofgovernment bureaucracy, can they allow communities the

fi'eedom to design and develop their own projects? With so many strings and regulations

attached, is it even possible to decentralize?
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Transferability and Comparative Studies: Another aspect ofcommunity

leadership development that should be explored is the transferability ofconcepts between

communities. This study looked at two communities that are relatively similar

geographically and demographically. Do the concepts apply in urban settings? Do they

apply in other countries? There is very little overlap in the literature between domestic

and international community leadership development; in fact, while much has been written

about international community development, the issue ofcommunity leadership is rarely

addressed at all in the international literature.

Learning Organizations: Much ofthe literature about learning organizations is

written from a business or academic perspective (Senge, 1991; Noer, 1997; Vaill, 1996;

Kay and Bawden. 1996). Some ofthe principles do apply to community organizations,

but they should be explored in a community context. Some ofthe inherent tensions

between business and community organizations include time commitments: in a business

that is trying to be a learning organization, people are being paid to take the time to

develop into a learning organization. In a voluntary community organization, a process or

learning approach requires additional commitments oftime that people are not being

compensated for.

Methods: This study attempted to develop a methodological fi'amework that

could be used for gathering and documenting lessons learned in community leadership

development. The approach used in this study included preliminary work: contact with

local extension officers, letters inviting project members to participate in this study

followed with phone calls. In the field, the research started with focus group discussions

in each community, followed by individual interviews. After analyzing the interviews and
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identifying themes, the intent was to meet with a group ofparticipants to share with them

these themes and seek additional input. This step did not occur due to time constraints

and other commitments by the participants and researcher. Distance to the field sites was

also a factor.

This approach was efi‘ective in learning about individual’s experiences in this

community leadership development process. The initial focus groups provided an

overview for both the researcher and the participants. The in-depth interviews provided a

greater understanding ofthe process ofcommunity leadership development.

Additional research should focus on who should be targeted for the interviews, and

how to make the research more beneficial to the participants.

THE FUTURE

This study explored community leadership development in two rural communities.

There are few formal studies that have been done in this area and there are many

opportunities for exploration, examination, analysis and comparison. While this study has

contributed to the literature and understanding ofcommunity leadership development, it

hasraisedmanymorequestionstlranithasanswered. Itishopedthatthesequestionswill

stimulate additional research in the field ofcommunity leadership development.
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CLIIKB PROJECT DESCRIPTIONS

H e 21" Century Leadership—Leading and Learning at a Distance: A Land Use

Perspective

Citizens Information Network

Grassroots Organization and Leadership Development (GOLD)

Gratiot Woods Community Development Project

The Hispanic Student Leadership Forum

Local Cooperative Leadership Network

Michigan Integrated Food and Farming Systems (MIFFS)

Non-Traditional Leader Development

. Parent Leadership Mentoring Project

10. U.P. Lead

11. Youth Enrichment Summer (YES)

12. Youth Violence Prevention Coalition

°
9
°
S
Q
M
P
P
N
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21"CentnryLeadcrship

leadingandlreaningataDistancezALandUsePerspectlve

GrandTraverse,Leelanau,Benzie,KalkaskaandAntrimCounties

Background

ThefiwmunfiesamndGmndTmemeamgeographicallyandwommicaflymtmdependem

(70.2%ofthejobsinthisfive-countyregionareinGrandTraverseCounty). Overtheyears,thecounties

havecollaboratedonmanyissuesandconcems,bluduetovastdistancesitisdifiiculttoinvolvepeople

fi'om all locations for activities and programs. The director of the Grand Traverse Regional Community

FoundationcarneupwiththeideatohnkthecommunifiesviaMemctivetelevisionaTWforaleadership

developmentprogram. Atthesamefime,CLlMBwassupporfingissue-basedleadershipdevelopment

initiatives. In addition, Northwestern Michigan College (NMC) was loohng for ways ofgetting ITV

technology into more communities. The Foundation and MSUE then planned a community leadership

Implementation

Seventaiflngwsdommokphm.1he84pufidpamsreprwemdhrsimsses,mlmm

citizens, planning officials, land and title associations, architects, planning commissions and township

boards from five counties. The first session brought all participants together at NMU. Case studies on

landuseissuesandconflictshadbeenprepared;eachcountyworkedwithacasestudythroughoutthe

trainingprogram 'l'heintentwasthattheywouldapplywhattheyhadlearnedatagivensessiontothe

case study. Thefivetrainingsessions which followedcoveredbuilding effective personal and group

communication skills; identifying and clarifying local issues and fostering community consensus;

fostering effective boardmanship and organizational governance; working with community leaders and

identifying community power structures; and engaging in conflict management and community problem-

solving. These sessions were “live” at one location (which rotated each time) and via ITV at a location in

eachoftheothercounties. Afinalwrap—upsessiontookplacewithallparticipantsbackatNMUtoleam

abaufadhmfingmmmumwisammfleaontheexpenemeammmmmmposdblefim

collaboration and networking across mantles, and receive certificates ofcompletion.

LessonsLearned

DuringthefinalwesionatNMCandindismssionswithagroupofeightcommunityandMSUE

reprmmflmmanyidmsfmmmmleademMpdevdopmentimmfiveswemdismssed Someofthekey

lessonslearnedandchangestheywmrldmakeinthefutureinclude:

o “EverythingthathappensintheS-cmmtyregionafl‘ectstheS-coumyregion Thismadeitclearthat

wetrulyneedtoworktogether. Issuesandsolutionscannotbediscussedinisolation—‘percormty’—

bluneedtobeaddressedregionally.”

o “Wemougmmatmuproblemswemumqm.Realizinthhemunflesexpmiencemmmon

problemsmadeitnotseemsooverwhelming”

o It’sextremelyimportanttofocusoncommoninterests,notdifl‘erenws—findthecommonground

whentryingtodcalwithdifl‘erentgroupsofpeopleorindividuala

o Thefocusonanissue—landuse—wasimportantforblinginginmanyoftheparticipamaThe

speakerahowever,didnotnecessarilyfoarsonlanduseissuea Moretimeshouldbeallowedfor

questions and interaction—with less time lecturing.

o Thereisagreatneedforformalleadershipdevelopmentprograms. “Sometimesleaders‘emerge’

whodon’tnewssarilyhavetheskillsneededtoleadefl'ectively.” Evenmanypeoplewhohavebeen

involved in leadership for many years need or want more skills. “Leadership is not self-taught—

skillsfikegrantwnungpubhcspeakingandwnfliaresdmionneedmbeleannd”

o Eachcommunityorganizationworkswithin“thesystem” It’sextremelyimportanttoknowhowto

operatewithinthatsysteminordertogetthingsdone.

o Hundimraaingammmldve—pwplemflydidn’tyaknowachmherandwemexpeaedm

interactoveratelevisionscreen
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o Whatitdiddo,though,wasmakeitposslbleforpeopleindifi‘ererucolmflestoleamneededsldflsand

pinmnherundemanding—ifpeoplemeelmeaedmbemthemlomfimmrachsmdomnm

asmarrypeoplewouldhavebeenabletoparticipate. Thismethodthoughnotexactlyideal, allowed

maepeoplemparfidpaMaMdmrspeaedthevfluabkfimeofparfidpambyMreqmfing

severalhomsoftravelforeachsss-on

Citizens Information Network

South Grand Traverse County

Background

ComnumitiesinthesmnhempanomendTraverseCountyarequiteisolated. Theyaremainly

verysmalltownsthataregeographicallydistant'. Accordingtothel990cenms,thetotalpopulationfor

thisarea(offivetownshipsandtwovillages)was5,819.

VisiomSGnthndTmuseismearategicphnfucommrmhyandemnomicdevdopmemm

thatregion. 'l'heplanningprowsswascarriedoutoverthecomseofayear(l993). Theneedfor

improved communications was identified through that process: “Establish communications network and

newsletterfoersionsSouthGrandTraversef’ Themainobjectiveofthisprojectwastoimprove

wmmuniafimandkmwledgewiminambamisdmedmmmumflabypmmngoppmmmmsm

participateincitizeninformationnetworks.

Implementation

InmlgovanmuuladuaVlsiomSanhGrandTmlm.,MSUE,andmhanakeholdus

workedtogethertomeetthisneed ComputerswereaetupattheFifeLakeTownshipHallandatthe

Kingsleyhbmw.1huemmmumwuemnneaedwthemmaMwmmumwmembemwemummd

ontheuseofthisequipment Thereweretwotainingwssionsateachlocaflonformpeoplepersssnon

Thesepeopkwueflnnameaedmuainaleaafivemhuwmmmitymanbasonhowmusethe

Internet~

ThepmposethsappmachwasmimpmvetheflowofmfomafionbawemdfimmWMMps

andvillams. Bybeingadeptmusingbmhelecuomcandpancafionapeoplewinbemmeable

tomssresourwsandinformauonforthebeuermemfitheircommunity. Thiswillalsobuildleadership

capacitywithinthecommunity.

TheGrandTraverseDistrictLibmryisinvolvedintheirsuategicplanning Onethingtheyare

considmingishowmfimddecnonidmtaneOmnneaimswiththdrbmmhlibmrhs. Itispossiblethat

thisprojecthelpedtobringthisneedintotheirdiscussions.

I.essonsLearned

Omofthechanengeswhenworkingwimwchmhgykmmmhingneedsmbeworkingm

orderforanythingtowork ThecomplneratFifeIakeneededrepaimsowasdownforawhile. Project

fimdsfiomCLndBweablemamponflnnpmmandmmrnuchargesforseveralmonmshn

alternativesourcesoffundingneedtobeidentified Ideally,peopleworfldhavemlizedthegreatvalueof

mmmgvhthemtunaawwmfldbewflhngmpayfmthecharges—dmmdivimnllymua

community.

 

'Thisareacovers35%ofthelandareainthecounty,butcomprisesonly9.l%ofthepopulation
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Grassroots Organization and leadership Development (GOLD)'

Benton Harbor

Background

GOLDisaprojeaoftheNISEmdghborhoodhfmmafim&ShanngExchange)program The

objecfiwofGOLDkwmfimindividmkmbemmeCMngeagmmwiminthenmighbormods. NISE

hoped that the GOLD program would enable people to become knowledgeable about the process of

changingoneselfandchangingothersforthesuccessofaprojectororganizationalgrowth

TounderstandGOLD,itisimportanttounderstanleSE. AccordingtoitsMissionStatement,

“NISEisanon-profitcommumybasedorgamwonwhosepurposeismenablecifizensofBenmnmmor

tobringaboutlong-range institutionalandcommunity change.” It works on fourmainareasof concern:

«gammnghousingemmfionaMhealmwimmacflwmwflenmandfommsforshanngthe

informationamongallwhoareinterested NISEstartedinl986,andhasbeeninvolvedinmanyprojects

and activities throughout the community, serving as a leader and advocate for city residents.

Intheirefl‘ortstoorganizeBlockClubs,NISErealizedthattheskillsneededfororganizing

citizenswerelacking. NISEmembersrealiredthatthiswasaneedthattheycolfldaddress—notinthe

formofdoingthingsthemselves,butintrainingcommunitymembers Theunderlyingphilosophyof

NISEigbasically,“we’llhelpyougctstarted,thenyou’reonyourown” Oneofthethingsthcyrealized

mmamehenpeoplemmlkingwmhothcrabmflisawsandprobhmguisdifiafltmga

heyondcomplainingandmoveontoaction. ThiswaspartofwhatNISEhopedtodothroughGOLD.

1m

hthefaflofl996,GOIDnainedcommumwmembasmflnfoflowmgareas:efl'eaive

communication, decision-making, effective meeting structure, commlmity organizing (including a road

trip), visioning, conflict resolution, leadership styles and consensus building. These sessions were

facifitatedbycommunitymemberaMSUEandCLIh/prartners.

ThetaMngpmvidedmededshlbandflminuusedwnfidenmSemflparfithGOlD

havespearheadedandarernurenflyinvolvedincommunitypmjeaaarchas:

o uyingmbufldcommummonhnksbetweenthevanoushwsingmmplaiesmthearea

o mangwimymuhmmndaMrepaubicydawacMngthemryshlhumflurespmfibihq

o workingwithchildren/youthtoplantflowersandvegetablesinvacantlots—lettingthechildren

mWMWghthdrmflaMexpefimthemfifimflmMmmesfiommwing

phntapmwdingwgemblesfmmmifiabealmmngthemmmumeMgifingthechflmm

productivethingstodo

o seddngmpmvideanenvimnmentwhichiscondllciveforlearmngforsmdents

NISEwouldhkewofl‘ertheGOLDUaimngagainperhapsmgularlflofienenmghmmeathe

demand). HwyhawbeenseehngmndingfortMaandwiuhkdyofluammersefiesofuaMngmthe

nearfuture. Inaddition,theywouldalsoliketobeabletoofl'er“GOLD—Phasell”topeoplewho

completeflnfirstphase,plnitmmpracuce,anddesirdneedaddiflonaluaming. Phasclofl‘ersan

exceflentwaviewmnoughfmpeoplemgaaanedhumommimngmmhmpicsasfimd

raising/grantwritingandconflictresolutionisneededasprojectsgrow.

LessonsLearned

o Fmefiecflwludershipmeopknwdcmtflnsfilbmordermgabqondwmpthgandmfing

towardaction.

o Thebestwaytorecruitpeopleisone-on-one.Askthem. Usethecontactsyoualreadyhavewith

indivimlalsandgrmms—ifthcycan’tmakeitaskifdnyknowofsomeomwhocan

o wmmmumflwamdwimmmemienceandmduips.

 

'GOLDevolvedfiom“CommmityBufldingBlmks”—thefiflewhichhndbemusedfamisprojeathepan

doclunents.
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o Don’tnytoconnoltheprom—letthepeoplemarticipants,community)takeitandmakeitwhat’s

importanttothem

o Ieademhipstanswimanmtmestémrmlghmatoneacqmmdbufldsddllsémeimaest

W9mmeamobdmlesmmme9mmghaflofmiagrowingmkesplweandleadersMp

W

GratiotWoodsConlmuuityDcvelopmeutProject

ANeighborhoodontheEastSideofDetroit

It was ajay to live here 30years ago. Now it ’s a struggle. It ’s a changedneighborhood

That is why we want to make a dmerence here.

Mrs. MamiemeeGmfimWoods Coalition,March8, 1997

Background

GmtoitWoodsisacommumtycovefing37squareblocksontheEastSidcochnoit Itisa

neighborhoodofsingle-familyhomesonsmalllots. Manyhomeshawbeenabandonedvandalized

and/crusedascrackhouses. Vacantlotsamfifledwithuashandalleysprovideprotectionforthieves

anddrugpushers. LikemmanyareasochnoiLdaenomflonoftheneighborhoodstanedafierthefims

inl96‘7. Businesses,likesstoresandfillingstations,leftthearea. Peoplelefl,andmanycontinuetoleave

assoonasthcycanafl’ordit. Mostpeoplerealizethatittooktimefortheneighborhoodtobecomewhatit

istoday,anditwilltaketimetonoticesignificantchange.

TheGratiotWoodsCoalitionwasformedinl991,afterameetingorganizedbyMarthaWrnbush

ofMSUExtension ShehadorganizedaworkshopfortheresidentsomefiotWoods;amotivafional

speakertalkedabouthowyourenvironmentafl’ectshowyoulive. Insmallgroupatheresidentstalked

abouttheirdreamsfortheircommunity. Assresultofthisworkshop,theparticipantscametogetherand

clearedmfiscveralvacamloSandbeganaeaungaparkaaossfiomthe4-HCenter.

Although the Coalition was born in 1991, people had been working together prior to that time.

Therewereblockclubsinvariouspansofthecommunitythatusedtobequiteactiveandpulledthe

communitytogether. Thedubsorganizedtokeepthestrectsandafleyscleanandalsokeptindose

contactwiththcpolice. Afewpeoplerealiredthatiftheblockdubsmuldjommguher,coflecfivelythcy

couldhaveagreaterimpact. Peoplefelttheneedanddesiretodomore.

Implementation

AfiatheCoahfionwasformedthemembasdeddedmatmcywanmdmfoarsondeamMup

thecommlmity. Thisgoalofrevitahzingtheircommumwhaswchanged—hnthesuategyhas

Theystartedwiththe37-square-blockareaasatarget. Someclean-updayswereorganized. Itis

mainlythcsemordfizenswhohawbeenactiwnomeyomhhavealsobeenmvolved. Butthedemandsof

timeandthcphysicallydificultdemandsofthisworkweremorethanasmallgroupofseniorcitizensand

afewyouthcoulddo. Ratherthangivingup,membasoftheCoahfionmettogetheranddecidedmfoals

onasrnallsection—2-3 streets—atatime. Theyacknowledgedthatchange wouldhegradual.

’I'heCoalitionisdeterminedtomakeadifi’erenceintheircommunity. Thcyareplanningtohire

someyoungpeoplewhowentthroughajobservicetrainingprogramlastsummertodosomeofthe

heavierandmorephysicallydemandingwork. ‘I'heycontinuetotrytoinvolvemoremembcrsofthe

community. haddiflontheyueeprdngpossibflifiesfmacommumw-basedhmsingremvafim

projectandahealthcenter.

LessonsLearned

'l'hegrorrpcontinuestoevolvelearningandcbangingasthcygoalong Inthewordsof

communitymemberaforthemostpart,someofthekcylessonstheGratiotWoodsCoalitionhasbeen

learninginclude:
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o “Whmyou’mmrkingmgrammmmumyorgamzingthemoaimmmmmingismreahu

thatwhatyoueameinwithisnotnecessarilywhatyou’llendupwith....0urmajorgoalhasn’t

changedbutthewayofgettingtherehas.”

- “'No'meanssomething. Whenpeopledon’twanttohelporgetinvolved,itmeanssomething...lt

makesyouangrywhenyou’reouttheremeatingandcleaningsomeone’salleyoraroundtheir

house—and they’re sitting inside refreshing themselves... You keep on going, though, because you

realize thateach person (us included) needssomething. You gain innerstrengthtocontinue.”

o “YwneedtomketMngsdowly.Reahtychecandtheumemqmred—wuenmhmtmmme

beginning,”andsothingshavetakenlongerthanexpected Thesethingsarenowbeingtakeninto

consideration—and always should be in the future.

0 “Youhavetohave patience when working with communities!”

0 Thebestwaymgetpeopleinvolvedisthrmrghpersonalcomact—forexample,mostofthepeople

whosMwedupforarecemwahuonmeaingwaemembeeausemeyrweivedaphomealLnot

becauseoftheflyerswhichweresentoutadvertisingthemeeting.

The Hispanic Student leadership Forum

Lenawee County Intermediate School District

Background

ThelfispaflcSmdemLademhipFommaiSIDisapmgamoftheIenaweehtamediam

SchoolDistrictaSD). ltisdesignedmhelplfispaMChighschoolstudentsgainmcessaryskiusmmkem

positions of leadership within their communities. It was started in the early 19905, and continues to

develop each year. With support from CLIMB, a summer component, working with the migrant

community,wasaddedin 1996. In l997,theHSLF modelwasadapted foragroup of African-American

studentsintheLenaweeCountyschools. PastparticipantsintheHSLFhavewrittenarticlesfortheloeal

newspaper,oneparticipantranforpublicofice,andmanyofthemhavegraduatedandgoneontocollege.

Implementation

MHSLFmvohesupmfifiyIfispamchighschoolmMsfiomsevemldifiuemMghxhook

withintheLenaweeISD. Thenumberislimitedinordertomaintainaqualitypmgram;criteriafor

acceptancemcludeexpressedimerestandnmuvauonasweuaspanmalsupport Thestudentsmeet

together monthly throughout the school year, following a curriculum developed by the [SD Multi-Culurral

Coordinator,Mrs.EmilyMartineL

Theanfiauummvemmhmpiesashmgddflgpubficspeakingdiwrsityuaimng,

financial management, and leadership styles. The forum also arranges visits to local colleges and

universities. Several students have participated in regional events/conferences for Hispanic students

and/or leaders. During the summer, students put their leadership skills into practice through working

with the migrant communities in Lenawee County. Students took the initiative in arranging clothing

drivesandhelpedsupporthealthcampaignsintheeamps. TheyalsoorganizedCincodeMayo

mlebmdonaomadancsfmmemigramyunhandmrkedwimmeymnguchfldmmmemmpsas

mentorsandtutors.

SomeofmemhawalmhxnUaimdbythebHYmuhAgmtmusenmpasfordivasity

trainingwiththeyoungerstudents. Thishasgiventhemtheopporurnitytoteachtheyoungerchildrenas

wellasbepositiverolemodels.

LeeaonaLearned

ThesurdentshavegainedskiusandconfidencethmughparudpaungintheHSLF. These

include:

o Confidencetospmkup.Forexample,
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e Severalsurdentshadneverspokenpubliclybefore. Throughparticipationintheforumthey

gaimdwmeofmeskillsforwbhcspeahngandmenalsowemgivenoppormmuesfor

speaking publicly—at the middle schools, at CLIMB events, etc.

o Twostudentstalkedaboutnewlawsaboutthedrivingage. Theywereangrythatthelaws

mbemgchangfiammkedabomwfifingaleuamthenewspaperandmtheirSme

Representative expressing their views. They felt that the adults making the decisions had

notconsideredallof the perspectives—suchashigh school students whohaveto workand

need a car to get there, single-headed households or those where both parents work—which

is in the majority—perhaps even multiple shifts, and so they need the help oftheir teenagers

forshoppmgandmkingmhernbhngsmxhoohsponaac.1'hesesmdenmpomwdmnmm

bdonbdngpanoftheHSLFJheypmbablywmddn’tmmkofmkingthdrvoicesheamm '

anyway.

0 Impormdkeepmgmmmiumnm.1hisismessedmrwghmdthepmgram,ammmmhdd

accountable—byEmilyandbyotherstudents.

o Beyourself.

o Importanceofhelpingothers.

WhenaskedeadvicemeywmddgiwqhasmmrenedmstarungasimiMrMM-the

shrdentscameupwithaveryextensivelist. Whenaskedtoprioritizethenrosrr‘mporranrprinciplesin

devdopingasurdemleadashipdevdopmemfommtheyagreedonthefouowing:

o Setcleargoals o Sethighstandards

o Respectoneanother o Bearolemodel

0 Trustoneanother 0 Savctbccommunity

Local Cooperative Leadership Networks

Several Countiesthroughoutthe State

Background

TheloealCoopaaqueadasMpNamrkmmprogrambfingsmgahermopleadmm

shareidemandtostimulateinnovation,makingthebenefitsofsuchinnovationsavailabletoeveryone. It

isapmgramofmehfichiganAnianceofCooperatives,whichwasestabhshedinl980whenagmupof

cooperatorscametogetherfromdifferenttypesofco-opsinordertoshareideasandlearnfromone

another. Itrs a non-profit educational public foundation, organized to advance cooperative concepts and

practiws'expandmumalaidamongcooperatives; fostercooperationamongcooperatives; disseminate

informationaboutcooperatives; advocatetheinterestsofcooperativesandtheirmembersmndorganize

newcooperativesandprovideconsultationtocooperatives

Mememanydifierenttypesofcmpaafivesfiomwhichdnmsdrawmdrmembas.

mmm(fow,wm«c.),thonswfimlsaficesnmymm

electricians,tonameafew. Althoughonetypeofcooperativemaybequitedifl‘erentfmmanother,they

In

anamrksmbwneaabhshedzforMuskegonIOceamCmmfiaWuhmnaowmyarea,

WmCMyamOakhndlLivmgaonCmnuqandBay/Sagimw/Midhndmues. Thepurposeof

thesenetwuksisto:

bringtogetheralltypesoflocalcooperativesinregularmeetings

developleadershipskillsandconceptsamongcooperators

exchangeideasandinformationamongthecooperatives

createsolidarityamongcooperativesandcooperators9
9
.
”
?
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givecooperativesopporurnitiestodobusinesswithoneanother

misetheprrbficconsciousneasoftheimponammleplayedbycoopemtives

expandmutualaidamongcooperatives

celebrate the values of cooperation

Eachnetworkselectsaconvenientloeationandmeetsforlunch. Overlunch,thememberssharewithand

learnfromoneanother. haddidontheAniancemakesavailablepmgramswhichworddbeofmterestto

the co-op leaders. For example, at the second meeting of the Oakland/Livingston LCLN, one of the co-op

leadersgaveapresentationonfoodbuyingco-opstotheotherLCLNmembers,sharingherexpertiseas

wellasthemanyresourcesusedforestablishingbuyingclubs. Sheisaleadingauthorityonbuyingclubs

andisactiveandrespectedamongcooperatives. Sheisalsoamemberofthatoooperativenetwork.

Itisevidentthatthereisagreatdealofexpertisewithineachofthegmups—theLCLNsprovide

aforumforsharingthatexpertise. Theymayalsohavewssionsonmotivatingvolunteeramanaging

mwmmmmmmmmmmmmmmdmmmm

conflicts,etc.

TheLCLNswfllwonbegeafingupmfigmadsiomwhichweremaderecenuywhichmay

afl'ectmanytypesofcooperativesthroughornthecountry. Bankshavebroughtlawaritsagainstcredit

rmions;mshortthemismmjumuonagainnallaeditumonaandtheyeannmwceptmwmembas

The Local Cooperative Leadership Networks provide a forum for discussing pressing issues such as this

whichafi'ectcooperatives,asweHasfostedngtheleadershipneededto“fightthistothehighestlevel.”

maddiuonmmenamrksflnreisalsoamwfleuawmwsharesideasandmmvafiomamong

thecooperatives.

LessonsLearned

o Sharingofideasisanimponamwayoffostmingleadershipwithinacommunity

o AgrmtdealdexperfixdreadyerdaswiminthemmmumymfwopummkwhmkmededE

moreopporurnitiestolearnfromoneanother

o MaungmlumhisdifliantformmepmmuflmembaswhoamdreadyemmyhrsyanWm

workinjobswhichdonotallowthemtotakeanerdendedlunch

o morgamzingloealco-opsthenetworksamalsoorganizingloealcommuniues

«
9
9
9

Michigan Integrated Food and Farming Systems (MIFFS)

Statewide

Background

MIFFSwascreatedin 1993 tofostercollaborativecommunityactionaroundagriculhrral issues.

MIFFS works in three main areas: developing farming practices, building community leadership, and

influencing policies that affect the decisions farmers and consumers make. It is a statewide program with

at least 15 “innovation projects” throughout the state or at a more local level; these projects explore and

model new production, marketing, community-building and networking strategies

MIFFS recognizedtheroleandimportanceofleadershipdevelopment, anditislikeathread

throughorualloftheinnovationprojects. “Ieadershipdevelopment” maybeexplicitbutmoreoftenitis

implicit in what people are doing, learning, and sharing.

Implementation

BeeauxoftheimpomofleadasMpdeVdOpmentthehflFFS/QMBMpseemed

ideal. AgrmmofMIFFSmflabommmandCLIMBpannasmamgdhamphnformismflabomfion

mmmmwmhawammgrmmofaMpamwaihbkasresmuce-pemmformemmfim

Projects. Itwasthenuptotheprojectpartnerstoaskforhelp,andCLIMBpartnersmadepresentationsor

facilitatedsessionswiththeprojects. Afewpmjectsseizedthisopporumity,butnotallofthemcouldsee

whatCLIMBcoulddoforthem.
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AsmangumofCLlMBpannemalsoplannedoneofNHFFS’quanerlymeaings(for

“collaboratorsandfriends”)tofocus on leadership developmentandnetworkingnhistookplacein

December1995.

Lessonslearned

MIFFShasspemquiteabitofumelookingmlessomharmdmmademhipdevelopmem

throughouttheirinnovationprojects. ThesedonotnecessarilyhaveadirectlinktotheroleofCIM,

but are valuable and much can be learned from their experiences.

0 leadership development requires a sharing component—more than education or even a practice event

0 leadership requires experience—the doing—more than expertise

o opportrmities to provide leadership can precede formal educational efl'orts, and may even prompt

individuals to get more education or experience

0 weshuddndexpedleadusfipdevdopmmfiommreafltmimpmedladershipskinsmacfim

udeasmemisawaymbufldintheacfiveshafingcomponem-pnfingitintopracfice

Ieadershipdevelopsandisevidencedby:

0 team members taking on project activities, arch as responsibility for activities that were important

wmkformepmjxtasmmingresponmhihwforhdhmfingmemrkdflnpmjxtremrdingam

documentingtheteam’s work, andoriginatingaswellasearryingoutprojectwork

o steppingforward to tell the project ’s story, speaking about what they know to interested audiences—

whetherformauyormformafly,malargeorsmangrouporanotherindividual

0 working with otherpeople to help them learn whatyou do, leading to both formal and informal

replieationoftheinnovation

0 taking on biger or difl'erent responsibilities as a result oftheirproject activities, personally and

professionally

haddifiommecwrdimmrandwdmmrofMIFFSandCLIMBparmashmidenfifiedmal

otherlessons:

o “Aplanimplementedaswfinenisdoomedmfafl”-ymneedwleamandbewiflmgmchange,and

realizethatsometimesopportunitieslooklikebarriers

o “LademMp”ismtmcessuflymemmpwpleusemidenfifytheumed—theyammomhkelym

mentionaskillthattheyneed,likelearninghowtodealwithconflict,whichmightthentranslateinto

“leadershipdevelopment”

o AmongmeCLmdBparmaaadeeplwdofmhaddevdoped—theywueablewshmdiwrgem

Mommmmmmmmmmmmmmmmmm—

so they were able to work together more efi‘ectively

o ThewflabomfionbdwwnMH’FSaMCLfldBfliflhmageatdealofm-Mppedpdmfialm

mlafionshipandmlesfifmomfirflyunderstoodmmfldbebeneficialtobdhgmms.

Non-Traditional Leader Development

Kalamazoo County

Background

Thispmjeaedofigimtedwimthemtemmaddnssmelackofladershipdevelopmem

opportunities for non-traditional and grassroots leaders involved in neighborhood and community based

issues. 'I'hisneedsurfacedindiscussionsamongcommunity membersactiveintheForumforKalarmzoo

County, a broad-based group concerned with community change and improvement A member ofthe

ForumwasalsoactiveinthedevelopmentofCLIMB,andsawthisasavaluablelink OtherKalamazoo

communitymembersbecameinvolvedwithCLlMB. 'I‘heysawthepotentialtoaddressnon-traditional

leaderdevelopmentthroughCLlMB. ltwouldalsoprovidetheopporurnityforthemtoputintopractice,

withintheircommrmity,whattheywerelearninginCLIMB. Todoso,theyputtogetheraproposalfor
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providingaseriesofin-depthtrainingandskilldevelopmentopportunitiesoverthccourseofayear,for

non-traditional and grassroots community leaders, focusing on community issues and concerns.

Implementation

Thegroupwascompfisedofadiwrsegroupofxahmazmmmmumymemberamcluding

people from MSUE, the MSU-Kalamazoo Center for Medical Studies, Kalamazoo Valley College, the

Healthy Futures project, and others. They met in the spring of 1995 with community members in Benton

Harbor and explored the possibility ofcollaborating for a regional program ofcommunity leadership

development. ThisdidnflworkmmandtheproposalforKahmazooCmmtywasprepmedmmefaflof

1995.

AfiatheproposalwasappmvedandfimdedbyCLlMB,memembersofthegrmmwaeso

involvedinotherprojectsandvolunteeractivitiesthatiswasdificulttoimplamaattheirideasforthis

project. Since that time, they have met occasionally to discuss next steps for implementation, including

linking this leadership development project with already existing community programs, like Healthy

FuhrresortheYouthIeadershipProject

ThepmjecthasnotyetbeenimplennntedhnpeopkhavenMgivenuponiteidrer. They

behwemmmiswpeofmgkmededwiminmdrmmmumtyzhowetheyaborulizem

someoneneedstobewillingtospearheadtheefl‘ort

IeasonsLearned

o TumojeawasnMgrmndedmwmahingflreadyadsdngandmhadmbedevdopedfiomme

groundup. Thiswasmoretimeandenergyconsumingthanmostpeoplewereabletodo.

o Noonewaswillingtotaketheleadonthisandreallygetitgoing.Everyoneisactivelyinvolvedin

theircommunity, and this wasn’t closely enough aligned withwhat theywere already doing, so itwas

one more commitment that they had trouble taking on

- RdawdthsthegroupmsmadeupofpeoplemvohedmdifluemmingsandMgdifiaem

interests. “’I‘heenergywasscattered”

o Theremm’tmmemingpresnng—ammwmngm,medmaids—toaddres.msprojeam

“an application looking for a problem.” (It was more pro-active than reactive—important, but

diflicult to stir people to action and commit to involvement.)

0 It is important to deal with different schedules. For some people, this was closely related with their

jobaandsotheycouldtakethetimetomeetduringtheday. Forotherstheeveningsorweekends

workbetter. Inthefirmmthisneedstobeaddressed OnepossiblesolutionistocreateZparallel

teamsmeedngatdifl‘erenttimwithsomeoverlap.

Inthefuture,membersofthisgroupsaidthattheywouldbemomawareoftheneedforhaving

o aclearfocus o onetospearheadtheinitiative

o the“right players” a rootswithinanexistingprogram

o astrongteam

Parent leadership Mentoring Project

Ingham County/Statewide

Background

Tusleadushipimuafiwwasdevdwedmbenefitchfldmymnhandfamihes.1hrmgha

strategyofskilldevelopmentandsupport,theintentofthisprojectwastOprepareparents/consumersof

the children involved in the Special Education system, Early Childhood Education system, Mental Health

sydemanflorSodflSeMcssyaemmbwommmbemofloulmeuvegovmanmorgammfiom

andrelatedworkgroups. Participationinthisprojectwouldenableparentstogaintheskillsand

confidence needed to take an active role in local collaborative organimtions.
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Thaewuefmumainmgodesofaakeholdasmvowedmimplemenmdonofthemgz

1. Parents who received training

2. MentorsfromCLIMBtoassistandsupporttheparents

3. Volunteers from CLIMB to assist in evaluating the training, with follow-up calls or visits

with trainees

4. State Directors/Stayfrom the Family Independence Agency for planning and

implementation of collaborative initiatives

Implementation

Themrdadumforthispmgramwasdevdopedandmanycontactsweremade. FourCLIMB

partnerscompletedmentortraining. TheprojectwasterminatedinMarch1997. AletterfromDave

Bernsdescribedwhythisdecisionwasmade:

Fimtthenumberofvolunteerswseweasmentmswasconsidemblybelowofiginal

plam. Wehadhopedtohave80-100partnersrecmitedandtrained Thefirstsession

resultedinfourtrainedmentorsreadyforassignment. Secondtheamountofeffortand

dmereqmredmimplememandmmaintainthepmjeaexceededofiginalesdmates.

Anempfingmmuitmmatchandmonitormrsstatewidefiomacenual

location was much too grand a project to implement with the limited resources available.

Fhaflthaveacceptedaposidonhamtherstateandwiflnmbeablemdesignand

administeraltemafivesuategiesthatmayhavemadethepmjectsmssfid.

LeasonsLearned

BefomDmlemhemokmmedmemreflearmontheamefiemeofmisprojeaandwhmmgm

bedonedifl‘erentlyforittobemoreefl'ectivelyimplemented.

o Numermmmnmaswimpamntsandmnmmasmmughmhmestamwnfirmedadedmform

andguidancefromcommunitypartnerswithmoreleadershipexperience. Thereisdefinitelyaneed

anddesireforamentoringprogram—howtoadministeritisthechallenge.

o Administeringaprojectofthisnaturemayworkbetteratalocallevelthanthroughastatesystem.

Thedmeandenergquuimdwfacihmteloealconmasandmatchesiserdensiw. Itisnotclearif

thisinvestmentofresourceswouldbeproductive.

o Asimpleralternativemaybemoreusefirlandefl'ective.PossibleeachMSUExtensionoficecouldbe

emuagedmmedeamponmpamnmandmnmnnrswhobecomemvohedonlomlwuabmadw

boards. Ifthe extension offices orotheragencieswereroutinely available forthispurpose, local

collaboratives could comfortably refer their consumer members to receive such supportive services.

0 Thetrainingcurriculumdevelopedforthisprojectwaswellreceivedbythefewpartnerswho

participated. Itscomamavailableforothemwhowishmofi'ersimihrmmngsform.

U.P.Lead

UpperPeninsula

B

ThegoalofU.P.1eadwasto“doleadership”inanewway. Itwasan“experientialapproach”to

communityleadershipdevelopmentratherthanaprogrammaticapproach. Eachcountybroughttogether

a diverse, nurltigenerational group ofcommunity members for a 2-day workshop, during which time

mmthymncemwueidendfiedaMgroupsseH-formedmaddressmmeofflwseisaws. Theintent

wastoidentifywhatasmallgroupcoulddoinashortperiodoftimetobegintoaddresssomeorthe

communityconcems.

Implementation
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ThirteenofthefifleencountiesintheUpperPeninsulaparticipated MSUEprovidedatemplate

for the workshop, covering such topics as community Visioning, collaboration within communities,

working with different personality types, community asset building, getting things done in communities,

and dealing with conflict. The county planning teams, comprised ofcommunity leaders and others who

had participated in previous Extension leadership programs, worked with this template and adapted it for

marmmumw.1heyxleaedmepresenm—mswasmimmmmmoftheproces,mhnngmm

theresourcesandexpertisealreadyexistwithintheircommunity.

Theisawsidenfifiedhcludedmhmnwmasmmmufityapamy,memkdownoffamihes,

substance abuse, encouraging volunteerism, homelessness, recycling, mentoring, land use planning,

unifyingdividedcommunities,andthelackofactivitiesforyouth. Someoftheouteomesinclude

repairingmrtdoorbasketbaflcourtssothatyomhpeoplehaveanaltemafive,wholesomeactivity;linking

uptocreateacommunitytheatergrouptouniteadividedcounty;talkinginschoolstorecruitand

pmmdeymmvolmtwfimaMemmmgingWaMpammorganueandmndupfmwhmis

importanttothemintheschools.

Most counties held follow-ups approximately six months after the first gathering; in addition,

therewasa2-dayU.P.LeadgatheringinMarch 1997. ParticipantsfromallcftheU.P.countiescame

together, shared experiences, learned from one another and through sessions on volunteerism, grant

writing, and youth, and learned more about collaborative leadership through an external facilitator.

ParfidpanmflwbeganmexplommrfingmgahermmmmonmammmmtheUppa

Peninsulainthefuture.

Lessons Learned

AttheU.P. LeadgathenngmMmehdunngintensivevisitsmhonandBamgacmnfieandin

conversation withothers involved inU.P. Lead, several key lessonshavebeen identified:

0 The greatest effect of U.P. Lead has been the equality ofvoice experienced by the mum-generational

groups. The youth were targeted deliberately and genuinely. The powerful impact of high school

shrdenSsidingdownandhavhganeqmlvoicewimodrerswithinthecommumw, includingcity

managers, schoolboardmembersandotherconcuuedcifiaenswasexpressedbyneaflyafl

participants.

0 Similarly, U.P. Lead projects brought together diverse groups ofpeople. Participants had the

opportunitytomeet, interact, andnetworkwithotherswithintheircommunitythattheyhadnot

known before.

0 leydoesmhadivmmdtdommgaher.1hkbdmmnyexamplaofexuemelyefiwfiw

collaborative eflorts—people with common interests and complementary strengths are currently

collaborating on issues ofconcern within their communities.

a U.P. Leadparticipantsareveryactivepeople. Theyarenotnecessarilyinleadershiprolesof

community-based development initiatives; many consider themselves “do-ers” rather than “leaders. ”

o It is important to deal with the realities of people’s schedules: those for whom CLIMB is related to

theirworkcanbemoreinvolved; thisisverydiflicultforthosewhoareinterestedintheircommunity

but do not haveflexibiligr in their schedules for meetings and workshops.

0 While an on-going process of leadership development is more difl'rcult to sustain than a short-term

project with tangible results, the ripple-effects will be felt for a long time. Each participant, on a

continuingjourney of leadership development, takes with him/her new ways oflooking at and

practicing community leadership.

0 Leadership takes commitment! U.P. Lead projects are very valuable, but also very time-consuming.

o Inadditiontocommitment, numbersdocount. Insomecases,theissue-basedgroupsweretoosmall

for enthusiasm to be maintained; people expressed feeling isolated

Inaddition, ArthurHimmelman, whospokeattheU.P. Leadgathering, identifiedsomegeneral

principles for working with communities:

0 Be accountable—follow through with what 0 Don’t let your passions get the better ofyou

you propose/start - Celebrate your accomplishments, big or

0 Be respectful small
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Youth Enrichment Summer (YES)

City ofHolland

Backgrmnd

TheYouth Enrichment Summer (YES) programwasstarted4yearsago. It beganasasummer

employment program for at-risk youth, inspired by such programs as Upward Bound and Head Start. As

the Human Relations Director with the City of Holland, 1056 Reyna grew increasingly aware of the critical

immfidngyWWlmAmgs—Mmgniudmeimmmofmeefingmemedsof

youth

'I'heoriginalintentionforthisprojectwasto“occupythekids’time.” Itsgoalwastodirect

mammumgpmmmprmmmpmmmmepmrmmm

ofgrooming good employees. There was no leadership component, and it was considered very academic.

ThiswasinlargepartduetoamandatefromJTPA(theJobTrainingPartnershipAct,afederallyfunded E

Title 11 program, which provides youth employment training).

Overtime,Josehasdevelopedthepmgrambasedonleadashipmodelsandtheneedsofyunh

and their families—the educational component builds upon these needs, fiom health to artistic expression,

coveringsubjectsfiomweflnesstoeconomicdevelopmemmanappreciation SeveralCLIMBpartners

hawhelpedmdefimngaMdevdopmgthelmdemMpmmwmntaMmmehawdmsavedum

persons.

 
Implementation

‘I'herewerelzstudentsinvolvedthefirstyear(l993). Thatsummer,theywereinvolvedina

muralcreationprojectattheCivicCenterandincleaningupgrafitithroughoutthecity. Itwasan

employment and skills program, operated by the Intermediate School District. The educational

component of the programwaslargelybasedonapre-determined curriculum;thiswasn’tthehands-on

learning that students wanted and respond best to, so revisions were made for the following year.

In 1994, there were 20 participants (50 applicants); 1995 also had 20 participants (80

applicants); 1996 had 50 participants (200 applicants). The students who participate are selected based on

lTPAstandardsOow income, l4-21yearsold);theymust also committotheduration of the program,and

parentalsupportisrequired Parentsmustbewillingtogetinvolved;forexample,atteudsometraining

sessions and/or participate in counseling Applications are prioritized with input fiom teachers and the

courtsbasedonwhowouldbenefitmost.

The program continues to evolve. The name has changed to Youth Enrichment Services, as it is

intheprowssofgrowingfiomasummerpmgramtoonewhichisyear-rormd. Thiswillallowfora

greaterimpactinthestudents’lives. 'I'hestrategyhaschangedfiom,“l~lowdowemaketheyouthfitinto

ourprogram,”to“Whatisimportanttotheyouth? Howeantheseneedsbeaddressed?"

LessonsLearned

Ifheweremstanarchapmgramelsewherelosewmdddoafewthingsdifi‘erendy. Hewould

seekto:

o lncreasethelevelofparentalinvolvementandsupportfiomthestart

o Givestafi’themolsmeyneedmdealwimthevafietyofismeswhichtheyencmmtu

o Increasethedurationoftheprogram

o Haveapefiodofmepmgramwhenthesumenmmehwsedmgdhaformnmwnsiwmmracfiom

o Workwimpamapanmandtheupamnmmmcogniumdrabflitymgenuamanduxpowmmeu

communities

0 Apply for a grant to help community groups organize, with the expectation that leaders—in politics,

business, etc.—wouldemergefrom thesecommunities

Otherlessonsinclude:

o Theneedtolimitthenumberofparticipantsforqualityandflerobilityoftheprogram
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o Donorercpectafionscansometimesinhrbittheflerobifityofaprogram—soitisimportanttobeableto

convincedonorsoftheefi'ectivenessofthisapproachsothattheyallowtheflexibilitythatYES

requirestosucceedinenrichingthelivesoftheyouth

o ltisimportanttobewillingtotakerisks,keepyuuvisionknowthatyou’renotdoingitforyourself,

involveothcrpewleandlearntodealwithfrustration Healsostressedtheneedtobeflerdble,and

willingtoleamandadaptratherthanbecomingdefensive.

Youth Violence Prevention Coalition

Ingham County/City ofLansing

Background

ThernthlencervenfimCmfidonWVPowasaeamdmaddnssimreasingmmmumty

concernregardingtheissueofviolencemndyorhhviolenceinpardcrflar. Itwasestablishedin l994asan

mstgrowth of efi'orts by the City of Lansing, the Mayor’s Transition Committee on Public Safety, and the

Ingham County Board of Commissioners. Mayor Hollister and the chairperson ofthe Ingham County

Board of Commissioners jointly appointed twenty-one community members to serve on the YVPC.

Members were selected fiom public and non-profit agencies, community and neighborhood organintions,

schoolsbusinesses,privatecitizensandparents. Itislargelyfinrdedbyafederalgranustafl’and

resourceshavealsobeenprovidedbymanyothersoruces.

TherearefourcommunitygoalsoftheYVPC:

School/Community Violence Prevention Progranming

Parenting/Care-Giving

Educational Successfor Youdt at Rid

Community Mobilization

CLIMB, mmughloelessardMSUE-lnghamCNmynndLeahihrflsMchiganCwncilon

Crime a Delinquency), was involved'rn the fourth goal, Community Mobilization. The intent was to

increase the capacity and commitment ofcommunity members to become pro-actively involvedin the

social development ofyoung people through implementation ofa community-wide mobilization strategy.

Together with local communities, its mission is to facilitate and coordinate the development and

implementation of a comprehensive, community-wide plan that provides for the safety ofchildren in

homes, schools and neighborhoods.

P
P
R
!
"

Implementation

Aspanoftheefionmmobihnthemmmmity,CLmdBumponedtheNafionallsawsFonms

(NIP). NEWMbeenoflaedbyMSUformanyyeamhnbefomthisfimeithadnmbeen

implemented in the community. NIF is a tool for stimulating dialogue on difi‘erent topics, enabling

mpsmmrkmmghisaessynemadmuy—fiommfomafionshanngammsdoammdehbuafion

decisionmakingandactionplanning QMprovidedseholarshipsfortwopartnerstoreceivetraining

infacilitatingNIF.

AgreatdealofplanningwemimoorganizinganIFaandtwowerecarriedmrt Onegroup

metatImmacrdateHeanCathothhumhonaltemafingSaturdaystohavethmefidldays(overthecourse

ofsixweeks)totalkabout“GrowingUpAtRisk” 'I'heleagueofWomenVotersfocusedonthetopic,

“Kids Who Commit Crimes—What Should Be Done About Juvenile Violence,” spending two Saturdays

inthespringofl996todiscussthis. 'I'heyfocusedonaboutfourtopicsrelatedtojuvenileviolence,

mrkedmmughtheismmmemagmmruMemandingaMMIiudhowmmdateddnisamm

which afl‘ect juvenile violence. They also came up with recommendations for community-based actions

thatcanbetakentoreducetheproblemofjuvenileviolence.

ThegrantfiomCLlMBprovidedtheopporurnitytoconnectwithpeopleinmanywaysandat

varying levels. For example, the NIF and community mobilization component expanded the community’s

awarenessofthe community initiativetoprevent violence. Italsoenhancedpublic awareness ofspecific

agenciesandpeopleworkingintheseagenciestopreventviolence.
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[mo-shamed

Ieademfipisdmwnfiompeoplemaimpaaedbymm—mosewhomnwmpmhendmatm

through collective action is desirable and worth working for.

IeadasMpummngmummnmawimmepwplemoamveaedmmeimemhermandmplythose

most interested in leadership.

People are tired of talk—they want action

“Therearesomanydcmandsonpeople—youhavetomakeitaseasyaspossible”forthemtoget

involved. TheNIFsareanexcellenttool—butrequiretoomuchtime. ltisverydifficultforpeopleto

devotethreefulldaystoattendtheNIF. Itmightbepossrbleformorecommunitymembersto

mrfidmiftheNIFismMensedoeraomdaypmgam—hnsdfldojusfiwmtheisnns

and develop recommendations for action. F

ThNIstaenMvaydivmseweahmmhMpahapsafomofDiflogncudestadmcmdd '

beadaptedforamorediversegrouptohavedialogueonyarthviolence.
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U.P. Lead Workshop Template

Day 1

O

O

0
.
9
0
.
.
.
.

Opening remarks/welcome

Exploring and Sharing Our Experiences ofCommunity and Leadership: The Seven

Views ofLeadership

Break

Leadership Assessment Activity

Lunch

A Look at Diversity

Dealing with Conflict in Communities, Families and Organizations

Break

Planning for Channgision in Communities

Reflection

Day 2

0
0
0
.
9
0
0
.
0
0
0
9

Town Meeting: Community Projects

Power in Communities

Break

Working within the Political Process

Lunch

Our County: Our Jobs, Our Economy, Our Lives

Group Discussions: Our Issues

Break

Prioritizing the Issues

Forming the Teams and Beginning to Plan: “What are we going to do about it?”

Where do we go fiorn here?

Reflection
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Letter to Potential Participants

mmQuakers-chm

310-C NannalReaoureeBuilding e MichiganStateUniversity e EastLansing,MI 48824 0 517-353-1898

April 24, 1997

(name, address)

Dear (name),

SteveNelsonhasperhapstalkedtoyouaboutmycomingtolrchountytomeetwiththe

U.P. Leadgrouptotalkaboutyourexperienceinthiscommunityproject. Letmetakeafew

momentstodescribetoyou whatIhopetodoandwhy.

Thepurpose oftheseprojectswas foryouasacommunitytocometogetheraroundan

issuethatyoufeltwasimportant. CLIMBandUP. Leadwantedtostandwithyouinwhatyou

decided to do, in the hopes that through working together, you would develop as a community

group and leadership would result. In cooperation with CLIMB and U.P. Lead, I am talking to

peopleinlronandBaragaCountiestoleam fromyouaboutwhyitisthatyouareinvolvedinthis

community project, how leadership is practiced within your group, and whether these ideas about

leadership and community development have spread to other groups—like churches, schools, etc.

Itisveryencouragingtoseewhatyouhave doneasagroup. Thisprovidesthe

opporumitytocometogetherasagrouptotalkaboutitandtorealize, together, whatyouhave

learned by being involved in the theater group or kinship mentoring project. It may even be the

casethatthistime oftalkingaboutwhatyou have learned willhelp youasyouthinkabout

planning other projects; it may also help other communities facing similar issues—when they

realize how you have dealt with certain issues, they can learn fiom your experience.

We will meet from 1-3130 on Tuesday, May 6, at the library conference room in Crystal

Falls. We’ll have snacks and beverages available. This will be a time of meeting as a group to

talk about the project—who participated, why and what was accomplished. We will also talk

about some ofthe events that afl‘ected you as a group, talking about what decisions needed to be

made, who made them, and how.

Over the next several days, 1 will meet with you individually, at a time that is convenient

foryou, forapproximatelyanhour. Druingthistime,lhopethatwecanjusttalkaboutyour

experience in the group, and whether this has afi’ected your involvement within your community

in any other ways.

Afierthese interviews, we’ll come backtogetherasagrouptotalkaboutwhatlhave

learned fiom you, whether you have any clarifications or corrections, and any other issues or

comments you may have thought ofduring the week. This will be on Friday, May 9, also fi'om

1:00-3:30 at the library.

Ifyou have any questions, please feel free to contact me at the number listed above. I

look forwardtomeeting youandtalkingwith you soon.

Sincerely,

KristinM.Kroll
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Interview guide

These are proposed questions to guide the discussion. I will seek clarification and depth

on points of interest which emerge through the discussions.

Tell me about your project—what have you done?

Why did you get involved?

Have new people gotten involved, or were you all involved from the start?

What are you most proud ofabout this project—individually, as a group?

What advice would you give to others interested in a similar project?

What have been some ofthe major decisions that you as a group have had to make for

this project? How have these decisions been made? Who has made the decisions?

7. Who do you look to for leadership in this group?

8. Do you consider yourselfto be a leader?

9.

1

9
5
5
9
9
9
.
”
?

What have you learned through participating in this group? How has this happened?

0. What have you learned here that you have taken elsewhere (e.g., to the schools,

church groups, other community group)? Where? How?

11. What did you hope to get out of participating in this project—as a community group?

As an individual? To what extent has this been realized?

12. Where do you see this project going? Your group? Yourself as a community

member (and leader)?
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