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Preface

In the spirit of collaboration, the W.K. Kellogg Foundation and The
Healthcare Forum have partnered on the development of four mod-
ules designed to support Kellogg grantees in their community-based ini-
tiatives. The modules are part of the “Sustaining Community-Based Ini-
tiatives’ project which was developed to build capacity within commu-
nity based organizations.

The four modules will be delivered through a series of workshops and
will cover the following topics:

Module One Developing Community Capacity:
l designed to improve the community’s ca
\ / pacity for positive change by promoting
—L{1— citizen participation, action and leadership.
VAR
Module Two Communicating with Policy Makers:
designed to enable community-based orga-
nizations to develop the skills and strate-
gies which allow community-based voices
to create and influence public policy.

Module Three Community and Economic Develop-
ment: designed to enhance the achieve-
ments of community-based organizations
by introducing techniques which target the
use of key economic principles.

Module Four Community Informatics. designed to en-

hance the capacity of community-based

N project directors to use information in de-

P cison-making and communicating the
P value of their programs.

The goal of the four modules is to offer participants a variety of tools and

strategies that will support efforts to improve heath and quality of life
in their communities.

Each workshop is from two to three days in length and will bring a mix
of operational, strategic and practical experience, where each partici-
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PREFACE

pant will spend time interacting, exploring and reflecting with work-
shop leaders and with each other. This manual is developed to support
the learning that takes place during the workshop. We encourage you to
read through its entirety and to openly share materials with other com-
munity leaders, but request that you acknowledge the source.

Sustaining Community-Based Initiatives
Graphic Symbolism:

The four symbols on the manual’s cover were carefully chosen to repre-
sent the four topics of the Sustaining Community-Based Initiatives mod-
ules. The symbols are a synthesis of pictorial representations from a wide
array of languages and cultures throughout history. The symbolism was
felt to accurately convey the rich fabric which makes up every commu-
nity; the individual symbols portraying the essence of grassroots issues,
and the combination of the images addressing the complex interactions
which must take place within a community in order for growth to occur
and for community-based initiatives to be self-sustaining.

Vi MODULE 1 m Developing Community Capacity
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/T~ Introduction

any people believe we've lost a sense of community in this coun-
try, and that a maor renewal and rekindling of community spirit

is needed. As old forms of community have unraveled, so have
many marriages, families, and neighborhoods. As more and more people
have lost a sense of inclusion and belonging, they have stopped identify-
ing with their fellow human beings and with the part of the planet they
al share. Crime, violence, addiction, depression, teen suicide, and other
personal and socia ills have mushroomed. The future of our communi-
ties is a stake, and what has worked in the past may work no longer. We
need a new model that empowers people to make a difference in their
communities and neighborhoods. We need a model that incorporates a
systemic view of societal challenges, one that looks at human services as
part of alarger interrelated system rather than as fragmented parts that
require attention.

Arthur Himmelman (1992) uses the term “collaborative empowerment”

to describe a vison and process for societal change. Just as strategic

planning promotes systematic organizational development, collaborative

empowerment promotes systematic societal change. This is a planning

and organizing method that lets community and neighborhood-based

organizations design, implement, and assess problem-solving strategies

that increase their effectiveness at dealing with community issues.
|

Collaborative empowerment proposes that greater self-de- ]

termination will result when mutually respectful relation- T,."_’ Iu.ture of our comm

ships are formed between community and neighborhood-  Niliés is af stake, and

based organizations and larger public, private, and non-profit  what has worked in the

institutions. This respect grows out of a commonly shared

vison among those engaging in collaborative, community- past may work ro longer.

based initiatives. This respect is maintained by recognizing that people

in need of assistance aso can and should make vital contributions to

community problem-solving. This respect is enhanced by sharing deci-

sion-making power, responsbilities and accountabilities, and commit-

ments to democratic principles.

This manual, Developing Community Capacity, was created as a resource
guide for you to use in initiating collaborative empowerment in your
codition or community. We know that we cannot solve the complex  prob-
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INTRODUCTION

lems facing our communities without the active involvement of all parts
of them. So, we hope that within this manual you will find a useful col-
lection of emerging models, concepts, techniques, and interventions that
will assist in empowering and mobilizing citizens in your community in
their coalition-building efforts.

This manual is designed to assist you in becoming a catalyst for positive
change by engaging your community leaders in designing, developing,
and implementing a broad-based, community-owned action plan for im-
proving your community’s health. Since the stakes are high (financially
and organizationaly), by using this manua you have the opportunity to
benefit from what other leaders are learning and to avoid common pit-
fals. While your community and your effort is unique, and there is some-
thing to be said for learning from others mistakes. We would like to
respond to your interest in knowing what works as you journey toward
the new frontier of collaboration, This manua will provide you with in-
formation that you can immediately apply to build the capacity of orga-
nizations and individuals to address questions such as:

m What are our desired outcomes? How do we know these are the
“right” targets?

® How can we not only get results, but create a process of col-
laboration that we can use in the future when we identify other
shared goals?

s Who should be involved in this effort?
m  When should we take action?

» How can we make sure the actions we take have long-lasting,
significant results?

s How do we address barriers in our process of working together?

The basic assumptions underlying this module include:
e Loca communities can solve local problems.
® The entire community must be involved.

s Resources can be found and developed at the local level.

m Collaboration can be much more effective in solving local prob-
lems than can individuals or groups working independently.

m  Communities must develop action plans and strategies that
are redistic and usable.

2 MODULE 1 m  Developing Community Capacity



INTRODUCTION

A Collaborative Approach

Many different models of collaboration are emerging. These include stra

tegic dliances and partnerships of two to three “stakeholders’ (partici-
pating organizations), coalitions of 10 or more stakeholders, and com-
munity-wide efforts that engage numerous organizations as well as the

public. These initiatives may have one objective, such as increasing ac-
cess to healthcare, or they may work together to address a variety of
objectives.

Regardless of the number of stakeholders and the number of objectives,
these collaborative efforts are based on a common set of “success fac-
tors.” You will see these basic principles throughout the manual. Suc-
cessful collaborative efforts:

are open, inclusive, and diverse;

build upon individual, organizational, and community assets
and strengths;

empower stakeholders in a positive, nonthreatening way;
are based on a compelling, shared vision;

employ strategies and tactics that directly relate to that vision;
are well timed,

are based on tangible, visible commitments of resources by the
stakeholders,

have the power to implement their own recommendations;
use consensus to reach desired outcomes,

focus on root causes and underlying values,

value the process as well as the results;

measure outcomes regularly;

celebrate milestones and achievements; and

sustain the momentum.

Among the most important messages we can impart in this manua is
that the most transformational processes to be described are those pro-
viding for mutual recognition, and for the establishment of respect, trust,
and power, which is defined and shared by al those joined in common
efforts.

We must also mention that sustainability is critical to the success of all
community health initiatives, Many community-based organizations

MODULE 1 m Developing Community Capacity
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begin partnerships and programs without the benefit of structural, op-
erational, and relational mechanisms to build the necessary capacity to
support the effort over time. Rather than being viewed simply as projects
to complete in the short term, community health initiatives should be
viewed as long-term, ongoing efforts whose core human, social, and eco-
nomic resources should be actively nurtured and continuously renewed
as a community asset. Without a long-term sustaining focus, community
health improvement efforts may not achieve their intended objectives to
affect health status.

Using this Manual

We recognize that communities vary in their history, geography, need,
resource base, and concerns, We have, therefore, offered multiple ideas
and approaches for building and maintaining your community’s capac-
ity for future leadership. This manual may not contain all the answers
to your needs, but it has been designed to be accessible to those working
a any level of your community It should help individuas, groups, and
teams of leaders expand their knowledge base and develop action plans
and dtrategies that address the needs of their communities through col-
laboration and leadership-skill building. The workshop is designed to
assist individuas in the development of innovative, community-based
coalitions as well as collaborative strategies and approaches.

Module One is organized around and devoted to five essential elements
(chapters) of developing community capacity

CHAPTER 1.
Leadership-building capacity to lead
a community-based process

In the 1990’ s and beyond, definitions of success will be based on a new
form of leadership. This chapter looks at “collaborative leadership” as a
model that will promote and sustain community-based efforts.

CHAP_TER 2 _ o
Multiculturalism and coalitions

Building effective coalitions depends on the incluson of al individuas
who have a stake in the process. Individuals that reflect the socioeco-

MODULE 1 W Developing Community Capacity
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nomic, cultural, political, and geographic diversity of the community can
increase your chances of success significantly, because in many cases
collaborative initiatives fail because the right people were not included.
In this chapter you will learn more about the sensitive issues and dy-
namics that can help you detect potential obstacles and develop ap-
proaches to address them.

CHAPTER 3:
Building the coalition

This chapter describes and defines the basic building blocks of commu-
nity-based efforts. It defines codlitions, collaborations, and empowerment.
The authors describe the components required for building community
codlitions and outline a series of principles generally applicable to al
codlitions, and that are drawn from more than 10 years of codition-build-
Ing experience in over a dozen communities, These principles include
not only the obvious, such as a clear coalition mission and goals as well
as strong leadership, but also stress the need for hope, celebration, pa-
tience, and persistence. Codlition development is not without conflict
and difficulties; as a result, we present a list of common barriers you
may encounter, as well as strategies to overcome them,

CHAPTER 4:
Grassroots organizations: building capacity

How to involve citizens in your coalition’s work is one of the most chal-
lenging issues you'll wrestle with. The lack of resident participation in
neighborhood coalition efforts can undermine progress and success. This
chapter presents a clear framework and many helpful suggestions for
grassroots mobilization and involvement. The outreach strategies pre-
sented are well tested and have successfully engaged citizens in commu-
nity-wide efforts.

CHAPTER 5:
Community assessment — a tool for mobilizing
the community and action planning

An innovative community assessment technique is a key tool for involv-
ing and mobilizing people. The approach presented involves all sectors
of a community in understanding and acting upon the major issues that
face them. This technique has worked in rural and urban areas, and has

MODULE 1 =  Developing Community Capacity
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provided a wonderful “kickoff for community-development efforts as well
as a solid base for building community support. Community assessment
also serves as an effective tool for mobilizing the community and for ac-
tion planning. Drawing from materials in the previous chapters, this
chapter lays out a typical codition-planning process and leads you
through the development of an action plan for your own coalition based
on a self-assessment of many issues discussed in this manual. The find
action plan can be the most important result of your involvement with
this manual and workshop. We hope that you will be able to move the
work of your coalition forward using these tools and resources.

A Final Note

Experience tells us that community coalitions must have a diverse mem-
bership. Many of the health care codlitions active in our communities
comprise a variety of institutions. These include community-based ser -
vice providers and local ingtitutions, city and/or countywide agencies
and, most importantly, grassroots community groups and organizations
made up of local residents living with and affected by the problems the
coalition has been formed to address. This great diversity makes for a
richness in both resources and perspectives on the difficult problems that
our coalitions seek to solve.

Acknowledging this diverse audience, the chapters in this manua are
written so that they can be used in different ways by different kinds of
organizations. The chapter on community assessment, for example, can
be used by a coalition with a large service-provider membership to reach
out and involve more grassroots organizations in its work and leader-
ship. For coalitions with an existing high levél of grassroots involvement,
the community assessment method of planning and mobilization can be
used to activate community residents and service-providing institutions
and get them more involved in the coalition’s work. Both kinds of coali-
tions will find it useful as a mechanism for maintaining credibility and
connection with the community and for mobilizing the community to
action. Similarly, the chapter on coalition building will be helpful to
grassroots groups for building their own organizations and memberships,
and to service providersas a tool to help the grassroots groupsin their
communities through dissemination ofmaterials and hands-on assistance.

Admittedly, it's difficult to agree on the definition of “grassroots organi-
zations” We have defined them as organizations made up of a community’s
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residents. Grassroots organizations usualy have small budgets and lots
of volunteers who have organized to address issues and problems that
effect themselves, their families, and their neighbors. Whether your own
organization meets this definition or not, this manua has a great dea of
material that will be useful for it, for your community, and for your
coalition’s membership.
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\1/ Leadership:
/1N Building Capacity to Lead a
Community-Based Process

“Each of uspossesses the capacity for leadership. No matter what
your age, circumstances, or condition of life, the possibility of be-
coming a leader exists at every moment.”

-Warren Bennis (1994), Learning To Lead

Purpose

What kind of leadership will it take to effectively initiate and sustain
collaborative community efforts in the 1990’ s and beyond? What specia
skills and traits are required of this new leadership? This chapter will

attempt to answer these questions by describing the role, skills, and at-
tributes of the new collaborative leader.

Learning Objectives

You will;

» comprehend the essentials of the new kind of leadership re-
quired for collaborative community efforts — and the differ-
ence between traditional forms of leadership and this new
model;

R understand the primary role of the new leader;
m recognize the skills and attributes needed by an effective col-
laborative leader; and

e Dbecome aware of traps to avoid in exercising collaborative
leadership.

Overview

There is widespread public dissatisfaction with current leadership at all
levels — local, regional, and national, Clearly, a new kind of leadership
Is needed. That is one of the most important findings of the national
study, What Creates Health? Individuals and Communities Respond, con-
ducted in 1994 by The Hedthcare Forum in cooperation with the Na-
tional Civic League and DYG, Inc.

MODULE 1 m Developing Community Capacity
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The challenge of
leadershipin
community
initiatives is to
developand
practiceanew
kindofleader=
ship that sus-
tains the cok
laborative
process without
directing others
of advocating for
aparticular
oufcome.
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The study, partidly funded by the W, K. Kelogg Foundation, took a fresh

approach to looking at issues of health, healthcare reform, community,
and leadership — areas traditionally studied separately. This research
provides a current picture of public values, expectations, and concerns
about communities and leadership a a community and nationa level.
The study revealed emerging trends in public values that are of special
significance to leaders from all sectors.

The study found that Americans believe their health is dependent on a
broad range of issues beyond access and financing to healthcare services.

In fact, those surveyed indicated that their personal health directly re-

lates to the health of their communities, The study also points to a fail-

ure on the part of today’s leaders to address the issues that most concern
the American public. In addition, the research clearly indicates that
Americans believe that any healtheir community agenda should include
policies for deding smultaneoudy with community issues including
crime, strengthening families, jobs and the environment. The study pro-
vides great insight into the aspirations and desires of the American public:

m people are discouraged about the health of their own
communities,

s family security dominates perceptions about healthy commu-
nities;

® the public is ready to play a more active role in the health of
communities,

® hedthcare reform is seen as an individua as well as a na
tiona responghility;

»  Americans express growing caution about healthcare reform;
and

m they lack confidence in their leaders and institutions.

The findings led The Healthcare Forum to the development of a new
model of leadership called “collaborative leadership,” which forms the
basis of community leadership theory and is the focus of this chapter.

Developing Community Capacity
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What is Collaborative Leadership?

The roles played by traditional leaders simply do not work to sustain
collaborative efforts. The challenge of leadership in community initiatives
is to develop and practice a new kind of leadership that sustains the col-
laborative process without directing others or advocating for a particular
outcome. This is a difficult and demanding role for leaders. The old struc-
ture that exalted control, order, and predictability has given way to a
nonhierarchical order in which all individuals contributions are solicited
and acknowledged, and in which creativity is valued over blind loyalty

In successful collaborative initiatives, leadership is focused primarily on

the success of the collective endeavor. Differences in power and author-

ity among participants are aimost ignored, What emerges is a pattern of

behavior analogous to what others have called “transforming,” “servant,”
r “facilitative” leadership.

David Chrislip and Carl Larson (1994), in their study of more than 50
successful collaborative communities, identified the presence of a new
kind of leadership necessary for success, They found that there must be
one or more (preferably several) members of the stakeholder group who

MODULE 1 m  Developing Community Capacity
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take on the demanding role of “strong process leadership.” The primary
purpose of these leaders is not to advocate for particular positions, but to
promote and safeguard the collaborative process.

Leadership Types

Leadership is exercised in a variety of contexts. To better understand it
in an emerging context of collaboration, we need to see how collaborative
leadership compares with the two predominant forms of leadership in
our culture: tactical and positional leadership.

Tactical leadership. Tacticd leadership is exercised when the objective
Is very clear — win the game, defeat the enemy, remove the cancerous
tumor, apprehend the suspect — that is, when a plan for achieving the
objective has been developed and the members of the collective effort are
being led in the execution of the plan, Military commanders, coaches, sur-
geons, and law-enforcement teams generaly engage in tactical leadership.

Many of our notions of leadership come from the tactical situation; in
fact many of our heroes are tactical leaders. The tactical leader clarifies
the goal, convinces us of its necessity, explains the plan and strategies,
organizes and coordinates activities, and deals aggressively with indi-
vidual-performance issues.

Positional Leadership. Postional |leadership is associated with being
at the top of a functional structure. For many people, leadership and
position are synonymous. The CEO of a corporation, the head librarian,
the supervisor of a construction crew, and the dean of a college are all
positional leaders. The positional leader isin charge of a structure whose
purpose is to perform a set of tasks or activities. The positional |eader
sets goals, organizes activities, motivates, and rewards.

Collaborative leadership. Both tactical and positional |eadership are
well established in our culture. When done well, they inspire and ener-
gize us. But neither tactical nor positiona leadership work in the col-
laborative context. Collaborative leadership is characterized by very dif-
ferent roles and tasks. These different roles and tasks emerge because:

1. Collaborative efforts cross many boundaries. Participants come
from the public and private sectors and from the broader commu-
nity. They are not members of a single organization but rather
come from many different organizations and institutions. Their

Developing Community Capacity
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training, experiences, and values differ markedly. Many different
values — rdligious, educational, political, industrial — are repre-
sented in this group. The typical tactical or positional leader deals
with a more homogenous “follower” group. Collaborative |eaders
usualy have no forma power or authority.

2. Strategies for getting results in situations demanding collabora-
tion are unclear even though problems may be clearly evident.
Problems are usually so complex there is little agreement on how
to resolve them. There is generally no agreement on the problems
themselves, on possible solutions, or even on how to move ahead.

3. Leadership in collaborative initiatives does not rely on content or
subject-matter expertise, as it does in tactical or positional |eader-
ship approaches. Collaborative leaders have a different focus. They
rely on the group to work with the content and substance of is-
sues. Their task is to see that the process is constructive and leads
to results, not to impose their own answers to collective issues.
The questions they face have only the answers the group can agree
upon, and these answers must emerge from the interaction of the

The New Leadership

We envison the transformation in community leaders to be dramatic:

1990L,6 ) 2000' s
Specialized Knowledge Globd Thinker/Visionary
Conforming Multiculturally Literate
Analytic Credtive/lnnovative
Conflict Resolution Collaborative/Diplometic
Authorative Participative
Operations/Production Integrator of Stakeholders
Autocrat Communicator/Networker
Defensve Open-Minded
Tough Encouraging/Supportive
Passve Energetic
Exclusive Inclusive
Qualifications Character/Integrity/Vdues
Adapted from Bridging the Leadership Gap, The Healthcare Forum (1992) (‘”

\
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stakeholders. They exercise leadership in what is perhaps the most
difficult context ~ within a group of peers.

Safeguard the process

Collaboration works when there are a few key leaders, either in formal
or informal roles, who keep the process going. Creating and sustaining a
credible and open process is everyone's responsibility, but successful col-
laborations al'so have one or more persons who promote, value, and pro-
tect the openness and credibility of the process.

Collaborative community leadership involves bringing together, at least
temporarily, people of various and diverse factions or parties, often those
who have not traditionally worked together or may even have been ad-
versaries. This is one reason the leader should be wedded not to a
position but to a process.

The primary role of collaborative leaders throughout all of these activi-
ties is to promote and safeguard a highly interactive collaborative pro-
cess. This involves sustained, self-critical interaction among participants.
Virtualy all aspects of the process are constantly examined and evalu-
ated. Collaboration is a sdlf-reflective, evolving process that must be
aggressively promoted and constantly nurtured. And even though it is
constantly changing and evolving, its fundamental principles must be
protected.

The new collaborative leader promotes and safeguards the collective pro-
cess rather than taking unilateral, decisive action. The power of position
Is of little help in this world of peers, nor are the traditiona hierarchical,
political, and confrontational models of leadership. Those who lead col-
laborative efforts — transforming, facilitative, “servant” leaders — rely
on both a new vision of leadership and new skills and behaviors to help
communities and organizations realize their visions, solve problems, and
get results.

While this kind of leadership is different from that traditionally prac-
ticed, it is clear that the necessary leadership capacities can be acquired
or enhanced through systematic development. Are you a new leader —
or can you become one?

MODULE 1 m Developing Community Capacity
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Skills For The Collaborative Leader

Tomorrow's leaders will be designers, teachers, and stewards. These roles
demand new skills and capacities. Leadership approaches such as “vi-

sioning,”

team building, aigning, empowering, risk-taking, and devel-

oping people, will result in communities and organizations that will suc-
ceed in the 21st century, Collaborative community initiatives will need
leaders who can:

Be inclusive, promote diversity. Collaborative leaders set the
tone for welcoming new members and for bringing them into a
coalition or collaborative effort, as well as for orienting new
members and urging them into active roles. They should in-
volve al partners from the start and seek their support and
fullest participation; they should also appreciate culturd di-
versity and seek a diverse membership.

Practice shared decision making. Unilaterd decisions are
not likely to be accepted or implemented within the diversity
of a collaborative context.

Resolve conflicts constructively. This requires a high level
of conflict-resolution skills. Leaders should work to construc-
tively dea with problems or conflicts created by diversty, iden-
tifying various self-interests, seeing the common ground, and
helping to seek compromises,

Communicate clearly, openly, and honestly. Successful col-
laborative leaders are excellent communicators. Both in ver-
bal and written materials, collaborative leaders need to take
complex materials and make them understandable to al audi-
ences. They must keep the lines of communication open and
honest, and communicate across organizational boundaries,

Facilitate group interaction. Collaborative leaders need to
be able to guide both large and small meetings with numerous
participants and various agendas. It takes a high degree of
sill in this area to alow everyone to have thelr say, yet be able
to follow agendas, move through problem-solving processes, and
ultimately make consensual decisions.

Nurture leadership in others and encourage top-level
commitment. Collaborative |leaders play a key role in model-
ing, mentoring, training, and encouraging new leaders. Coali-
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tions that promote empowerment create leadership opportuni-
ties for all coalition members and actively commit themselves
to the development of new leaders, not just in the coalition, but
throughout the community — leaders from low-income popu-
lations, from minority groups, from neighborhoods, and among
young people.

Sharing the Power

“Collaborative leadership requires developing a new notion of
power and learning that the more power and control we share,
the more we have to use.”

— R. “Jake” Jacobesen, New Beginnings

How leadership is defined and how it functions in coalitions varies enor-
mously. One coalition might be run by a specific charismatic |leader, an-
other by several different individuals sharing leadership. Leadership
models vary with coalition goas. For coalitions that have as their goal
bringing together various components of the community to become more
effective problem-solvers and to maximize the use of resources in the
community, a shared leadership model tends to be most effective.

Given the daunting list of skills needed by collaborative leaders, it is
easy to see how hard it would be to find one individua with al of them.
Thus the advantages of a shared leadership model, which calls upon
many individuals skills, become more obvious. Sharing leadership also
reduces the risks of relying on a single leader to be the initiator of all
coalition activity.

Shared or team leadership, as John Gardener (1986) has pointed out,
“enhances the possibility that different styles of leadership can be brought
to bear simultaneously. If the leader is a visionary with little talent for
practical steps, a team member who is naturaly gifted agenda-setter
can provide priceless support. No one knows enough to perform all the
functions in our most demanding leadership posts today.”

Developing Community Capacity
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Encouraging New Leaders

Codlitions vary in their commitment to developing new leadership both
within themselves and in their communities. Nevertheless, coalitions
with a commitment to community development must not only involve
existing leaders but develop new ones, Shared leadership means shar-
ing with future leaders too.

When developing new leaders, a group must decide ifthey are to be sought
from professiona ranks, from more average citizens, or in some combi-
nation of the two. In coalitions committed to empowerment, opportuni-
ties for collaborative leadership and efforts at leadership development
are critical. Empowerment involves working with people rather than
doing for them. Thus leadership issues are paramount to a codlition’s com-
mitment to empowerment. If the coalition leadership roles are filled with
al the “same old faces,” then leadership development is not occurring.

Shared Leadership

Burnsville, Minnesota is 15 miles south of Minneapolis. THE PARTNER-
SH P FOR TovORROW represents a community-wide effort to improve the
health and well-being of the community. Through a long-range commu-
nity “visioning” process, partnership members developed a three-part
method for consensus building based on visioning, planning, and
implementation. The leadership structure of this effort is based around
a steering committee with representatives from at least 13 community
organizations and many citizens, The steering committee meets monthly
to discuss current community issues and progress. The committee wel-
comes anyone in the community who is interested. The structure has pur-

posely been kept flexible to encourage credtivity and innovative thinking.

The Partnerships for Tomorrow project ensures cross-stakeholder |ead-
ership by having key representatives from the different partner organi-
zations annually rotate facilitating the meetings, The city manager served
as the partnership’s key facilitator for the first year. The superintendent
of the local school district chaired the second year. They are now getting
ready to pass on the leadership to another individual in the group. From
the very beginning, the group stressed that this was not a city, county, or
a school district project, but rather a community project requiring shared
leadership.

CASESTUDY

é"q
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leaders lendto
have fundamen-
tal character
traits that they

have developed
through life
experience.

Attributes of Successful
Collaborative Leaders

“Most of the outstanding leaders | have worked with,” says Peter Senge,
director of Sloan School of Management at MIT, “are neither tall nor
especially handsome; they are often mediocre public speakers; they do
not stand out in a crowd; and they do not mesmerize an attending audi-
ence with their brilliance or eloquence. Rather, what distinguishes them
is the clarity and persuasiveness of their ideas, the depth of their com-
mitment, and their openness to continualy learn more. They do not ‘have
the answer.” But they do instill confidence in those around them that,
together, ‘we can learn whatever we need to learn in order to achieve the
results we truly desire.*’

The ability of such people to be natural leaders is the product of a life-
time of effort ~ effort to develop conceptua and communication skills,
to reflect on persona vaues and align persona behavior with values,
and to learn how to listen and to appreciate others and their ideas. In
the absence of such effort, persona charismais style without substance.

Successful collaborative leaders tend to have fundamental character traits
that they have developed through such life experience. If you want to be
a successful leader, you will need to cultivate and strengthen these quali-
ties in yourself:

n Flexibility. Collaboration means being able to cross traditional
institutional or organizational boundaries and adopt new roles.
It means adapting to change and dealing with people having
different perspectives. There is no ideal model for collabora-
tion or collaborative leadership. The framework varies from
community to community and depends upon many factors in-
cluding social, economic, and political resources, as well as
existing systems. Because there is no definite way of getting
there, nor rules for how long it will take, the leader must con-

tinually refine, modify, and redefine the process of building his
or her own leadership.

m Ability to see the big picture. Leaders help people see the
larger context. For this reason, successful leaders are often, at
least to some extent, “systems thinkers.” The study and prac-
tice of systems thinking plays a predominant role in leader-

ship studies today, particularly in community leadership be-
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cause of the number and variety of stakeholders involved in
the process.

m Trustworthiness. Collaborative leaders must be able to in-
spire trust in those with whom they work, They must be reli-
able, prompt, honest, and true to their word.

m Patience. Strong process leadership necessarily involves pa
tience. Participants in collaborative processes frequently de-
scribe them as long and frustrating, Collaborative leaders are
able to patiently deal with high levels of frustration.

m Abundant energy and hope. Effective leaders sustain the col-
laborative process by infusing and reinfusing it with fresh en-
ergy and confidence, and with a generous supply of hope. They
are able to call on these qualities within themselves and share
them in a natural, unforced way.

Three Ways to Sustain Collaboration

Once a collaborative process is initiated, that is, an inclusive group of
stakeholders is convinced that something can be done and are meeting
together as peers, leaders need to turn their attention to sustaining the
process. Collaborative leaders can promote and sustain a collaborative
effort in three significant ways: (1) Lay the groundwork early; (2) Pro-
tect the process through active leadership; and (3) Keep the focus on the
common goal.

1. Lay the groundwork early

Action taken in the early stages of collaboration to build relationships of
trust and respect, and to create norms for constructive engagement, will
pay off later. Sustaining a collaborative initiative through challenging
times depends more on preventive measures that set up future success
than on intervening, mitigating measures that are done when frustra-
tion, skepticism, and conflict inevitably appear.

Building a climate of trust and openness is essential. Trust comes from
shared experiences and confidence in the process. Here are the kinds of
activities that build trust within a group:
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m  Powerful, impelling experiences quickly develop a deep level
of trust and respect among stakeholders. Some groups, for ex-
ample, use programs similar to Outward Bound to transform a
collection of individuals into a group and unify them around a
set of values and a common purpose. These deeply humanizing
experiences build relationships and skills for working together
that will sustain the group through difficult times. Any experi-
ence that strengthens common bonds and renders individual
differences less important can help sustain the energy to work
together.

m Sharing ownership of the process helps groups dea with
initial control and ownership issues, Leaders must actively en-
gage others in the design and management of the collaborative
process. In this way stakeholders become confident that the
process will be fair and credible, This is how norms for work-
ing together are established.

s Informal exploration dlows people to get to know each other
by sharing perspectives that begin to identify common inter-
ests, smilar problems, and shared aspirations.

It is dmost impossible to work together successfully if these preventive
measures have not been accomplished early in the process. When con-
flict and disagreement occur in an atmosphere of distrust without the
skills and norms for constructive engagement, collaborative efforts will
fail. These early actions contribute far more to sustainability than any
subsequent actions.

2. Protect the process through active leadership

Collaboration by its nature is highly interactive. It involves sustained,
self-critical interaction among participants. Virtualy al aspects of the
process are open to constant reexamination and reinterpretation. Be-
cause of its self-reflective, evolving nature, it must be aggressively pro-
moted and constantly nurtured. This requires patient, principled, and
skillful leadership. Here's what such leaders have to do:

»  Stay committed when the going gets rough.
m Facilitate interaction and problem-solving,
m Celebrate successes along the way.

m Practice patience.

NODULEL W <n I oOm¥m, (OOOMMME SOSIHE



CHAPTER 1 m Leadership

A few committed leaders who can deal patiently with high levels of frus-
tration keep people working together through these long periods when
things get tedious. They coach, they cgole, and they continually remind
people of the consequences (often negative) if the collaboration breaks
down. For collaborative leaders, patience is a virtue.

3. Keep the focus on the common goal

This is the most significant role for leaders in sustaining collaboration,
Collaboration will succeed and therefore be sustainable when a deep,
experiential understanding of the broader purpose permeates the atti-
tudes and behaviors of the stakeholders. This shift from narrow, paro-
chial interests to a broader perspective is subtle and evolving. It does not
mean that individual stakeholders do not pursue self-interests; it simply
means that individual self-interests are seen as obtainable through the
achievement of the broader goal,

This shift is a profound one that marks a turning point in the life of a
collaborative effort. When it occurs, it is often signaled by changes in

language, changes in group norms, and a reduction or eimination of
differences in power and status.

A participant in a collaboration called the Baltimore Commonwealth said,
“It just moved from a‘w&hey’ to an ‘us’ And it even came out in lan-
guage. Someone would start, ‘They want to. . .’ then someone else would
say, Wait a minute; you' re talking about us,*”

While this shift can occur by itself over time, it can aso be actively pro-
moted by leaders of collaborative efforts. Leaders who aggressively ar-
ticulate and pursue the common purpose elevate it to a clear and com-
pelling status.

Building and sustaining a collaborative climate for the long run depends
on promoting and encouraging these shifts. And that means building
trust early, safeguarding the process during the inevitable difficult peri-
ods, and actively advocating a broad community perspective.
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Dos and Don'ts

As with any organizational effort, the collaborative community initia-
tive or coalition requires afamiliar set of concrete tasks to start and keep
it moving. To build commitment to a shared vision and to the mission of
the collaborative effort or coalition, key constituents will have to (1) de-
velop measurable written short-term and long-term goals and objectives
to use as a guide, (2) generate a plan of action, and (3) provide a system
of ongoing assessment and evaluation of activities.

And, just as in other organizations, coalition leadership requires atten-
tion to basic organizational functions — communication, clarity of roles,
and decision making. However, because coalitions are in some ways un-
usua forms of organization they raise specia leadership issues.

Here are afew “dos” and “don’ts’ to keep in mind as you move toward
collaboration and codition building:

s Remember to delegate. Collaborative leaders should act as
catalysts instead of doers of the action. An excellent program
manager and developer who knows how to get things done can
actually be less successful as a coalition leader, since he or she
may not foster delegation and develop new leadership. Coali-
tion leaders must support the active engagement of al members
and seek support for themselves from others in the coalition.

m Don’t try to juggle too many balls. Codlitions, when they
become effective, open more and more doors with each success.
Baancing these various opportunities and obligations is criti-
cal. Codlition leaders often find themselves juggling too many
commitments, responsibilities, and roles. If this happens you
will end up spreading yourself — and the coalition ~ too thin.

® Don’t take it personally. Codlition leaders are often the tar-
get of both criticism and jealousy Because these leaders are
central and visible figures, such negative reactions can occur
without any inappropriate action by the leader. If you under-
stand that this is a natural part of the group process, you will
be better able to deal constructively with both criticism and
jealousy by listening and responding nondefensively.

® Maintain an action orientation, Many codlitions get bogged
down in lengthy planning processes or in cautioudy avoiding
controversia issues. By maintaining an action orientation you
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can move the codition toward implementation and accomplish-
ment so that members keep a balance between the time that
they put in and the benefits they reap from the coalition's
achievements. This drive for products must be carefully linked
with a thoughtful coalition process.

Don’t hog the spotlight. Leave your ego at the door and be
ready and willing to share the glory and the spotlight with
other codition members and other entities in the community.
This can be a complicated tightrope: being too modest can lead
to the codlition remaining invisible, but being too forward may
bring resentment.

Don’t avoid conflict. Collaborative leaders should appreciate
the benefits of conflict, since conflict is a regular part of what
happens in coalitions. Seeing conflict as an opportunity to be
grappled with, rather than a horror to be avoided, is crucia to
coalition leadership.

Don’t forget to celebrate the small victories. Overwhelmed
by larger goals and the sheer volume of everyday tasks, the
little accomplishments of a codlition sometimes get overlooked.
Taking the time to recognize and enjoy these small victories
can go along way toward balancing out the tedium and frus-
tration that can bog down the spirit of a coalition. Small cel-
ebrations renew energy, hope, confidence, and commitment, and
thus keep the process alive and moving.

Don’t overlook your staffs management needs. Some col-
laborative efforts have a paid |eadership staff; others employ a
totaly voluntary staff emerging solely from the membership;
still others use some combination of paid and volunteer |eader-
ship. Having paid coalition staff (versus only volunteer |eader-
ship) raises potential issues that need to be addressed and re-
solved, as they can set the tone of the coalition or community
effort.

Taking the time
to recognize and
enjoy small
viclories can go a
long way toward
balancing out the
tedium and
frustration that
can bog down
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Everything you always wanted to know about
becoming a collaborative leader

In their study of collaborative leadership, Chrislip and Larson (1994),
found that in order to succeed, community initiatives need a few leaders
who are guided by the following principles:

1. Inspire commitment and action

You catalyze, convene, energize, and facilitate others to create
visions and solve problems.

You create new alliances, partnerships, and forums.

You lead in unfamiliar territory where few established work-
ing relationships exig.

You are action oriented; but the action involves convincing
people that something can be done, not telling them what to do
or doing the work for them.

You bring people to the table, help them work together con-
structively, and keep them at the table.

You initiate a process that brings people together when noth-
ing else is working.

2. Become a peer problem solver

You are active and involved.
You help groups create visons and solve problems.

Y ou do not engage in command-and-control behavior, You in-
spire confidence of the stakeholders in the credibility and ef-
fectiveness of the shared process.

You de-emphasize power and status differences among the par-
ticipants, and engage in helping peers solve problems.

You invest participants energy in the people, building rela
tionships and the process.

You promote commitment and involvement by the participants,
creating a credible, open process in which participants have
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confidence, resisting shortcuts and protecting the process
against vested interests.

m You rely on participants credibility, integrity, and ability to focus
On  Process.
3. Build broad-based involvement

m You seek to include those with different perspectives, beliefs
and values.

= You take responsibility for building broad-based involvement,
understanding that results are not possible without it.

m You make a conscious and disciplined effort to identify and bring
together stakeholders who are necessary to define problems,
create solutions, and get results,

m You take great pains to be inclusive, recognizing that many
collaborative initiatives fail because the right people were not
included.

4. Sustain hope and participation
® You convince participants that each person’s input is valued.
= You help set incremental and obtainable goals.
= Y ou encourage celebrations of achievement along the way

m You sustain confidence by promoting and protecting a process
in which participants believe.

m Y ou sustain commitment to the process.

m You keep people at the table when more traditional but de-
structive ways seem tempting.

m You help groups do hard work when it would be easier to quit.
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Traditional leadership won't work in the collaborative con-
text. A new kind of leadership is required for community
initiatives.

The role of leadership in collaboration, then, is (1) to en-
gage others by designing constructive processes for work-

ing together; (2) to convene appropriate stakeholders; and
(3) to facilitate and sustain their interaction.

The role of this new leader is not to make unilateral deci-
sions and take individua actions; rather, it is to facilitate
and safeguard the interactive process.

A new kind of leadership requires new kinds of skills and
behaviors, among them the ability to be inclusive and pro-
mote diversity, facilitate interaction, and constructively
resolve conflicts.

Shared leadership is the key to community empowerment;
this includes encouraging and developing new leaders.

The effective collaborative leader is not all charisma and
control. Hisher chief character traits include flexibility
and patience.
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Purpose

How do you make sure that your community-based organization or coa
lition is inclusive? How do you build broad-based community involve-
ment? This chapter will stimulate your thinking about multicultural
diversity and the role it plays in your day-to-day activities. It will aso
help you understand how a conscious and disciplined effort to identify
and bring together diverse stakeholders can increase your chances of
success significantly.

Learning Objectives

You will:

understand the importance of diversity in building broad-based
involvement;

s understand that those with different perspectives, beliefs, and
values are necessary in defining problems, creating solutions,
and getting results,

m understand how we can strengthen our common work by deal-
ing with multicultural differences;

B become aware of senditive issues and dynamics that can help
you detect potential obstacles and develop approaches to ad-
dress them; and

m learn successful strategies for dealing with a variety of com-
mon multicultural issues.

Overview

Diversity is a redity; we are al connected through the increasing
globalization of communications and trade, immigration, and labor prac-
tices. Changes in one part of the world affect people everywhere through
environmental impact, migration, and the availability of goods and re-
sources. Within the United States, and particularly in urban communi-
ties, people from different backgrounds are living, working, and study-
ing together, as well as intermarrying in greater numbers than ever be-
fore. According to a 1987 Hudson Institute study entitled Workforce 2000,
the new entrants to the work force by the year 2000 will be 85 percent
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people of color, immigrants, and white women, whereas only 15 percent
will be white men. Our survival is linked with diversity; we need to be-
come comfortable living in such a multicultural society.

David Chrislip (1995) writes that the results of our efforts to understand
different racial, cultural, class, and sectoral perceptions of leadership
and power, community needs, and barriers to working together suggest
the need for a much more powerful way to overcome the obstacles pre-
sented by a diverse society.

First, we must recognize that any hope for progress lies in the revival of
a shared sense of community in which the power to change comes from
connection and shared purpose, not from confrontation and separation,

Second, we must learn to talk to with each other as citizens who share a
common destiny, not as advocates of parochia interests. “Community”
and “conversation” are the only means that will allow us to create a soci-
ety of tolerance, justice, responsibility, and caring. These things are not
learned through sterile, superficia interventions that help us “just get
along.” Instead, community and conversation must be learned through
powerful, transforming experiences that allow us to engage and act to-
gether to address mutual concerns.

Third, we need to satisfy fundamental human needs. These needs em-
brace inclusion (a sense of belonging and community), recognition (re-
spect, care, and love), a sense of saf-worth, a feeling of control over one's
life, and the opportunity for living up to one's aspirations (persona
fulfillment).

It enriches our own experience to work closely with people from different
cultures. We learn much from sharing visions, customs, beliefs, and val-
ues. Exposure to different approaches to problem solving and socid
change greatly expands our own vision and contributes new ideas to our
repertoire of tools and tactics. Inclusion of varying viewpoints increases
creativity and innovation. This is an adaptive response to our increas-
ingly turbulent, interdependent world. Given the increasing diversity of
that world and the interconnected problems and solutions we dea with,
working together is the best, most viable strategy for accomplishing our
goals.

The issues your codition works on affect many different groups. All  stake-
holders have insight into how to address their own problems. By combin-
ing perspectives and experiences we can create more comprehensive
approaches with much greater impact on social and economic problems.
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Characteristics of Culture

According to Dr. Earl Braxton, a culturalist, “All people have the same
basic human needs. Every culture responds to these same human needs,
the difference lies in how a particular group meets these needs. Our cul-
ture shapes our response to the needs.” Culture implies an integrated
pattern of human behavior, symbols, values, and institutions that dis-
tinguishes one group from another. It refers to learned, shared, and trans
mitted ideas, values, and traditions. Culture forms the basic framework
by which individuas live and form relationships, beliefs, and attitudes.
This framework includes:

m the language we speak;

m food we eat and how we ezt it;

m our beliefs and supertitions;

»  what we wear and how we dress;

m concepts of time;

»  how we communicate and the symbols we use;
m our attitudes and behavior patterns; and

m  Our music, literature, and other arts.

“Cultura competency” refers to the awareness and ability of an indi-
vidual, organization, or system to function effectively in light of cultura
differences. A culturally competent organization is aware of and values
differences and adapts to diversity. A culturally competent coalition or
collaborative organization of care does the following:

m acknowledges culture as a primary force in influencing behav-
iors, values, and organizations;

m understands that natural systems including family, church, and
neighborhood are primary bases of support;

m acknowledges and respects the unique culturaly defined needs
of individuas in the organization;

m understands and accepts the situation when the values of in-
dividuals or of a minority group are in conflict with dominant
(mgjority) society values,

m respects cultura preferences among individuas, and

m recognizes that concepts such as“family,”“organization,”“neigh-
borhood,” “community,” vary from culture to culture and for
subgroups within cultures.
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A culturaly competent individua is able to:
m share in socia experiences,
m project afeeling of respect for others;
s listen and communicate with understanding;
m empathize
® avoid making value judgments;
® identify with others' socioeconomic status, and
M be sensitive to different perspectives.

Cultural Competence Continuum

The following continuum relates to Systems, Organizations, Institutions
and Agencies.

Cultural Destructiveness
m Most negative

m Organization supports policies, attitudes, practices destructive
to a culture

EXAMPLES:
m  Apathed in South Africa

s Excluson Laws, 1885-1965
»  Prohibiting Asians from bringing spouses to the US

Cultural  Incapacity

s Smply lacks the ability to be responsive. Basic superiority of
dominant culture, “paterndistic’ posture toward *“lesser”
cultures

EXAMPLES:
m Discriminatory hiring practices

® Subtle unwelcome message
» Lower value expectations of other culture/people of color

Cultural Blindness

¥ Unbiased, well-intended philosophy fedls strategies applicable
to dominant culture are effective with al people. The “we are
al equal” syndrome
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ExampPLES:
m Progress — how closely client approximates standards of be-
havior of the “higher” culture

m Goal — to “rescue” them and to make them like us

Cultural Pre-Competence

»  Organization recognizes its inability to provide appropriate ser-
vice to clients of a different culture as structured. “What can
we do?' is question asked.

SUCH ORGANIZATIONS:
m Try experimenta practices

Hire people of color
Offer diversity training to staff from dominant culture
Look for other methods to be effective with minority clients

Cultural Competence
»  Respect for differences among cultural groups
m  Continuous self-assessment

m Expansion of cultura knowledge, attention to dynamics of
difference

SUCH ORGANIZATIONS:
m Provide support to al staff to upgrade skill/ability to work cross
culturaly

m  Seek advice from minority communities regarding services
m Hire employees who respect unique aspects of different cultures
m Use information to provide effective treatment

e Understand relationship between socioeconomic and political
factors affecting client cultures, in regard to policy, adminis-
tration, and practice

Cultural Proficiency

n  All aspects of cultural competency incorporaied in policy, prac-
tice and attitude

» Has ability to add to the body of knowledge and to teach con-
cepts to others
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Lessons from Experience

David Chrislip (1995), shares the following lessons of experience from
successful collaboration with very diverse groups. He suggests a set of
premises for working with diversity that can help us redlize its benefits
and overcome its obstacles:

People must be truly legitimized and accepted in the identities
of their own race, gender, culture, class, or sector before they
can move to another level that recognizes a shared humanity.

Ultimately, people must see each other as fellow human beings
who happen to be black, white, latino, asian, male, female, gay
or leshian, and so on. Only in this way can diverse people see
shared needs and begin to break down perceptions of other groups
as monoliths opposed to their own needs and aspirations.

Moving people to the recognition of a shared humanity requires
a transforming experience, one that fundamentally confronts
and changes basic perceptions about others. It takes time and
effort to facilitate this transformation.

Experiences that transform how we see each other must be
consciously designed and integrated into interventions that
bring diverse people together. These experiences help people
build trust, learn to respect and care for each other as fellow
human beings and peers, listen to each other, and work to-
gether in constructive ways.

Interventions must engage people around issues that genuinely
concern them and meet real needs. Working with diversity is
not primarily about just getting along; it is about addressing
real issues of shared concern, When people are collaboratively
engaged in constructive ways around these issues and they
achieve tangible results, they become empowered and the char-
acter of their relationship changes.

Interventions must be broadly inclusive of stakeholders across
boundaries of race, culture, class, sector, gender, sexual prefer-
ence, age, and so forth. Participants must have a real say in
the results of the process.
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m Participants are brought together as peers with no distinctions

made for position, money, power, and so on. No group domi-
nates.

m The experiences and stories of participants are as valuable to
the process as expert information about issues.

m Interventions must respond to the real needs of individuals,
neighborhoods, and the broader community rather than only to
the pressures of organized interest groups and power players.

m Working successfully with diversity is not an overnight pro-
cess. It requires a thorough understanding of the dynamics of
human interaction around a particular Stuation, a well-con-
ceived process that responds specifically to the dynamics of the
situation (i.e., there is no one model that will work in every
situation), highly skilled facilitators with a range of tools to
create transforming experiences and get results, and credible
leadership that can convene people and catalyze action.

How We Ensure Cross-Cultural Awareness

There are a number of ways to achieve this. Firgt, it's important to have
a grasp of the issues you're likely to face, In the following pages, Beth
Rosenthal (1995) outlines a variety of issues that you need to be aware of
as you work with others in the community.

What multicultural issues to expect in your coalition

In multicultural coalitions we are likely to be working with people of
different colors, national origins, ethnic groups, genders, social and eco-
nomic classes, ages, sexua preferences, work experiences, spiritua and
religious practices, and physical and mental abilities, Some may speak a
different language, have a different conception of time, or interpret events
from their unique standpoint. These differences inevitably affect our way
of working together.

Few of us have much experience in working closely with people from
different backgrounds. Most of our ethnic and racia groups tradition-
aly survived by focusing on their own interna development, operating

Experience as
victims or
perpelralors
ofoppression
leave uswith
scarsand
atlitudes that
canseriously
impede
collaboralion.
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within insulated communities. Consequently, we lack familiarity with
diverse behaviors and values, and do not automatically trust each other’s
motives or commitment.

Some of us may have experienced different sorts of oppression based on
our identity, beliefs, or practices. Experience as victims or perpetrators
of oppression leave us with scars and attitudes that can seriously im-
pede collaboration.

The history or presence of oppression is a fundamenta barrier to collec-
tive organizing. It may linger as discrimination or as the perpetuation of
stereotypes or prejudice. But one thing is certain — it won't disappear
unless we actively combat it within our own organizations and our work
with the community. Some types of oppression are:

Racism: The subordination of one group by another based on race. Un-
like prejudice or discrimination, which are individualy initiated acts,
racism as defined by Delgado is “an ingtitutionalized system which per-
petuates both individual acts of discrimination and racial subordination
— a system supported by culturally sanctioned beliefs which, regardliess
of intentions, upholds the advantages of whites.” Although Delgado was
speaking specifically of the predominant form of institutionalized rac-
iIsm in the United States, many groups have been subjected to racism,
and participants in a multicultural codlition, particularly if recent im-
migrants, may have their own experiences to relate.

Anti-Semitism: The subordination of Jewish people by other groups, of-
ten leading to violent acts against people based on their Jewish heritage.

Sexism: The subordination of one sex by the other, almost always used
to mean subordination of women by men.

Ageism: Discrimination against people based on their age, usudly di-
rected against older people or teenagers.

H eter osexism: Prejudice and oppression against gays and |eshians based
on their sexual orientation.

Nationalism: Favoritism of the interests of people from one nation over
those from others.

Classism: Subordination of people from lower socioeconomic classes by
those from the upper classes, that is, class privilege.

Developing Community Capacity
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How to Build Effective
Multicultural Coalitions

Cultural differences can either enrich or impede coalition function. Cre-
ating multicultural codlitions challenges us to dea with differences and
use them to strengthen our common work. Awareness of sensitive issues
and dynamics can help you detect potential obstacles and develop ap-
proaches to address them, preferably before problems arise.

Building effective multicultural
coalitions involves:

m aticulating a vision;

m conducting strategic outreach and membership development;

m setting ground rules that maintain a safe and nurturing
atmosphere;

m establishing a structure and operating procedures that rein-
force equity;

s practicing new modes of communication;

n creating leadership opportunities for everyone, especialy people
of color and women; and

» engaging in activities that are culturaly sendtive or that di-
rectly fight oppression.

Racism to Expect in Your Coalition/Organization

Cultural Racism — Widely shared beliefs, sentiments, behaviors, ori-
entations, and customs which assign negative value/inferior socia sta
tus to a people and their culture.

Institutional Racism — Exercised by people in power, resulting in a
differential/negative impact on particular individuals and groups by de-
nying, limiting, and/or reducing access to the goods, benefits, services,
and protection of society on the basis of race in a way that is system-

atized and self-perpetuating.

Primary Group Racism — A set of intimate, expressive relationships
which accept or rgect for membership and incluson on the basis of race.
Both consciously and unconsciously.

MODULE 1 m  Developing Community Capacity

37



CHAPTER 2 = Multiculturalism and Coalitions

Exercise !

Inclusivity Checklist

Instructions: Use this Inclusivity Checklist to measure how
prepared your codition is for multicultural work, and to iden-
tify areas for improvement. Place a check mark in the box next
to each statement that applies to your group. If you cannot put
a check in the box, this may indicate an area for change.

The leadership of our codition is multiracia and
multicultural.

We make special efforts to cultivate new |leaders, particu-
larly women and people of color.

Our mission, operations, and products reflect the contri-
butions of diverse cultura and socia groups.

We are committed to fighting social oppression within the
coalition and in our work with the community.

Members of diverse cultural and socia groups are full
participants in al aspects of our coalition’s work.

Meetings are not dominated by speakers from any one
group.

All segments of our community are represented in deci-
son making.

There is senditivity and awareness regarding different
religious and cultural holidays, customs, recreational pref-
erences, and food choices.

We communicate clearly, and people of different cultures
feel comfortable sharing their opinions and participating
In meetings.

We prohibit the use of stereotypes and preudicial
comments.

Ethnic, racial, and sexua dlurs or jokes are not welcome.
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Multicultural Dynamics

In each of the sections below, typica multicultura dynamics are described,
followed by suggestions for addressing or avoiding them.

1. Vision/Context

History and trust, It takes time and effort to enable groups with his-
torically antagonistic or oppressive relationships to trust each other and
begin to work effectively together.

Cultural dominance and insensitivity. White people often put people
of color in difficult and compromising postions in multicultural coali-
tions. They may conscioudly or habitually act superior and condescend-
ing; they may approach members with stereotypical notions or general-
ize about an entire people based on their experience with one person;
they may be overprotective and patronizing, or exclude, ignore, or avoid
involving people of color. A frequent complaint from people of color is
that when they are in the minority in a coalition, they are asked to teach
others about their culture, or to explain racism and oppression, rather
than having everyone educate themselves or at least approach the learn-

uYou're NOt SO bad for someonewho’sdifferent.”
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ing process as an equal exchange. In coalitions where white people are
the majority, people of color may be expected to conform to white stan-

dards, to be bicultura and bilingual; this accommodation takes enor-
mous energy to sustain,

The initiating group of a coalition may not be culturally diverse; its rea-
sons for starting the coalition may not appeal to other groups. Members
vison may not reflect diverse cultures, issues, and concerns. Conse-
guently, some people may not be attracted to the coalition, whereas oth-
ers may actually feel excluded or ignored.

Suggestions:

s Make a commitment to create an organizationa culture that
embraces and grows from diversity.

8 Become aware of what dimensions of cultural diversity exist in
your coalition,

B Respect and celebrate the various ethnic, racial, cultural, gen-
der, and other differences in your group. Make the time and
create the space for this to occur.

m Cultivate a multicultural atmosphere. Incorporate language,
art, music, rituals, and ways of working together that derive
from diverse cultures. Have appropriate resources and educa-
tional materials available and encourage people to use them.

a1 Provide a nurturing environment in which it is safe for mem-
bers to talk about differences rather than ignore them.

2. Membership recruitment/outreach

Membership recruitment. It is difficult for monocultural or homoge-
neous organizations to cultivate cultural diversity, This usualy requires
a conscious outreach effort to recruit representatives of other groups.
The people targeted may well feel suspicious about the motives for this

invitation, the role they will be expected to play, and the sincerity of the
desire to fully involve them and incorporate their concerns. Entering a

codlition with an existing (exclusionary) membership that has aready
decided on its goals and activities is not an attractive proposition. It is
even more daunting if you don’t know the people or don’t trust them.
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Tokenism. Thereisincreasing pressure on primarily white coalitions to
diversify their membership. Some funding sources require it. Also, coali-
tions lack credibility when working in communities of color, or on issues
dfecting diverse populations, ifthey do not have representatives of these
groups as visible leaders or members. Recruiting diverse participants as
an end in itsalf — for numbers or vishility done — is not what we're
after, Many problems arise from this sort of tokenism. Often there is no
attempt to share power or responsibility; people may be given titles with-
out authority and responsibility without the resources or information to
fulfill it = setting them up to seem ineffectual and to look bad.

Changing goals, strategies, and ways of working. Many codlitions
form among people who aready know each other and only later realize
that they will not have legitimacy or be effective unless they include
other groups. In these cases there is a genuine desire for diversity as
vital to the success of the codlition, Becoming multicultural is a chal-
lenge because inclusion of new groups as equa and active members will
necessarily change the coalition’s goals, strategies, and ways of working.
For everyone, especialy the newcomers, leaving their place of solidarity
and familiarity feels scary, and will not be undertaken without some
guarantees or tradeoffs. Multiculturalism requires moving into a new
frontier, defining things collectively, and developing mutual trust and
accountability based on the recognition of equality.

Suggestions:

m |f possble, include diverse groups at the coaition’s inception
rather than later. This can ensure that your coalition’s devel-
opment reflects many perspectives from the very beginning. It
can also minimize real or perceived tokenism, paternalism, and
inequality among the people who join later.

m Conscioudly give priority to increasing diversity. Consider all
the different dimensions of diversity when identifying, select-
ing, and recruiting prospective coadition members.

m Recognize that changing the appearance of your membership
- Seeing variety = is only the first step toward attaining an
understanding of and respect for people and other cultures.

m  Welcome and highlight different sorts of contributions, special
skills, and experiences.

Include diverse

groups at the
coalition's

inception rather

than later.
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Provide incentives and trade-offs to recruit diverse participants.
Be prepared to operate in new ways, share control, and build
trust. Make an ongoing commitment of coalition resources to
issues of importance to the diverse group members,

Respect the right of organizations to maintain their own sepa-
ratism if they wish. Given their own political perspective or
stage of organizational development, they may prefer to work
gtrictly on their own rather than join a multicultural codlition.
Try to initiate a relationship that might lead to a stronger ali-
ance in the future.

Develop and use ground rules for your coalition that establish
shared norms, reinforce constructive and respectful conduct,
and protect against damaging behavior (see Exercise 2).

Encourage or help people to develop qualities such as patience,
empathy, trust, tolerance, and nonjudgmental attitudes,

Developing Community Capacity
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Sample Ground Rules For Multicultural Coalitions

Instructions: Many coalitions find it useful to create ground rules for
group behavior and coalition operation, Agreeing to abide by these group
rules can help coalition members to develop a group norm, and help cre-
ate an environment in which everyone feels comfortable.

Y ou may come up with one set of ground rules that apply to al coalition
meetings, or create special rules for different occasions. Make sure that
al participants contribute to creating or approving the ground rules,
and give each person a copy or post them in a prominent location. Here
are some sample ground rules that relate specifically to multicultural is-
sues. Use them with your group to create a climate that will work for you.
(Make up your own ground rules; these are just examples).

We agree to:
1. Share information about our groups and learn from others
about theirs.

2. Berespectful of the way that others want us to treat them.
We will not demean, devaue, or in any way put people down.
We don't make jokes at the expense of others.

3.  Give new voices a chance. Do not dominate the discussion.

4. Actively combat and correct misinformation and stereotypes
about our own and other groups.

5. Keep our discussons confidential and respect people’s privacy.

6. Treat our own and other people's ideas and emotions with
respect.

7. Listen and avoid interrupting when someone speaks.

8. Avoid blaming, accusing, or making generalizations about
others.

9. Respect everyone's feelings when unavoidable disagree-
ments arise.

10. Treat people as individuas, not as representatives of a
group.

11. Respect everyone's uniqueness and our differences. There
should be no “dissin”’ (acting with disrespect).

Exercise 2
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3. Organizational structure and operating procedures

Sharing the work. Different groups will have varying degrees of com-
mitment to the coalition’s work, and will bring distinct contributions and
expertise to the process, Sharing the work does not mean doing every-
thing the same way — idedlly, coalitions need to find ways to value di-
verse contributions and allow for different levels of participation, Create
systems and ensure equity in voice, responsbility, and visibility for al
groups.

Sharing thepower. The structure of coalitions often resembles the usual
organizational hierarchy, with some group or leader in charge. This struc-
ture creates a power inequity and is inconsistent with the way that coa-
lition members need to work together as equals, with lateral linkages
and mutual accountability.

Respecting differences. Winston-Salem, NC

A group of wealthy white volunteers in Winston-Salem initiated an am-
bitious school-reform project for an inner-city community of color. They
had considerable resources and influence to help improve the school, but
did not want to dictate the changes. They formed a partnership with
school officials, government representatives, and parents of the children
in those schools. The women volunteers acknowledged that they had little
understanding about the day-to-day issues faced by the parents and their
families, by the school officials, or by government agencies. In fact, mem-
bers of these groups were suspicious of the volunteer group’s motives
and commitment. The volunteers said, “| want to listen to you and learn
how | can help.” In a series of meetings, each group described its objec-
tives, priorities, and needs, After listening, they began an interchange in
which participants suggested approaches and interventions that they
thought would help. The cross-fertilization of ideas, based on a deeper
understanding of the issues from distinct perspectives, led to a number
of innovative recommendations subsequently implemented by the sus-
tained efforts of this partnership.

Suggestions:

B Create a decison-making structure in which all cultural groups
and genders have a recognized voice, and regularly participate
in high-level decison making.

m Make sure that staffers and board members reflect and repre-
sent the community in which you operate.
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m Find ways to involve everyone. Use different kinds of meet-
ings, committees, and dialogue by phone or mail to include
everyone in as active arole or as informed a position as they
want. Give people multiple opportunities to participate.

B Make sure that your commitment to multiculturalism trans-
lates into the public image of the coalition, When running
meetings or presentations be sure the presenters represent
diverse group -~ not just as tokens but as substantial partici-
pants and leaders.

»  Structure equal time for different groups to speak at meetings.

m Develop operationa policies and programs that confront and
challenge racism, sexism, and other forms of oppression,

m Evauate meetings to help articulate and build a common set
of expectations, values, and operating methods for coalition
functioning.

4. Communication

Organizational and personal style, Organizations vary in their de-
gree of formality, comfort with written materials or direct personal con-
tact, priorities, and use of time. People need to operate in a manner con-
sistent with their own organization and be able to express and validate
their indigenous cultura styles.

Communication and understanding. Cultural diversity produces dif-
ferences in interpretation, perspective, assumptions, and ascribed mo-
tives. Beyond actual language differences, there are countless nuances
of communication that vary by culture and influence peopl€' s points of
view. Some people behave more formaly in public settings such as meet-
ings, what appears to be objective, professiona behavior to them may
seem cold and detached to others. Use of physical gestures, tone of voice,
and vocabulary may communicate very different things to people from
varied cultures. Hugging or hand-shaking can be a sign of friendship
and warmth to some and absolutely taboo to others; saying “no” may be
the beginning of a negotiation session or the bottom line; establishing
eye contact may show sincerity or lack of respect. Members of codlitions
need to pay attention to communication differences so that people can
express themselves comfortably without appearing discourteous or in-
sulting to others.
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Language differences. Many groups automaticaly communicate
through writing and speaking in English. They do not take into account
language differences that make it hard for people to understand infor-
mation or participate equaly in coalition discussions and decision mak-
ing. Special efforts to communicate in multiple languages may be re-
quired to ensure the full participation of a diverse membership.

Suggestions:

Communication is the basic tool that your coalition can use to unite people
from different backgrounds; it paves the way for understanding and
mutual respect.

® Use inclusve and “vauing” language, quote diverse sources,
and adapt readily to differences in communication styles.

® Learn and apply the cultural etiquette of your members.
» Avoid false praise or other forms of insincere communication.

m Learn to read different nonverbal behaviors and interpret them
as part of the dialogue.

® Make sure that everyone understands the words and references
used. Do not assume common understanding or knowledge of
unwritten rules of culture. Spell things out and answer ques-
tions so that everyone is up to speed.

®  Prohibit disrespectful name calling and use of stereotypes; re-
gpect and use persona names.

B Use humor appropriately; don’t laugh at each other, but with
each other. If someone makes an insulting joke or comment,
the person it was addressed to can say “ouch.” This aerts the
group to their discomfort and signals that the joke was not
funny, but hurtful, You can explore further by asking the joker
and his or her target, “What did that mean for you? What did
you feel? It's preferable to respond immediately to insulting
jokes and encourage the group to say how the joke made them
feel. Never let this dide, At a minimum, take the person aside
and aert him or her to your feelings on the matter.
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How to bridge language barriers

s Accommodating language difference may be time consuming,
but it is essential. Multilingual coalitions should line up trans-
lators or volunteers to help with this.

» Determine whether meetings will be bilingual and how to use
trandation. If at least haf of the group speaks ancther lan-
guage it is helpful to have tota trandation of each statement.
You may want to break up into small groups, each conducted
in a different language, to ensure understanding and partici-
pation The report back and summary can be trandated. If only
a few people do not speak English, someone who is bilingual
can sSit near them and translate or answer their questions as
the meeting progresses.

m Encourage participants to raise questions or make statements
in their primary language (you can provide trandation for the
rest of the group).

s If alarge contingent speaks another language, it may want to
hold its own separate meetings. In this case, make sure that
the same issues are addressed in the parallel meeting, and re-
quest some deliverables — answers to specific questions or lists
of ideas — from both groups that will connect their separate
discussions and move the coalition ahead.

» Make sure that al coalition written materials are produced,
read, and used in al languages that the group speaks.

s Conscioudy build a multicultural vocabulary, usng terms and
phrases that describe cultural relations as they should be. Be
prepared for words to change action, and actions to change the
codition in real ways.

Recruitment: Brooklyn, NY CASESTUDY
Recruitment of diverse groups are vita to the codition effort. ATURA, a ~2
neighborhood coalition, was trying to develop a multiblock waterfront

land parcel as a local economic-development enterprise for a poor and
working-class multiracial community in Brooklyn. When founding coa-

litton members saw that strategy meetings were attended mainly by white

residents, they suspended planning for three months in order to recruit

people of color who lived in the area.
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5. Leadership development and opportunities

Decision making and power issues. It is extremely important that
you pay attention to who is making decisions and who holds power in a
coalition. Groups with previous alliances or mutua familiarity may as-
sume leadership as an expedient way of getting things done without con-
sidering how this looks to others who are left out of the inner circle.
Cadlitions should be operated as models of shared power, which means
that special efforts heed to be made to include all groups and perspec-
tives in the decision-making body.

Suggestions:

When leadership is shared by a diverse group of people, the direction of
the codlition is immediately infused with a more inclusive, rich assort-
ment of perspectives and leadership styles, Coalition management is
enhanced because the combined experience of the leaders advances aware-
ness of the priorities and requirements for each part of the membership.

m Develop a variety of leadership positions and a mechanism for
leaders to work together, such as a steering committee com-
posed of different committee chairpersons. This enables many
people to function as leaders and also encourages an inter-
change of leadership styles.

® Include different types of people in leadership positions so that
your codition can legitimately articulate a multicultura vi-
sion and values.

m Help cultivate the leadership capacity of others, particularly
people of color. Help people gain competence in new aress.
Structure in opportunities for shared tasks, mentoring, and
pairing up leaders with less-experienced people so that skills
are transferred and confidence is increased.

Diverse leadership: San Francisco, CA

The MissION Area COALITION in San Francisco created vice president
seats for each of the constituent groups in the membership — Nicara
guan, Chicano, and Chinese American. This served not only to provide
visbly diverse leadership but also to foster greater involvement from each
group, because each felt ownership of and recognition from the coalition.
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6. Activities

Activities that meet everyone's needs. Coalitions may not offer activi-
ties that are appealing to all members. Those who join the codition as a
way to create social change need to see action with results. Those who
are trying to build community will be more interested in activities that
promote cultural sharing and understanding. Some people expect the
codlition to produce direct benefits to them or their organization, and
will be disappointed if it fails to do so. Activities need to meet gods,

continue to build the coalition as a solid group, and renew the commit-

ment of the members.

Social and cultural activities. Codlitions can foster friendships be-
tween members by creating relaxing recreational events, Cultura dif-
ferences are often apparent in choices about such events, For example,
what is fun for one group may be unpleasant for others; food considered
a delicacy by someone may be unfamiliar or taboo by someone else. Mem-
bers may disagree about where to hold events, which activities to orga
nize, whether to invite the whole family, and whether gay couples will
feel welcome. Senior citizens may prefer bus trips over disco nights. Some
Jewish people don't eat non-kosher food, and Mudims don't touch pork.
Not everyone can dance to salsa and meringue music, or understand
rappers. Some people like picnics or barbecues more than fancy night-
club events. Avoid inadvertently excluding members or supporters by
not considering their preferences and customs.

Suggestions:

The activities of a multicultural coalition can range from things that
support the common good to antiracism or antioppression work that af-
fects conditions in the larger society. Coalitions consciously pursuing
diversity must factor in the time and effort to make these happen, These
activities should be an integral part of your coalition’s work, not a sepa-
rate set of “diversity” projects.

m Integrate aspects of different cultures into all your activities
rather than holding isolated “multinational dinners’ and the
like. Virtually all activities lend themselves to a multicultura
approach: social events, sports, street fairs, talent shows, cam-
paigns, neighborhood improvement projects, demonstrations,
and lobbying efforts.

Aclivities need
to meet goals,
continue to
build the coali-
tion as a solid
group, and
renewthe
commitment of
fhemembers.
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m Conscioudy develop projects that people from different cultural

backgrounds can work on together. Create mixed teams or small
groups so that people gain more experience in working together.

Sanction the periodic use of monocultural caucuses or teams as
a way of supporting the need for each group to solidify its posi-
tion and fortify its own approach to working with the coalition.

Conduct special activities that educate everyone about differ-
ent cultural concerns -for example, forums, conferences, pan-
els, and organized dialogues.

If your activities are not attracting or involving a diverse crowd,
try running specia events that are geared specifically to dif-
ferent groups. Such events need to be led and organized by
representatives of these groups. Let your coalition or commu-
nity population determine the issues and events that it feels
are important. Don’t assume you know what is best.

Take responsibility for making your coalition’s activities and
programs address multicultural concerns. Begin with a needs
assessment and review your coalition’s track record on cultural
sengitivity Examine any racia incidents, insults, harassment,
or violence that have plagued the coalition or the community
you work in. Remember if and how the coalition responded.
Identify strategies or programmatic changes that would
strengthen the codlition’s multicultural capacity and enhance
its response to incidents of oppression,

Conduct prgjudice-reduction work such as  multicultural-aware-
ness training to change assumptions and attitudes among your
membership or community, With skilled facilitators and/or
trainers, such training can help your codition members ap-
preciate differences and understand how to reduce insensitive
behavior.

w Network and collaborate with other groups committed to

multiculturalism, or with those fighting oppression or in other
ways promoting socia justice.
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Key Learnings

€ Coditions ae idea vehicles for building positive
multicultural projects and relationships.

€ Thereis a difference between recognizing cultural differ-
ences and conscioudy incorporating work that is antiracis,
antisexist, and so forth, in all aspects of codition life.

4 Coalition leaders need to use strategies and structures that
maximize diversity and us it to increase effectiveness.

€ Embracing cultura differences is not separate from the
issue-oriented worked of a codlition; it is inherently part
of the coalition’s perspective on issues, possible solutions,
and internal membership and operating procedures.
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A/ Building the
/T I\ Coalition

Purpose

A generic “how-to” manual for the development of a successful coalition
can be challenge to generate in light of the great variation in what is
called a coalition. Not only do the definitions vary (from two agencies
joining together in a grant submission through a community group with
representatives from every sector); but descriptions of a coalition’s suc-
cess aso vary (Le., ‘We have succeeded if we get the chief of police to join
our codition” vs. ‘We have succeeded if we get the chief fired”).

In any case, this chapter should provide you with a good idea of how to
organize a coalition in your community. Prior to doing so, however, it is
necessary to spell out some of the basic assumptions of the particular
approach to codlition building articulated in this model:

' m Ecological (circumstantial) approach, Individuas are un-
derstood in the broadest context of their environment. Thus
when examining socia problems (i.e. drug abuse, teen preg-
nancy), you should always consider the forces that affect the
problem, including racism, sexism, class ditism, injustices, and
economic mal-distribution of resources.

» Social change. Codlitions are committed to addressing com-
ponents of society that require change, as opposed to improv-
ing ways to adapt to society’siills.

s Multisectoral and multicultural approaches, Coditions
need to include everyone in a community, A coalition’s prin-
ciples must celebrate diversity and value the multicultural
characteristics of its community (for more details see Chapter
2). Institutional racism needs to be identified and addressed.
In communities of color, empowerment of the community may
precede multicultural efforts.

» Capacity approach. Codlitions focus on a community’s ca
pacities and strengths as well as its deficits and problems. They
focus on individuas as citizens rather than merely as clients.
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Learning Objectives

You will;

increase your understanding of why you are forming a codlition;
learn to identify and recruit members;

create competent organizational structures,

increase your codition's capacity to meet productively and plan
ongoing activities,

move toward action and advocacy; and

gain expertise in ongoing coalition monitoring and evauation
procedures.

Overview

Coadlitions have recently come into their own, but they are by no means
anew idea. Alexis de Tocqueville, noted French author of the early 17th
century, observed in Democracy in America that “Americans are a pecu-
liar people. If, in a loca community, a citizen becomes aware of a human
need that is not met, he thereupon discusses the situation with his neigh-
bors. Suddenly a committee comes into existence. The committee there-
upon begins to operate on behalf of the need, and a new common func-
tion is established. It is like watching a miracle.”

Woo0ePODPIL JOD PAL 56610

"We've looked under the hood, but we’ll need to have a
few commlttee meetings before we can decide what to do.”

UL L)
]

[6A5
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This shows us that in order to build a coalition to effect change within
your community you need not reinvent the wheel, There are severd  tried-
and-true methods for “change agents’ — community leaders — to har-
ness the tremendous potential in their own communities, This chapter
describes important issues you should be aware of while engaging in
this process and steps to follow in order to do so.

Why Start a Coalition?

There are many good reasons to start a coalition, Often one individual
has little power to effect broad-based community change. As a result, a
small group of individuals who form a community-based organization
may have a greater chance of doing so. Further, a group of community-

based organizations acting together, and in combination with individual
representatives from throughout the community — all of whom share a
common vision and goals - has the best chance of al of bringing about
desired changes and improving a community’s quality of life. Consider
the following:

I. Competent Helping Systems

Increase Coordination

s Promote a Holistic, comprehensive approach

m Encourage Collaborative problem solving

m Increase emphasis on Preventive approaches

s Create Culturally Relevant solutions

» Integrate the formal and Informal helping systems

m Increase Communication within the system and with the
community

s Promote Planning and creation of a shared vision
n Increase Accessibility to resources
»  Encourage Connection to the community

[1. Mobilized and Empowered Citizenry
» Increase opportunities for citizen Leadership Development
m Help create new Citizen Organizations
§ Support existing citizen organizations
m Increase opportunities for citizen and others to Work Together
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¥ Provide Resources directly to citizens to solve problems (i.e.,
mini  grants)

n CreateInitiatives based on citizen defined needs, implemented
and evaluated by citizens

When a collaborative effort includes large numbers of health-and-hu-
man-service providers, it is common to find some tension about the mis-
sion. Some members will believe that the group should focus on improv-
Ing services through increased communication, coordination, and collabo-
ration Others will focus more on advocating for, and guiding, social
change in collaboration with nonproviders in the community. While these
are different agendas representing different self-interests, coalitions are
able to bridge them by openly acknowledging the differences and creat-
ing working groups within the coalition that address each area of con-
cern. The mission statement and goals may even reflect this dual ap-
proach explicitly

Broad-based community coalitions, then, do the following:

m provide an information sharing/networking platform among
providers and with the community;

lend support to projects of individual members;
provide community education;

facilitate system and community change;

increase coordination among agencies and individuas;
promote a holistic, comprehensive approach;
encourage collaborative problem solving;

increase emphasis on preventive approaches,

create culturally relevant solutions;

integrate the forma and informal helping systems;
promote planning and creation of a shared vision;

aid in problem solving and conflict resolution among members
and between members and the community;

increase accessibility to resources,
Increase opportunities for citizen leadership development;
support existing citizen organizations and help create new ones;

Increase opportunities for citizens and others to work together;
and
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®m create initiatives based on citizen defined needs, which in turn
are implemented and evaluated by citizens.

Coalition: Burnsville, MN

Creating a codition may also sharpen the focus of initiatives held in
common by numerous community-based organizations or neighborhood
groups. A by-product of thisis also increasing the resources (human and
otherwise) dedicated to a cause by working together. Burnsville,
Minnesota’'s PARTNERSHIPS ForR Towmorrow members had an eye-opening
experience at its first meeting: “Each partner stated their name, the com-
pany they represented, and the resources their organization provided to
the community in terms of environmental education, As they worked
their way around the table, they found that many of them were doing
similar things and could or should team up on their efforts. Many ‘Ah-
has and “I had no ideas’ blurted out. Never before had al of these people
been in the same room together talking about what they do. Four of the
organizations had devel oped youth environmental-education curriculums.
They now will be able to work together and possibly eliminate duplica-
tion of work. Every partner walked away from that meeting having
learned a great deal about their community,”

What is a coalition?

There are many definitions of coalitions. Let’s look at a few:

CrErl BROWN defines a coalition as “an organization of diverse inter-
est groups that combine their human and materia resources to effect
a specific change the members are unable to bring about independently.”

Ron LABONTE suggests that coalitions are “groups of groups with
shared goals and some awareness that ‘united we stand, and divided
we fall."”

FEIGHERTY AND RocERs differentiate three types of coalitions based
on their membership — grassroots, professional, and community-
based.

THe CONTRA CosTA COUNTY, CALIFORNIA, HEALTH SERVICES DEPARTMENT’S
PREVENTION PROGRAM defines a coalition as “a union of people and
organizations working to influence outcomes on a specific problem.
Cadlitions are useful for accomplishing a broad range of goals that

CASESTUDY

é"q
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Coalitions work
best as catalysts

60

fo action.

reach beyond the capacity of any individua member organization.
These goas range from information sharing to coordination of ser-
vices, from community education to advocacy for major environmen-
tal or policy (regulatory) changes.”

Dan. NEUGARTEN, executive director of the National Leadership In-
stitute on Aging suggests that coalitions are“like orchestras composed

of autonomous and talented people linked together by a conductor
and by a score”

THE MACARTHUR FOUNDATION'S COLLABORATION PROJECT recognizes
collaboration as central to coalition building. The terms coalition and
collaboration are often used interchangeably. It is important to re-
member that al codlitions are, by nature, collaborative efforts. All
collaborative efforts, however, are not coalitions.

What a Coalition is Not

Cadlitions are not externaly run or externally driven organizations; they
must have a strong base in the community That base should have a
strong citizen component. Even a coalition of agencies must have deep
community roots.

Cadlitions are not human service organizations; this is another common
misconception. Numerous coalitions hire staff and run programs only to
become the next mega-agency on the block. There certainly is a legiti-
mate place for human service agencies, but they should not be confused
with coditions. Coalitions work best as catalysts to action. The more
they become service delivery centers, the harder it is for them to focus on
their role of catalyst for community change,

Coalitions are also not an automatic link to “real people’ at the grassroots
level. Too often people think that creating a coalition will naturally make
links to those at this level. This is unlikely, however, if codlitions are
composed of institutiona representatives rather than individual citizens.
Coalitions must make special efforts (such as outreach) if they are seri-
ous about reaching the grassroots level. Chapter 4 explores this topic in
detall.

Finally, codlition building is not necessarily a cure-al. Even the most
successful coalitions are often limited by trying to solve the loca
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community’ s problems. Often this does not lend itself to dealing with the
numerous issues affecting that community from the outside.

What is Empowerment?

There are numerous definitions of empowerment as well. Some follow:

In its smplest form, empowerment is defined by MEREDITH MINKLER
as “the process by which individuals and communities gain mastery
over their lives.”

THE CORNELL EMPoOweERMENT GROUP dtates that “empowerment is an
intentional, ongoing process centered in the local community, involv-
ing mutual respect, critical reflection, caring and group participation
through which people lacking an equal share of valued resources gain
greater access to and control those resources,”

NINA WALLERSTEIN Says that “empowerment is a socid action process
that promotes participation of people, organizations and communi-
ties toward the goals of increased individual and community life, and
socid justice” She points out that most commonly the term is used in
relation to individuals, but her work expands the definition to in-
clude organizationa and community empowerment,

We need to truly understand the consequences of talking about em-
powerment. Empowerment calls for a fundamental power shift. RON
LABONTE says, “Empowerment is a noble word, but the reality of po-
litical and economic distribution of power does not yield win-win sce-
narios. Socialy disadvantaged communities empower themselves, in
part by reducing the constraints imposed upon them by wealthier
and more powerful interests.” This is a key aspect of real empower-
ment. LaBonte raises concerns that given the prominence of “empow-
erment” in discussing hedth promotion, it is surprising how little
power itself has been addressed.
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Community Based vs. Community
Development

Given the range of definitions of the terms “coalition building” and “em-
powerment,” how do we differentiate and understand the relationship of
these two terms to our coditions? David Chavis and Paul Florin, au-
thors of an excellent pamphlet on community development in substance-
abuse prevention in San Jose, California, differentiate between commu-
nity based and community development approaches. These terms alow
us to assess our coalitions to determine if they are promoting empower-
ment or not. Chavis and Florin point out that these approaches repre-
sent opposite ends of a continuum, and that elements of each can be
present in any given program. Both approaches certainly have vaue;
however, the community development approach is based more clearly on
empowering the community.

The community based approach focuses on solving problems by address-
ing deficits, and as such tends to be oriented toward fixing existing weak-
nesses. The community development approach, by contrast, goes beyond
this to build on strengths and compete& es.

In a community based approach problems are defined by agencies, gov-
ernment, and outside institutions; in the community development ap-
proach, the community defines the problem.

The community based approach creates change by building community
control and increasing community capacity. In such an approach, profes-
sionals are the key decision makers. In a community development ap-
proach, however, professionals are one of many resources contributing to
the community’s problem solving.

The primary decision makers in community based models are agency
and government representatives as well as other appointed leaders. In
the community development model, key decisions are made by leaders
elected from the community.
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Community Based and Community

Development Approaches

ISSUE

Approach/orientation

Definition of problem

Primary vehicles for
hedth promotion and
change

Role of professonds

Role of participation
by target community
members and
inditutions

Role of human sarvice
agencies and formd
helpers

Primary decision-
makers

View of community

Taget community
control of resources

COMMUNITY  Basep

Weakness/deficit, solve problems

By agencies, govemmentor...................

outsde organizaions

Education, improved snics................

life-style change, food
avalablity, media

Key, centrdl to decison meking . . .............

Providing better services |, .*.% ...

increadng  consumption
and support

Centrd mechaniam for ............ L

sarvice deivery

Agency representatives, business. . . ... ...
-leaders, government representatives,

“appointed” community leaders

Broad, dite of the problem, ...............

technicdly and externdly
defined, consumers

Potentid for ownership LOW ...

by target community
members

a To increase target community

COMMUNITY DEVELOPMENT

Strength/competence, capacity

By target community

Building community control,
increesing community resources
and capacity, economic and
community development

Resource

control and ownership,
improved socid structure

One of many systems activated
to respond to the needs of a
target community’s members

Indigenous eected leaders

Specific, targeted, source of
solution interndly  defined,
subjective, a place to live

High

High
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The core \\Where to Start?

planning

group should
represent the

64

community
on amicro
level.

It is challenging to put together a codlition, Following are severd as-
pects Of this process to consider:

Membership and recruitment

Coalitions are made up of “stakeholders” from throughout your commu-
nity who come together to address a particular issue or begin a collabo-
rative effort to improve the quality of life, Who are stakeholders? Quite
simply, anyone who has a stake in an effort, initiative, or program. Since
everyone in your community has a stake in it and in its health, they are
al potentia stakeholders. However, it is unredistic to include all mem-
bers of your community in your codition, Therefore, your task as a com-
munity leader is to identify and involve the best possible members.

Selecting the Core Planning Group

Your first step is to assemble a core planning group. In time, your coali-
tion will evolve into an expanded form of this initia group, just as its
members will join the ranks of the rest of the codition.

The core planning group should represent the community on a micro
level. Members of the core team can be fellow leaders with whom you
have worked or representatives from the community that other leaders
have recommended. Do your best to involve al sectors of the community.
Above al, make sure that your core planners are “bridge builders,” that
Is, community leaders who understand and embrace the goals of your
codition and who can convince other community members to become
partners as well. Although there are many different types of bridge build-
ers, most share some key qualities:

» they are enthusiastic and knowledgeable about collaboration ;

m they have strong relationships with a number of other commu-
nity members;

n they are able to constructively address resistance to their ideas;
and

n they can commit a good portion of their time toward advancing
the goals of the coalition.
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While some be members may lack information about the codition’s goas Membership in
in particular, on the whole, they should have demonstrated interest in

advancing alocal effort to improve their community. coalitionsneeds
fo be inclusive,

Selection of stakeholders allo wingall
members of a

Selecting stakeholders is the most important task before you, The suc- .

cess of your coalition — and ultimately your collaborative effort — de-  community who

pends on engaging the right mix of people. It is not enough to include a  endorsethe
handful of prominent, influential citizens who then make decisions for coalition’s
the entire community. Y our coalition must be both broad and inclusive, o .
bringing together and working in concert with leaders from all sectors of ~ Mmission 1o join
the community. in the effon.

Selecting the right membership will involve some work, Ensure that your
stakeholders represent all the mgjor interests in your community Mem-
bership in coalitions needs to be inclusive, alowing al members of a
community who endorse the coalition’s mission to join in the effort. In-
clusive membership will occur only through active recruitment. Ensure
that the participants represent a demographic cross-section of the com-
munity by age, gender, race/ethnicity, income, education, places of resi-
dence, marital status, sexua orientation, language, and employment.
Don't overlook young people or the elderly, two groups that are often left
out of the community-change process. They have a great dea to contrib-
ute to your effort. Remember, diversity is essentia to coalition building
(please see Chapter 2 for additional information on diversity in coali-
tions). The strength of a coalition is really the sum of the capacities of its
members. Seeking a broad representation of active members and main-
taining an open door are critica to coalition success.

Are there other demographic trends unique to your community that
should be reflected in your selection of stakeholders? Consider the fol-
lowing case study.

Selection of stakeholders: Chicago, IL CASESTUDY

BeTHEL NEw LIFE, INC., is an excellent example of a true community- ~1
wide effort whose selection of stakeholders was both broad and inclu-
sive, spanning many Sectors.

Bethel New Life began 15 years ago when members of Bethel Lutheran
Church determined to do something about their West Side Chicago
community’s desperate need for affordable housing. With $9,600 collected
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from unemployment checks and credit card advances, they set out to
rehabilitate an abandoned neighborhood three-flat apartment building.
In a very short time, however, members redized that without livable
wage jobs, residents couldn’'t afford decent housing. And without decent
health care, child care, and adult day care, residents couldn’t stay on the
job. Today Bethel New Life, having grown into a comprehensive commu-
nity development corporation with a national reputation for innovative
approaches to urban community revitalization, is helping the commu-
nity define an even broader vision of a healthy, sustainable community
through key leadership on the West Garfield Park Empowerment Zone
Collaborative.

What started out of a single community church’s efforts, has rapidly ex-
panded to a separate corporation that involves 20 churches in housing
efforts and more than 30 other groups and codlitions in its other commu-
nity-development efforts.

All of the mgjor groups and ingtitutions in the West Garfield Park area,
including the schools, churches, and business community were involved
in the process of creating the strategic plan and vision for West Garfield;
that process focused on community assets and building on existing strengths.
It culminated in the West Garfield Park Empowerment Zone Collaboration’s
submission of 10 components for empowerment-zone activities.

The core committed partners and their roles included:

m  West Side Business Development Corp.: Planning meetings and
providing small-business services

w  Garfield Park Advisory Council: Developing the conservatory
and planning meetings

m  Westside Isaiah Plan (churches): Facilitating housing-planning
meetings and developing new homes

m Argonne National Laboratory: Providing industrial and/or edu-
cation planning and spurring new environmental businesses

m Greater Garfield Chamber of Commerce: Planning meetings and
commercia development

m Urban Land Institute: Planning and real-estate development

m  Fifth City Industrial Development: Planning meetings and in-
dustrial  development
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Neighborhood Capital Budget Group: Technica assistance and
Lake Street El planning

Cities in Schools Youth Enterprise Network: Running the Fam-
ily Wellness Center

11th Police District Community; Planning community safety

Neighborhood Partnership: Planning meetings regarding crime,
drugs, and violence

Flower High School (principal): Youth Enterprise Network,
Garfield Park Conservatory

Director Youth & Education: Youth Enterprise Network, Bethel
New Life Partnership
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MODULE 1 m

CoalitionMembership

Coadlition membership will vary depending on how seriously you
take your commitment to empowerment, Consider the following
guestions:

1. Inwhat way is membership inclusive or exclusive? Who can or
cannot join?

2. What, if any, are the financial barriers to membership? For
example, does someone have to pay or appeal for scholarships
to join?

3. How ae new members welcomed and oriented to the codition?

4. How diverse is the coaition’s membership (considering, say,
geographic, racial, ethnic, and economic factors)?

5. What sectors of the community are represented in the coali-
tion (educational, religious, business, law enforcement, media,
health and human services, neighborhood/citizen groups)?

6. In what ways do you make explicit attempts to engage citizens
in the coalition? What roles do they have? How is this stated in
the codition’s goals and objectives?

7. At what level(s) and in which ways do citizens and citizen
groups actualy participate?

Coalitions that wish to be successful at accomplishing empower-
ment goals need to have open and inclusive membership; limit
barriers to coalition membership for all citizens; be diverse and
multisectoral; and, most important, have citizen and citizen-
group membership.
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Inviting stakeholders

Now that you've identified al of your potential stakeholders and reached
out to those who may need a bit more encouragement to join your effort,
you're ready to start inviting your membership. Keep in mind that some
potential stakeholders may decline, so be sure to invite plenty of people.
The invitation should be sent by the core planning group and list its
members names on the letterhead. Y ou should aso provide a clear de-
scription of the coalition’s goals and the impetus for its formation.

Follow up

Allow two weeks for potential stakeholders to respond to your invitation.
Then follow up personaly with those who have not returned the RSVP
form or contacted you otherwise.

Stakeholder welcome letter

Once you have received your RSVPs, send letters welcoming responders
to the coalition, Include the following information:

1. Location, date, and time of the first coalition meeting
2, Current list of stakeholders
3. Draft agenda
4. Reading materias determined by the planning group
5. Parking information and maps to the event
Be sure to add any other information relevant to your particular codition.

You should now have a better idea of how to contact and select a core
planning group and stakeholders, and how to follow up. It's time to start
making arrangements for your first meeting.
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Your coalition
willneedto
Create an en-
couraging and
welcoming
environment if
you want your
members {p
stickaround.

Your Coalition Convenes — Now what?

You'll need to know a few things about how to run your codition's meet-
ings. The next section will brief you in how to start.

Meeting basics: How to run your coalition

Once you get your members under one roof, make sure the first meeting
sets the proper tone. Your coalition will need to create an encouraging
and welcoming environment if you want your members to stick around.
Provide all stakeholders with some written information:

Stakeholder packet suggestions:
m Proposed agenda
m Roster of participants

m List of collaborative efforts currently underway in the
community

s Vison statements from other efforts
m Meeting evaluation form

You may wish to develop additional materials. These might include de-
scriptions of local initiatives to improve the community’s quality of life,
demographic information, or other materials that would give the pack-
ets a community flavor.

Organizational competence

The group’s organizationa structure and modes of operation must be
clear and competent enough so that the coalition can perform basic tasks
effectively. Five key elements include:

m |eadership;

m decison making;
m communication;
m resources; and
m  daffing.
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Clarifying Your Coalition’s Agenda

INsTRUCTIONS: Check off which of the following are part of your codlition's
agenda. Discuss with the whole group.

O Information sharing/networking

(3 Lend support to projects of individua members
O Problem solving/conflict resolution

(3 Coordinate existing services

(3 Develop new resources for new services
0 Service planning

(0 Advocacy

[ Outreach

O Provider/community education

O System/community change

O Build new leaders

Leadership

Cadlitions need to have a clearly identified leadership structure, but also
need to disperse leadership as broadly as possible. Within codlitions, the
most effective leadership is the collaborative leadership model described
in Chapter 1. The advantages of a shared leadership model that calls
upon many individuals skills becomes obvious when you consider how
many traits a “successful leader” should possess,

When those who are used to being in charge of a traditional organization
assume leadership of a coalition, it is useful to adopt a different style to
invite broad participation and greater engagement, Leadership is also a
key aspect of creating a multicultural coalition,

Building “new” leadership is crucia for coalitions. Often those who lead
the coalition feel overloaded with committees and projects on top of the
work they are paid to do. It usually takes a forma plan endorsed by
these multi-role leaders to identify and nurture others in the coalition
with the ability to assume increasing responsibilities. This need is espe-
cially great among community groups that have been disenfranchised,
where leadership potential has been largely discounted and discouraged
— communities of color, women, and young people.
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Decision Making

You'll need a clear, democratic decision making process that allows for
broad participation in determining your coalition’s course. You should
also establish ground rules to be followed by all members. Where there
are leaders willing to control decision making, you needs structures that
assure a democratic process. Coalitions should be thoughtful about how,
and what, authority is delegated to executive committees or officers, and
how they are accountable to the organization as a whole. This is true
even when current leaders are seen as “trustworthy” - both because the
way decison making power is shared sends messages about the codlition’s
values, and because who is leading is more likely to change than the
process.

In addition to structures for basic decison making, your codition should
see that normal conflicts and disagreements can be resolved within a
clearly described process. Many codlition leaders, particularly among
professionals, experience conflict as negative and detrimental to the
group. Their first instinct, therefore, is to make decisions in a way that
glosses over areas of disagreement rather than recognizing and learning
from them.

Communication

Active and effective communication among members of the codlition, and
between the coalition and both the community and outside system (e.g.,
the state), is critical. All of these are a challenge for most coalitions. They
take time and require a clear sense of what message the coalition wishes
to send to its members, to the community, and to others. Some coalitions
have developed effective monthly newdletters — from four to a dozen
pages -to disseminate the news, ideas, requests, and so forth, that they
want to share with an array of audiences. Minutes of coalition meetings
and short committee reports included in the newdetter are more likely
to be read and more economical to distribute. The newdletter may help
people feel like members of the group even though they may be able to
attend only occasional meetings. It also keeps the codlition in the eyes of
elected officias and other leaders who may not be directly a part of the
group.

Resources

The mobilization and effective use of resources both from within and
outside the coalition is essential. Research suggests, however, that a-
though such resources can be a boon to the codition, they can aso create
serious difficulties. In several cases decison making about, and man-
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agement of, financial resources have severely weakened coalitions. This
was generally because these issues distracted the group, or at least the
leaders, from building a strong organization and being clear about its
purpose and plans.

Consider delaying your pursuit of resources until you have had time to:
(1) build relationships, (2) define initia agreements about mission and
goals, and (3) establish atrack record of small successes for the group as
a whole. From this base, your codlition can seek funding more safely and
successfully.

Staffing

Many broad-based coalition efforts benefit from having experienced staff
and consultants. The staff must have good group and organizational-
process skills and a community-development philosophy. The appropri-
ate type and best use of staff resourcesis critical. Some coalitions see a
staff person as a guide, facilitator, problem solver, and communications
link. Other see having staff as a way for coalition members to avoid hav-
ing to do essential volunteer work. As in the nonprofit model, the mem-
bers become a “board” that sets the agenda for the staffto cary out. This

approach undermines the essential collaborative, community-building
functions of the coalition as we have defined them.

In addition to these professional functions of staff, many coalitions ben-
efit from the work of clerical staff, either hired or volunteer, Such staff-

ers can be responsible for compiling and sending out mailings, setting
up meetings, and making follow-up calls in support of the coalition lead-

ers. Thiswill increase volunteers' willingness to serve in leadership roles
and enable them to focus more on the process and productivity of the
group.

Services from an experienced consultant or resource person from outside
the group can also bring benefits. First are the lessons learned from other
codlitions in the practical matters of coalition building. Second is a neu-
tra, facilitative role to help the group with problem solving and plan-

ning. In both processes, it is sometimes helpful to have facilitation from
someone who is not part of the group’s ongoing issues and allow the

coalition’s leaders to step back and participate as members of the group.
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TESTYOURSELF:
How effective is your coalition leadership?

EXercise 2
XEreise 1. Is codlition leadership confined to an individual or a small hand-

ful of individuals?

2. How do new members of the coalition take leadership roles?

3. Are there more professionals or citizens in leadership roles?

4. On what criteria is leadership based? Is it financial?

5. Is leadership limited to individuals because of age, gender, race,
religion, ethnicity, or class? (Do women, people of color, and
low-income people hold leadership positions?)

6. How is the leadership sensitive to diversity in the coalition?

7. In what ways has the coadition made an explicit commitment
to leadership development of citizens and residents?

8. Isthere a plan and are there resources to implement such lead-
ership development? Describe them.
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How to Proceed: Coalition Planning

With codlitions, as with any complex organization, good planning in-
creases the chances for success. While this may seem obvious, many coa
littons do not do systematic planning. When encouraged to, however, most
coditions do so with very positive results.

An annual, half-day, all-codition planning meeting is a useful catalyst
for successful planning. The meeting format we have developed has four
components:

1. Review

The first is a review of the coalition’s work since the previous planning
meeting (or for new codlitions, a reflection on their process of coming
together). This includes naming accomplishments, identifying the ben-
efits of participating in the coalition, and articulating the frustrations or
disappointments members have felt.

2. Reassessment

The second is reassessment of the coalition’s organizational development.
The group reviews issues of leadership, committee structure and effec-
tiveness, assesses the flow of communication, and considers issues re-
lated to membership — diversity, outreach, participation, and support.
This is a chance to consder if the people who should be around the table
are there — and if not, why not. This is also an opportunity to assess

whether members are contributing their time, skills, and organizational
resources to support the work of the coalition, and if not, why not.

3. Plans

Third, the group focuses on how these reflections and other available
information can guide the coalition’s plans in the coming year, and how
it should organize that work. This part of the meeting identifies the com-
munity and codlition issues that might be addressed during the year,
establishes the coalition’s priorities, and determines how to organize the
working groups needed to effectively address these issues. It is impor-
tant in defining these issues to consider severa things. Is the issue fo-
cused and specific enough to alow the group to have a direct impact? Are
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there real chances for some success in the near future? Is there an ad-
equate group of coalition members committed to working on the issue?

4. Next Steps

The fina component is to develop specific work plans that identify the
next steps: What needs to be done? By whom? When? Thereisreal ben-
efit in having those attending the planning meeting get to this level of
development, usualy by breaking up into working groups, but there is
often insufficient time. When that is the case, we recommend that work
groups use the end of the meeting to schedule their next group session
and commit to bringing their work plan to share at the next coalition
meeting. This helps assure that the momentum of the planning meeting
will be maintained and that there will be accountability for each group
to define a specific plan for action,

Process and product

“If you're not sure where you're going, any road will get you there,” said
a wise person; however, the journey may be a meandering and unsatisfy-
ing one. Codlitions, particularly new ones, often struggle with the conse-
guences of this. Unless they are required by some external force (e.g., a
funder) to have a clearly articulated plan, there is often little inclination
to do rea planning. This may be due in part to the absence of structure,
particularly hierarchy, at the outset. If it's no one’'s job to instigate the
planning, it often doesn’t happen, Activity often results from reacting to
a crisis or taking on some member's specia concern, but there is no mecha
nism for taking a long view, setting priorities, or being proactive.

Planning by codlitions is designed to systematically define the desired
products (destination) and develop a workable process (route) that re-
sults in the actions needed to create those products. As shown in the
diagram below, there are several stages in defining the desired products,
each becoming more specific, and severa aspects of process that, when
woven together, lead to concrete action and the desired outcomes if al
goes well.

The planning scheme described here represents a comprehensive ap-
proach that will be useful for most codlitions. It demonstrates how prod-
uct and process go hand in hand. In redity it is rarely followed in its
entirety, often due to a feeling that it takes too much time or that the
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PROCESS
FOOUS Focus

Organization Development
-Membership
-Leadership
-Structure
-Team bullding

Assessment
-Information gathering
-Issue Analysis

Strategies
-Approaches
-Resources

Objectives
-Specific

Action Plan

Ongoing  monltoring

\

Developed by David Foster, Ph.D.
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group aready knows what needs to be done. While a variety of shortcuts
may be taken without serious ill effects, in the long run codlitions are
most productive when they adhere to good planning.

Vision and mission

Early in a codlition's development it is important to establish a vision
that articulates a broad sense of its common purpose. This establishes
the overal arena in which the coalition wants to work and how members
hope things will be different in the future. For some coalitions this is a
straightforward task; for others it is the product of considerable labor
and negotiation.

One of the key lessons that has emerged from the Institute for Alterna-
tive Futures in Alexandria, Virginia, is the difference between strategic
plans and visions. According to Peter Senge, “A shared vision is not an
idea. It is not even an important idea such as freedom. It is, rather, a
force in people's hearts, a force of impressive power. It may be inspired
by an idea, but once it goes further — if it is compelling enough to ac-

quire the support of more than one person — then it is no longer an
abstraction, but palpable; people begin to see it asif it exists. Few, if any,
forces in human affairs are as powerful as the shared vision.” Strategic
plans embody the overarching logic for reaizing the vision. They address
the identification and deployment of resources. Both vision and strategic
plans are important for moving forward, but they are not the same,

A vision is a compelling statement of what you want to create. It is the
engine that drives strategies and gives them their force. Once you have
avision, you need strategies to focus your efforts on achieving it. Strat-
egies are high-levd, integrated actions to achieve your vision. From strat-
egies, you develop tactical or operationa plans that explicitly identify
the scheme of action that people will take to redlize the vision.

Codlition members must clearly define their shared vison and assure
that the identified goals incorporate the self-interests of various con-
stituencies, plus something larger than those self-interests. Codlition
building requires both a redistic understanding that addressing the self-
interests of participants is crucial, and a willingness to set aside per-

sonal agendas for a common good. Walking the tightrope between these
agendas is critical to coalition success.
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Questions to help you create and implement a viable vision:

Creating the vision

What kind of community are we? What kind of community do
we want to be?

What are the needs of the community?
What are the community’s problems?
As a community codlition, what do we really want to do?

® What would be worth doing/committing to over the next 10

years?
How do we differentiate oursalves from other communities?

I mplementing the vision

What is the role of our coalition in bringing about change and
renewing our community?

Where are the high-leverage change points?

How do we manage the short term while we create the long
term?

How and when do we implement the necessary changes?

A vision can be equated with the picture coalition members conjure up in
thelr minds when they think about what they imagine their community
transforming into. The mission statement, on the other hand, is a writ-
ten document that puts the vision into words.

These are examples from a variety of community initiatives:

Vision: Burnsville, MN
The vision from PARTNERsHIPS FOR TOVCRROW Of Burnsville, Minnesota
“was crafted by a collaboration of Burnsville community members and

stakeholders (city and county government, businesses, schools, hedthcare
organizations, socia-service agencies, and faith communities:

“We believe in the community of Burnsville. It is a place with a very
specia quality of life that we must take care to nurture and improve.
We believe partnerships between and among the people, schools, gov-
ernments, churches, and community organizations are the best way
to ensure that our children’s quality of life will exceed our own. We
accept a responsibility to plan and implement our vison of the future
for that purpose.”

CASESTUDY

évvq
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CASE STUDIES Vision: Rem, NV

> The spirit of the quality of life process found its roots in the vision state-
@ ment of the TRUCKEE MEADOW REGIONAL PLAN from Reno, Nevada:

“Our vison of the Truckee Meadows Region in 2007 is a community
where clear views of the mountains from the two cities downtowns
symbolize the economic growth of unique urban centers, surrounded
by accessble naturd areas and open spaces which support our active
outdoor dyle of life The Regiond Panning Governing Board intends
to use planing to achieve this vidon, ensuring that regiond eco-
nomic growth continues, based on a mix of traditiond and new indus-
tries ar qudity and other environmental assets are protected; ur-
ban sprawl and traffic congestion are reduced; resdents are provided
choice in housng and employment, in urban and rurd settings, and
public facilities and services support a high qudity of life for dl citizens”

Vision: Philadelphia, PA
The vison of the City WIDE PLANNING AND IMPROVEMENT AGENCY of North
Philadelphia, Pennsylvania, is very specific:

“Working together, in collaboration, to creste a hedthy, supportive
environment for the youth of North Philadephia”

Vision: Derby, CT

~4 The WEALTHY VALLEY 2000" of Derby, Connecticut has identified many
aspects of community life in their vision:

“We, the ditizens of the Vadley are committed to a vison in which our
community is a better place to live, work, raise a family, and enjoy
life. This is wha we are doing to make that vison a redity:

— “We ae taking responshility for cresting and developing a com-
munity that ceebraes our rich culturd and soiritud diverdty.

- “We are working together to increase Valey pride.

— “We ae working together to identify and develop more effec-
tivdy those things tha meke the Vadley unique — our natura
resources, our rivers, our higtoric buildings, and our people.
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~— “We are working to develop a natural environment that is clean,
aesthetically pleasing, makes full use of our green spaces and
water ways, and is enjoyed by young and old aike.

— “We are working together to build a vibrant, long-term Valley
economy with decent jobs for al and a regional business outlook.

— “We are working to bring top-notch health and wellness programs
that nurture mind, body, and spirit to all Valley citizens.

— “We are working to develop Valley schools, and continuing educa-
tion and training efforts that are second to none. We are working
to integrate local schools so that we draw on the unique and
complementary strengths of each.

— “We are working together to ensure that our political system
truly is by Valey people and for Valley people.

— “We are listening to our youth, actively engaging them in all
aspects of community life, and creating an environment that en-
courages them to reach their full potential.

— “Inour work, we, citizens, government officials, business, non-
profit, and faith leaders are working to increase cooperation and
pride — redigtically, consistently, and persistently.

“We citizens of theValley want our actions to match our words, hopes,
and dreams. That is why we are working together to make our vision
a reality using our strengths and our abilities. This vision will con-
stantly be revisited and revised to incorporate input and ensure that
it represents the collective vision of the community.”

These examples show the broad range that exists in communities vision
statements. Your group needs to tailor your vision specifically to meet
the unique needs of your community.

MODULE 1 e Developing Community Capacity

81



CHAPTER 3 = Building the Coalition

‘Coalitionsare

not just for fun,

butwhen

membersenjoy

working to-
gether, the

coalition can

achieve more of
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its objectives. ”

Organizational development

Building the codlition into a viable organization paralels product fo-
cused work. It also interacts with vision development, because those at
the table develop the vision according to their concerns, which in turn
define who else needs to be at the table and how they should be orga-
nized (eg., formaly or informaly). To develop, your organization requires
a sound structure with task forces or committees that will do the work
and bring their findings and recommendations back to the whole group
for review. You should try to assemble task forces to deal with specific
Issues on a short-term basis and be sure that they are collaborative.

One approach is to encourage the most active participants in your coali-
tion to form a steering committee. These individuals can concentrate on
long-range goas while recruiting leadership for the various other com-
mittees from the remaining coalition stakeholders.

Task force or committee heads may aso be elected by the membership at
large. Remember that although your organizational development deserves
much consideration, excluding interested members from participation
in a leadership capacity, for whatever reason, may not be wise. As The
Contra Costa County Health Services Department’s Prevention Program
found in its codlition efforts: “Coalitions are not just for fun, but when
members enjoy working together, the coalition can achieve more of its
objectives.”

Ongoing attention to team building is essential and needs to be part of
the collaborative process.

Goals

Defining goas helps focus your direction by establishing the basic issues
that you need to act on and the results you desire. For example, you may
want to educate community residents about prenatal and baby care in
an effort to reduce infant mortality,

Assessment

Once you have established your broad goals you'll need information be-
fore you can act on them. Assessment involves gathering information
and analyzing it. It addresses questions such as. What are the real is
sues involved in achieving these goals? What needs to be done to achieve
them? What forces are aready at work? Who is affected, interested, or
already involved? What are realistic outcomes and time frames? Chap-
ter 5 explores how to conduct a community assessment in detail.
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Objectives

With the information from the assessment process the group can develop
specific objectives'. It is best to have solid quantitative information so
that your objectives are as specific as possible in terms of how you plan

to accomplish your goals and redlize your vision, Objectives define the
desired outcomes in more precise terms, with quantified targets and time
frames whenever possible. For example, say you want to train two teams

(10-12 people each) of community-health outreach workers in the next
18 months.

Action plan and actions

With these strategy questions answered it is easier to devise a written
plan for action. This lays out specific steps, in sequence and/or in paral-
lel, to implement your strategy. The plan should identify a specific indi-
vidual or work group responsible for each action and set time frames for
its completion. For example, you may decide that within two weeks, X will
recruit Y and Z from the coalition to teach two sessions of the training.

Action Plans. Chicago, IL

A long-range strategy and action plan for improving the health status
and quality of life in West Garfield Park emerged out of the work of the
WEST GARFIELD PARK EMPOWERMENT ZONE COLLABORATIVE (which in-
cluded Bethel New Life in leadership) in conjunction with Chicago’s bid
to be an empowerment zone. This strategy/action plan has initiatives
that address community needs specificaly, build on existing opportuni-
ties and assets, and have a multiplying impact. (These assets include
physical assets, housing, industrial development, commercial develop-
ment, schools, services, capitd development, transportation, employment,
and ingtitutions.)

The plan includes partnerships with financial institutions, a national
laboratory, schools, churches, corporations, and local businesses, and
depends on an active constituency and community leadership. The coa-
lition recognizes that only the combination of all these efforts and initia-
tives can create a healthier community,

As outlined below, the initiatives address broad societal issues. indus-
triadl and commercial development; housing redevelopment; safety and
cleanliness; urban green space; employment and training; family wellness
and accessible, quality hedlth care; and youth opportunities. Each of these
initiatives has a lo-year strategic plan with specific goals and outcomes
as well as an initial set of identified partners,

CASESTUDY
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Briefly, these initiatives include:

Expansion and enhancement of the Northwest Industrial Cor-
ridor to being in new industry and livable-wage jobs, with a
synergy between the companies, the material-recovery facility
located in the corridor, and the city’s waste-to-energy plant.

Multiplying impact: community equity ownership, an environ-
mental career ladder in cooperation with city colleges, and an
abandoned industrial building cleaned up.

Commercia development around an existing elevated train
stop, including a maor shopping center as well as a branch
bank, day-care center, parking, and police substation.

Multiplying impact: new jobs, upgraded security, enhanced res-
dentia viability with improved transportation access, and ac-
cess to a financia institution.

Construction of a Family Wellness Center that brings existing
community-based family services and state programs together
in a coordinated, integrated delivery system.

Multiplying impact: healthier people, more efficient services,
and a model for community-based service delivery supported
by the state.

Housing redevelopment in four focused areas, creating secu-
rity and a renewed sense of neighborhood.

Multiplying impact: active homeowners associations, reduction
in criminal activity, new housing, and increased investment.

A campaign to create neighborhood safety and cleanliness
through police substations, youth employment, block clubs,
“cleanup-green up” days, and reduction of the number of li-
quior stores.

Multiplying impact: reduction of crime, activation of block clubs
and tenants/owners groups, and a cleaner community.

Enhancement of the Garfield Park Conservatory, an important
community institution, creating a tourist attraction, training
ground, and opportunity for related commercial development.
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s Multiplying impact: economic benefits of tourism and enhanced
learning opportunities through classes, workshops, and stu-
dent operated concessions.

Ongoing monitoring and evaluation

Ongoing monitoring is critical to your determination of whether the people
you've assigned tasks in the action plan are getting them done. You should
also monitor the results of these and al efforts to compare them to what
the codlition intended. Good monitoring will give you a basis for decid-
ing what adjustments to make to improve results, as well. At each meet-
ing, review the prior month’s minutes to assure follow-through on as-
signed tasks.

An evauation steps back further to see if the vision is still valid, if the
godls need to be updated, if the structure is working effectively, if the
group’s work is valued by those within and/or outside the coalition, if
member morale and commitment are high, and so forth. Distribute an
annual member satisfaction survey to determine how your codition iS —
and is not — meeting members  expectations,

This process requires a collective discipline within the coalition, aong
with a willingness to take the time needed to assure better results and
thus a more sustainable coalition.

Another point that deserves ongoing attention is coalition membership.
Although membership can be claimed by those who sign up as members
or those who send financia support, the key component of coalition mem-
bership is activity, Without members providing their time and their ef-
forts, there is no coalition. No matter how many people may be on the
initial roster, if you cannot get members to sign up for activities and task
forces, the projects you take on will fail. In talking about developing
teen-pregnancy prevention coalitions, Marian Wright Edelman of the
Children’s Defense Fund says that we need to distinguish between the
talkers and the actors. Often at the beginning of the codlition, we see
more of the talkers and only later do we see the actors, For more infor-
mation on formally evaluating your coalition’s efforts, see the section
titled “Evaluating Your Codlition’s Efforts’ later in this chapter.

Withou! mem-
bersproviding
their time and
their efforts,

there is no
coalition.
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Advocacy,
defined as
aclions targeted
fo produce
specific organi-
zalional or
community
changes, is an
essential part of
any effective
aclion plan.

A Few Keys to Success

These are a few things that will help you realize your goals.

Action and advocacy

Successful coalitions take actions that prove their effectiveness through
concrete results. This often means choosing promising projects to guar-
antee early victories that will illustrate to members and communities
that change can occur. Such actions should come out of your overal plan-
ning process, a short agenda of achievable tasks also keeps your coali-
tion from spreading itself too thin,

Nevertheless, in its early development, your coalition should not expect
to, or be expected to, produce significant changes (outcomes, impacts) in
a short time. Pressure for immediate results may short-change planning,
and the resulting actions will suffer. Short-term visible results available
to coditions include the credtion of a newdetter and/or service guide, sched-
uling a meeting with the mayor, or arranging a legidative breakfadt.

Advocacy, defined as actions targeted to produce specific organizational
or community changes, is an essential part of any effective action plan.
Such advocacy may take many forms -— public or private; in-person or
written; individual, small-group or large-group; and so forth. Forms may
vary based on the style of the group, the particular target, or the nature
of the issue. Coalitions committed to success and change must expect to
engage in advocacy. To avoid advocacy, as some coalitions do, is to se-
verely limit your potential impact.

Coalition Activities

Fawcett points out that a coalition's commitment to empowerment is
evident in its codlition activities, Only some coalitions attempt to change
community policies, practices, or programs related to the coalition’s goals.
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Empowerment

1. Does your coalition take actions outside of itself in order to
create community changes? What are these actions? Exercise 3

‘2. How does your coalition provide community organizing and
education activities?

3. How does your coalition engage in advocacy?

4. Are the advocacy efforts for empowerment purposes, such as
citizen and neighborhood groups?

5. Does your codlition have a relationship with local government
officials — city, town, state, and federa? How do codition mem-
bers advocate for the needs of citizens or agencies in these re-
|ationships?

The extent to which the activities of your coalition reflect em-
powerment outcomes is a critical differentiating point. Coali-
tions that claim to focus on empowerment, but essentially pro-
vide services that support the status quo service-delivery model,
are not necessarily empowering coalitions.
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Hope and celebration

Cadlition activities need to include fun and must affirm the strengths
and joys of the community Indeed, one of the great gifts of effective coa
litions to their members and communities is the gift of hope that emerges
from an optimistic approach that affirms that many community prob-
lems can be effectively addressed. Leaders will promote the hope and
accomplishments of the codlition, helping the group celebrate this process.

The vitality and morale of a codlition is noticeably enhanced when it
remembers to celebrate its successes. With the many challenges that
confront most coalitions, it is easy to get mired in the work of dealing

with all that has yet to be done and the burden of more demands than
can be met. In the face of this, many coalitions forget to step back and

reflect publicly on the group’s accomplishments.

Annual meetings are one vehicle that coalitions use to set time aside for

this purpose. Awards to coalition members and community members are
also key to celebration. Public recognition of these achievements can be

‘enhanced by using coalition newdetters, public meetings, and the loca

media, a powerful tool when used effectively

Patience and persistence

The agendas of broad-based coalitions that address the quality of life in
communities can be overwhelming. The coalition needs to take a long-
range view, understanding that successfully tackling its agenda will take
time and persistence. Although some single-issue coditions are short-
term efforts, those described in this model will create the desired societal
changes only within longer time frames, Taking on big issues in manage-
able piecesis a strategy for success in both long and short-term efforts.

Often coalitions are pushed, by both internal and externa forces, to pro-
duce results quickly. As a society we are increasingly addicted to the
quick fix, and our tolerance for long-term developmental or preventive
approaches is low. Codlitions face the chalenge of producing some short-
term products without turning away from the long-term commitment
and dtrategies that hold the greatest promise for building healthier
communities.
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AsK yourself these questions:

s  What type of achievable actions has your coalition taken?

s How does your codlition sustain the interest and energy of its
members?

s How do you acknowledge the successes of the codlition or its
individual members?

s What kind of celebrations does your codlition have?

Each codlition will vary depending on community needs, members com-
mitment, and so forth. Within your own community you will need to de-
termine what will alow your codition to function optimally, Codlition
building is a dynamic process, so your keys to success last year may dif-
fer drastically from those you currently hold.

Sustainability

There is very little literature — or even anecdotal information — on coa-
litions that have been sustained for many years. What happens to these
coalitions over time? What leads to the continued viability and success
(or failure) of sustaining efforts?

In general, coalitions are sustained as are other organizations. The orga-
nization must adapt flexibly to changing environments and times. Mis-
sions and goals should evolve over time and task forces should adapt to
changing issues in the community. Membership should keep changing,
so that each year new people join as others drop out. Leadership should
also rotate. In a hedlthy, sustainable coalition, new leaders should con-
stantly emerge and be given positions of responsibility — leading a task
force, managing a special project, or chairing the codition itself. The
bottom line for sustaining a coalition, however, is the same as that for
any successful community venture, that is, the capacity to act and have
an impact on the community. Long-lasting coalitions keep acting — vis-
ibly, energetically, and effectively.
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Guiding Principles for a New Social Contract

» Incorporate those directly affected by policies at the heart
of the dialogue and community building.

s Vaue racia and cultural diversity as the foundation for
wholeness.

s Promote active citizenship and political empowerment.
s Build on community strengths and assets.

B Ensure access to fundamental opportunities and remove
obstacles to equal opportunity.

m  Support and enhance the well-being of children and their
families.

» Foster sustained commitment, coordination and collabo-
ration based on a shared vison and mutual respect.

Developed by The Boston Foundation: Catalyst for Community

Sustaining your coalition during
the “Post-Funding” stage

The sustainability of many coalitions has another key dimension: out-
side funding. One of the great dilemmas for both government and foun-
dations dealing with human services has been how to seed a new idea

with money, then sustain it over time as funding draws to an end. We
have all seen projects live only as long as their funding.

Reliance upon external funding sources makes projects vulnerable. To-
ward the close of 1995 we all witnessed the furlough taken by many
federal programs as the federa government shut down due to budget
impasses and funding for federal programs dried up for severa days.
Most likely we have all experienced similar disappointments with fund-
ing sources, perhaps with even more dire consequences for our commu-
nities. These dry periods will probably always be with us, so our best
option to confront such obstacles is self-reliance for long-term
sustainability.
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Our most reliable resource in tough times:
the community

The most provocative sustainability strategy is to turn over to citizens
what the coalition has begun, using an approach stressing empower-
ment and community development. The basic premise, in both
sustainability and initial design, is keeping the codlition’s initiatives aive
by having citizens own and lead them. Projects that focus on the devel-
opment of citizen leaders are used to build the skills and capacities of
individuals and organizations. One such program is The Bight Question
Project (based in Somerville, Massachusetts), which helps low-income
parents become monitors and advocates for their children’s education.
Sustainability occurs because individuals and home-grown organizations
are better able to help the community solve its own problems. Here, the
coalition functions as capacity builder.

Other options

When push comes to shove we may be forced to consider other options. In
Module 3: Community & Economic Development, of the Sustaining Com-
munity-Based Initiatives series the main focus is on operating your or-
ganization/codlition like a business rather than depending on outside
sources for funding. Adaptation to changes through entrepreneuria ac-
tivities is often your most viable aternative,

Below are listed three additional aternatives. Each approach may be
appropriate to different degrees, depending upon the coalition and the
community’s needs. Each carries with it advantages and disadvantages.
In general, an approach that employs a portion of all of the strategies is
probably the soundest.

Institutionalizing  efforts
In this strategy, the coalition supports efforts — or even better, plans

efforts — so that each initiative developed can be incorporated into an
existing community institution. For example, a coalition can begin an
after-school program, and plan for the YMCA to pick up the program
after afew years; or develop a school-based wellness program, with the
goa of shifting its management to school health educators; or start a pro-
gram to prevent homelessness and work with an interfaith council to adopt

it. In this strategy, the coalition acts as a catayst to create innovative
change that can be ingtitutionalized in other community organizations.
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Policy change

Some codlitions have found-effective ways to sustain their efforts through
changes in rules, regulations, and laws. By employing advocacy and so-
cia change mechanisms that permanently alter policies, practices, and
procedures within a community, these coalitions continue to fulfill their
mission. Good examples of this can be found in antitobacco coalitions
that have persuaded boards of hedth to change the laws and conseguences
of under-age purchase of cigarettes and tobacco products; or anti-drug
and alcohol coditions that work to change laws regarding licensing of
kegs of beer to parties. Another example would be an AIDS codlition that
successfully lobbied for condom distribution in schools. In such cases,
sustainability occurs by incorporating change into the community’s laws.
Here the role of the codition is as advocate for policy change.

Fundraising and incorporation

When funding begins to run out, the immediate reaction of almost any
project or codlition is to replace it form another source. Mature coalitions
often write grant applications, throw fund-raisers, and create member-
ship schemes — all ways to generate new dollars. Incorporating the coa-
lition as a 501(c)(3) non-profit organization and applying for tax-exempt
status frequently go along with this, so that the codlition is in proper
legal form to receive state, federal, corporate, and foundation money.

The peril of this approach is that it is often seen as the only way to sur-

vive; it doesn’'t allow for other options that may involve greater commu-
nity ownership and less professional management. Using this strategy
the coalition risks becoming just another community agency. Y ou should

seriously consider other alternatives based more soundly in the commu-
nity and its resources.

Possibly the most important sustaining force is the vita
—  energy within your coalition — what we might call its spirit.
Coalition members should see themselves as keepers of the
flame. If the flame dies down it's much harder to keep going
and to do good work. How to keep the flame aive and fan it
is (sometimes literally) the million-dollar question. A track
record of success helps. So does modeling by the leadership,
over and above routine management of functions. The bonds
among members, the willingness to celebrate even small
successes, will help aswell. A codlition that can find ways of
L nourishing its own inner spirit will have a much greater

chance of continued success.

After years of exlensive research, | have concluded
beyond any doubl (hal | need more grants!
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Evaluating Your Coalition’s Efforts

Developing an effective codition to address quality-of-life issues in a com-
munity is obviously complex. While the literature can provide us with
some direction, each codition’s efforts must be guided by its own internad
review and evaluation process. Whether this review is done at an annua
meeting discussion of the coalition’s process and outcomes or through a
more rigorous evaluation, an effective coalition needs the capacity to learn
from its successes and its disappointments, for it will have both,

In this section we explore some issues to consider before undertaking an
evaluation; criteria for a successful evaluation; gquestions you may wish
to answer through evaluation; and how you can answer them. While this
won't replace the need for an evaluation specialit, it should help you if
you do chose to hire an evaluator, and when using evaluation data. It
will also help you understand evaluation language, which may be more
than half the battle.

Why hire an evaluator?

There are several reasons to hire an evaluator. One of the most compel-
ling isthat if you have a funder, they may dictate that you do so. (Some
funders even specify which one) You may want an evaluator to improve
the functioning of your codlition, or to acquire information for new or
continued funding. All these reasons (and more) are certainly valid. It is
important to be aware of your reasons, and of how much control you
have over the final product. If an evaluator is specified by your funder
you may have little control over the evaluation or the relationship (be-
yond refusing the money, that is). However, even in this situation, the
evaluators should be responsive to your needs and the local culture. And
in al cases, you should be clear on what you want the evaluation to do.

What are the criteria for a successful evaluation?

Severa factors contribute to your achieving a productive, useful evaua
tive relationship. We list a few of them here,

Strategic  planning

Strategic planning within the codlition is critically important, and should
include development of a vision or mission statement as well as a list of
objectives with a timeline for reaching them. It can aso include the strat-

Strategic plan-
ning within the
coalition is
critically impor-
fant, and should
include develop-
ment of a vision
or mission
sfatement as
well as a list of
objectiveswitha
timeline for
reaching them.
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egies to be employed and detailed action plans, stating who will do what

and when. Your strategic plan should flow from some type of needs as-

sessment that identifies relevant issues, barriers, resources, and cultur-

aly appropriate ways of dealing with problems. Aside from encouraging
clear thinking, a strategic plan helps you and the evaluator know what
will be evaluated. When you know this, it’s a big step forward.

Sensitivity to local culture

Make sure that the evaluators are senditive to loca culture (ethnic and
political) and can speak your language (figuratively and literaly, using
trandation when called for). The evaluators should also be presenting
the information in clear, direct, user-friendly formats.

Contributions to coalition improvement

Your evaluation should improve your codition, Make sure that the evalu-
ation includes ongoing feedback in a style you can use to strengthen
planning and activities. In every case, you and the evaluators should
apply autility criterion to the evauation methods. That is, will this evalu-
ation give you information that can be used by your codition and its
members, the funder, the community, and so forth? The evaluaion hasn't
much value if it can’t be trandated into action, If it won't be used, don’'t
do it.

What questions should the evaluation help answer?

Different kinds of evaluation can provide you with different sorts of in-
formation We've listed a few here.

Process evaluation: What activities took place?

This kind of evauation focuses on your codition's clay-to-day  activities.
Methodologies here may include activity logs, surveys, and interviews.
Key variables might involve in-house developments (committees adopted,
staff hired), outside meetings, communications received, funding gener-
ated, community participation, and media coverage. Surveys can rate
the importance and feasibility of goals, and/or measure member satis-
faction Process evaluation might also include an analysis of critical events
in your codlition’s development.
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Outcome evaluation: What was accomplished?

This kind of the evaluation focuses on the coalition’s accomplishments.
It can include the number and type of changesin policies or practicesin
the community, as well as the development of new services. It can aso be
useful to do surveys of self-reported behavior changes (such as alcohol
and drug use), as well as those rating the significance of outcomes
achieved. The number of objectives met over time is aso a useful out-
come evaluation tool. The outcome evaluation can be further supple-
mented with interviews on critical accomplishments.

Impact evaluation: What were the long-range effects?

This kind of evaluation focuses on the ultimate impacts the codition is
having on the community, over and above specific outcomes. The focus
here is often on datistical indicators. For example, a substance-abuse
prevention codition might focus on data on acohol-related night-time
single-vehicle accidents, or on the number of drug-affected babies born
in the community. A teen-pregnancy prevention coalition might focus on
the local pregnancy rate. Such data can be graphed with that on coali-
tion accomplishments to show a relationship between changes in the
community and a decrease in problems. When interpreting such data,
keep in mind that such problems are complicated — even ten codlitions
might not reduce the problem immediately. But you will make a differ-
ence if you appropriately reach the entire community affected by the
problem.

Thisis only a partia list of questions; you may have more. The impor-
tant thing is that from the start you and your evauators identify what
guestions you need to answer and how you will do so, This can be done
most easily from your strategic plan, with its objectives and actions.

Evaluation is important. Again, it is best done in the context of strategic
planning so that you know what you are evaluating. Consider what ques-
tions you want answered. Match your data-collection methods to those
guestions. Make sure your evaluators provide feedback that meets your
needs, then use it to improve your coalition,

For more information on evaluation rationales and methodology see the
“Resources’ section at the end of this manual,

MODULE 1 = Developing Community Capacity

95




CHAPTER 3 m  Buyilding the Coalition

96

MODULE 1 m

Coalition outcomes

If coalitions are committed to empowering citizens to improve their com-
munity, then the coalition outcomes should reflect this. If al a coalition
can claim as its successes are programs designed and implemented by
professionds, then the commitment to empowerment must be questioned.

Ask yourself these questions:

Are community groups and individuals better able to address
and resolve their concerns? In what ways?

Is there an increase in citizen participation in any aspect of
community life? Describe some of these increases.

Do citizens report a greater sense of community? Give some
examples of this and how it was achieved.

In what ways do citizens and the community at large have ac-
cess and control over more resources to meet their needs?

Have more new citizen leaders emerged?

Has the quality of life in the community improved? In what
ways?

Although increases in empowering processes are important, the ultimate
(and often long-term) measures of empowerment concern whether the
original goals and objectives have been achieved.

Ask yourself these questions as well:

Does your coalition have an evauation plan?
Are your evaluators responsive to your needs?

Have you seen any feedback data from your evaluators? Do
you get regular timely feedback from them?

Are the evaluators sensitive to the loca culture?

Do you know what you want to measure and what you want to
show from the evaluation?

Developing Community Capacity




CHAPTER 3 e Building thecoalition

Successfully Overcoming Common
Barriers

Now that you know how to evauate your efforts let's work backward and
introduce you to ways of dealing with common problems so that your
next evaluation is that much more positive.

Anyone who has been in a coalition will tell you that the path to success
Is rocky, often marked by two steps forward and one step back. Many
forces in communities are opposed to codition building and community
development. We must think about the path of coalition progress as dy-
namic and constantly changing. New obstacles (and opportunities) keep
arising. Let's look at some commonly encountered barriers to coalition
success and outline some strategies that a coalition might develop to
counteract them.

BARRIER 1 — Turf and competition

A clear goa of codlitions is often to promote coordination, cooperation,
and collaboration. But it comes as no surprise that territoriality and com-
petition among coalition members is a maor barrier to success. The ca
pacity of one organization to feel competitive with another often amazes
outsiders. This competition can exist among health-and-human-service
agencies as they compete for clients and contracts, but can aso take
place between the private and the public sectors, between local and state
governments, or between local government and the community. A new
request to provide a service might be issued by the state, and two or
three different agencies ~ al members of the same codlition - might
begin to compete for that contract, seemingly undermining the coalition’s
goa of cooperation. One would hope that having declared themselves
part of a coalition, participants in these turf battles would back down,
but often they do not.

Strategies

In his community organizing work, Saul Alinsky always paid attention
to the salf-interest of al the parties, believing that solutions had to in-
clude attention to this. Too often we expect self-sacrifice from individu-
als and organizations as they move toward coalition solutions. If we
understand that personal and organizational self-interest is part of what
motivates people, we can look for strategies that take it into account. It
Is also possible to minimize the impact of territoriality and self-interest
by appealing to a larger good. In our experience with coalitions, the com-

e
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mon good that has most appedl is that of the community and neighbor-
hood. This is why coalition building often focuses on geographic areas.

BARRIER 2 - Bad history

As you begin to talk with communities about building a new codlition
the response is sometimes, “Oh, we tried that once before here. It doesn't
work.” Most communities have had unsuccessful attempts at building
cooperation and forming coalitions. Most frequently these attempts were
ill-fated because they did not involve a carefully thought-out process,
did not have enough resources to succeed, or were imposed from above as
a mandate. ‘You WILL cooperate.”

Conflictual histories aso exist between agencies and different compo-
nents in communities, and one should never forget their impact. Too of-

ten we enter communities without knowledge of context, thinking that
history starts when we put our foot in the door. We should never forget
the power of history. All we have to do is talk to an agency director and

hear, “We don’t work with that other agency because 15 years ago they

had a director who insulted our director at a public meeting,” to readize
how important it is.

Strategies

The first strategy is to learn the community’s history. Determine what
efforts occurred in the past to build cooperation and codlitions, and how
they succeeded or failed. One can aso collect a detailed history of con-
flict and cooperation among agencies in the community. Following that,
second way to undo bad history is to create an open and fair process that
alows everyone to participate, set the ground rules, and shape the
coalition’s agenda. In this way, some of the factors that led to conflict in
the past can be avoided.

BARRIER 3 — Failure to act

One of the most lethal behaviors of coalitions is endless, long-term plan-

ning meetings that bog them down before they ever act. Many of us have
been in coditions that try to solve problems by involving many impor-
tant people with busy schedules, who then sit around for a year think-
ing, planning, and doing needs assessments before anything happens.
In most cases this can destroy a coalition before it starts. Administrators
and bureaucrats are used to dtting in planning meetings, though the
best of them have a limited tolerance for them. But citizens, groups, and
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others in the community committed to change are often quickly turned
off by such an atmosphere. At heart, coalitions are based on creating
change and demonstrating the capacity to act; indeed, this attracts the
kinds of members who make them succeed, When coalitions fail to dis-
play a commitment to action, or show a fear of advocacy, they discourage
the involvement of exactly the people who will help them.

Strategies

Although your coalition must plan carefully, then, it must also produce
actions and results in its first weeks and months of existence. You can be
involved in a careful planning process while circulating a newsletter or
petition, or holding a public meeting on a controversial topic. Such ac-
tions show the members and the community that your coalition is com-
mitted to making something happen.

BARRIER 4 — Dominance by professionals

Although key professionals are often important members of coalitions
and can be especially helpful assets, they can also become barriers when
they dominate the process. In such a situation, most members might be
professionals, and the control of the codlition could be in the hands of
professiona agencies. Since many agencies view citizens and communi-
ties from a “deficits’ point of view (see John McKnight’s writings), they
then bring this viewpoint to the coalition’s work.

We see this kind of barrier in action, for example, when a group of adult-
service providers decides to deal with teen issues in the community by
developing a teen center. In one actua situation, providers designed and
opened a teen center without any input from the teens themselves. When
no one showed up in the first months, the professionals perceived the
teens as apathetic and blamed them for the problem. The providers did
not recognize that only by consulting with teens, and letting them decide
how best to set up the center, did they have any chance of success. This
happens much too frequently — and not only with individual agencies,
but with entire coditions.

Strategies

Active attempts to recruit citizens are critical to coalition success. One
should also respect the important role of “citizen helpers’ — profession-
als who are also active citizens and can therefore wear both hats. Having
citizen helpers does not eliminate the need to have members who are not
in a professional, formal helping role, however. To get citizen input your
coalition must go out into the community, talk to people, and test new
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ideas before implementing them. Unless the codlition is constantly ask-
ing community members what they want and then responding, it will be
hard to overcome the dominance of both professional and professional-
deficit models.

BARRIER 5 = Lack of a common vision

Increasingly one sees coalitions — often funded ones — in which there is
clear disagreement about goals. There are a variety of reasons for this.

The founders may have been attracted by the money available, not by a
common vision. The failure of such coalitions potentially threatens the
success of the whole coalition movement.

Strategies

The most obvious strategy, of course, isto develop a common vision be-
fore organizing the coalition, Grassroots community coalitions typicaly
do so; for example, neighbors may get together to make sure that the

community playgrounds are safe. Where a group vision does not emerge

a the start (or dissolves quickly after the writing of the grant applica-

tion), you need a clear planning process that clarifies your group’s goas
and articulates objectives and action plans. This will help you determine
whether your members have shared tasks to work on together. If they do
not, the coalition needs to be brave enough to dissolve. If they do, you

can rewrite your mission statement and move forward. Coalitions are
such vibrant and responsive institutions that this process of revisiting
vision, mission, goals, and objectives needs to occur on aregular — at a
minimum, annua — basis.

BARRIER 6 — Failure to provide and create leadership

Codlitions have two leadership missions. One is to provide competent
leadership for the codlition itself and for its tasks. The other is to create
new leadership in al sectors of the community Many coalitions struggle
with one or both of these missions. Some coadlitions lack leadership —
there are many lieutenants but no generals, The coalition then seems to
flounder, not heading in any direction or accomplishing any one task.
Often coalitions that manage to exchange information but never move to
action suffer for it. On the flip side, we see codlitions with a single domi-
nant leader who does not delegate but tries to do everything him- or
herself. Members feel powerless, excluded, and increasingly less involved.

One of the problems of bringing on codlition staff can be that these paid
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individuals take on leadership roles. The members can then easily say,
‘Well, | don't need to do that, we'll let our staff person do it.” That kind of
staff role implicitly undermines the creation of new leadership roles
among the members.

Strategies

Coalitions must conscioudly foster the development of leaders from their
own members, and also seek out new individuals to take leadership roles
in the community. Leadership must be seen as multifaceted — not just
as who runs the meeting or chairs a task force, but also as who volun-
teers to get people to come to a meeting, sets up refresnments, or leads
from behind the scenes. Codlitions must regularly evauate how their
organizations are being led, and how good they are at creating leaders.

BARRIER 7 — Poor links to the community

The mgjority of coalitions seem to have little success in establishing solid
links to the community as a whole. When coalitions begin with gather-
ings of human service providers or educators, the meetings are often
inaccessible to working citizens in terms of scheduled time, space, anti
or language and culture. For example, a group of providers might talk
about state funding using a variety of acronyms and initials. Ordinary
citizens quickly understand that this is a world of which they are not a
part, and they may not return.

Strategies

Obvious strategies include not only making meetings more accessible in
terms of these and other issues such as child care, but also having the
agenda and process be citizen driven. David Chavis has suggested that
most of the basic ingtitutions in our communities have become unac-
countable to their citizenry; that the clergy is separated from its congre-
gation, the schools from parents and students, and the health and hu-
man service system from clients and patients. It's critical that coalitions
rebuild these links and the accountability of the system to the citizens.

In some ways it seems that the major strategy has to be an investment of
funding into identifying, supporting, or (if they are missing) creating
citizen-advocacy groups so that people can come to the table as represen-
tatives of constituencies like everyone else. In many communities these
citizen and neighborhood groups aready exist. They should serve as equa
partners. In other communities, funding and staffing may be needed to
develop these groups and create that partnership.

Coalitionsmust
consciously foster
the development
of leaders from
their own mem-
bers,andalso
seek oul new
individuals fofake
leadershiprolesin
the community.
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Identifying Barriers to Success in Your Coalition

Instructions. For each of the codition barriers listed below,
indicate examples of how it affects your coalition. Refer to the
chapter text to clarify the barrier definition. Then brainstorm
about how to address the barriers. Discuss what you have writ-
ten. This exercise can be done individualy or in a small group.

Exercise 4

EFFECTS OF BARRIERS POTENTIAL STRATEGIES

1. Turf and competition

2. Bad history

3. Failure to act
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Coadlitions are excellent vehicles for improving the qual-
ity of life in your community They can be defined in many

ways but are generaly a collaborative effort undertaken
by multiple and diverse stakeholders with a common goal.

Membership in the codlition at large, as well as that of
the initia planning group, needs to be inclusive, alowing
dl stakeholders who endorse the codlition’s misson to join.
Inclusive membership ensures a codlition that represents
atrue cross-section of the community.

The codlition’s organizational functioning and structure
must be clear and competent enough so that it can per-
form well. This includes effective leadership, decision
making, communication, resources, and staffing.

An annua half-day al coalition planning meeting is one
useful catalyst for successful planning. An effective meet-
ing format has four components: review, re-assessment,
plans, and next steps.

Successful codlitions take actions they can achieve and
thus prove ther effectiveness to themselves and their com-
munities through concrete results.

Codlition activities need to include fun and must affirm
the strengths and joys of the community Indeed, one of
the great gifts of effective codlitions to their members and

to their communities is that of hope, which emerges from
an optimistic coalition approach that says that most prob-

lems can be effectively addressed.

The agendas of broad codlitions that address the quality
of life in communities can be overwhelming. The coalition
needs to take a long-range view, understanding that bring-
ing its agenda to fruition will take time and persistence.

In genera, sustaining codlitions is like sustaining any
other organization. It relies upon the capacity to be flex-
ible and adapt to changing environments and times. Ex-
pect that your codition's misson and goas will evolve over

time, and that various task forces you set up will adapt to
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changing issues in the community. If funding runs dry,
remember to turn to the community

Do evaluation in the context of strategic planning so that
you know what you are evaluating. Consider what ques-
tions you want answered, then match your data-collec-
tion methods to them. Make sure that your evaluators
provide feedback that meets your needs, then use it to
improve your coalition.
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Purpose

This section should help you identify issues that matter to people in your
codition. You will learn to find and recruit local leadership and develop
outreach skills to attract new members and keep existing ones.

Learning Objectives

You will;

m learn techniques for finding, recruiting, and developing new
leaders for your organization;

m learn ways to reach out to potential members using methods
such as fliers, membership drives, “house chats,” key-leader
interviews, public meetings, and phone trees;, you will also
become familiar with developing a comprehensive outreach plan
for your organization;

s Learn how to do an “organizational diagnosis’ to identify rea
sons your organization may discourage participation and mem-
ber involvement, and to find otner hindrances to carrying out
projects and actions.

Overview

Good coalitions cannot rest on service providers and professionals alone;
involvement of the grassroots community is essentia. It's frustrating
when grassroots |leaders and residents don’t respond to our invitations,
or when, despite what we feel are our best efforts, we are characterized
by grassroots members as being non-inclusive.

The fault may lie not in what we are doing, but in what we are not doing,
and in our definition of the grassroots community. It is essentia to un-
derstand the importance of community ownership and how to create it,
and to examine our coalitions and the avenues we have (or have not)
created for rea grassroots participation. Upon examination, the strate-
gies and “how to's’ of involvement and effective outreach become clear.

By approaching the crucia topics of outreach, leader identification, and
participation in this way, you can begin to build the organizational ca-
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pacity you need to sustain grassroots membership. In Chapter 5 we in-
troduce strategic action planning and tools to mobilize the community so
that you will be able to implement your group’s goals and objectives. In
this chapter trainers will have the opportunity to guide participants
through an organizationa diagnosis that will form the basis for approach-
ing the topics in the workshop and will aid each group in developing its
own unique “cure” for its coalition,

Involving and Mobilizing
Grassroots Residents

By understanding why community members participate in a coalition,
you take the first step toward developing strategies to ensure their in-
cluson Like other prospective members, grassroots residents expect to
have certain roles and power.

Why would someone want to be involved in your coalition? How does it
benefit him, her, or their family? Following are reasons people may par-
ticipate in groups, organizations, or associations. Y our neighborhood coa
lition can be successful when it meets the needs of your membership, as
outlined in the following “sx R's.”

Recognition

People want to be recognized for their leadership. We al want to be known,
initially by the members of our own group and then by others, for our
contributions to a better quality of life.

Tip; You can recognize contributions through awards and dinners, and
by praising your members at other public events.

Recognition: Chicago, IL

The WEsTsE HEALTH AUTHORITY, a community-based organization in
Chicago, recognizes community members who share resources, gifts, and
talents with each other in a variety of ways. It organizes neighborhood
dinners and other community events and recognizes groups and indi-
viduals a monthly membership meetings. The local media aso feature
the group’s “wellness initiatives’ periodically, This recognition not only
makes community members feel good about their contributions but also
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spreads word of them nationwide, as is shown by the frequent inquiries
they receive from around the country,

Respect

Everyone wants respect. By joining in community activities we seek the
respect of our peers. People often find that their values, culture, or tradi-
tions are not respected in the workplace or community, so they seek rec-
ognition and respect for themselves and their values by joining commu-
nity organizations and coalitions.

Tips: Don't schedule al of your planning meetings during regular work-
ing hours. This may exclude many grassroots leaders who hold other
jobs. Experiment with different meeting schedules until you strike a
balance. Try meeting in the evenings and providing dinner and child
care for their families. Trandate materials and meeting agendas into
languages other than English if necessary, and provide trandators at
meetings.

Role

We dl like to feel needed; we want to belong to a group in which our
unique contribution is appreciated. Groups must find a role for everyone
If they expect to maintain a membership.

Tip: Grassroots leaders and members may have experienced being “to-
kens’ on coalitions. Create roles with real power and substance.

Relationship

Organizations are networks of relationships; often a persona invitation
convinces someone to join. People may sign up for private reasons (say,
to make new friends), and for public reasons, as well (to broaden a base
of support or influence, for example). Organizations draw us into a wider
context of community relationships that encourage accountability, mu-
tual support, and responsibility.

Tip: Provide real opportunities for networking with other institutions
and leaders.
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Reward

Organizations and coditions keep members and attract new ones when
the rewards of membership outweigh the costs. Of course, not everyone
is looking for the same kind of rewards. To sustain members role in your
coalition, try to identify their interests and find what public and private
rewards meet them.

Tip: Schedule socid time and interaction into the agenda of the coalition
so families can participate. Make sure there is an ongoing way to share
resources and information, including funding opportunities and access
to people in power.

Results

Nothing works like results! An organization that cannot deliver the goods
will not continue to attract people and resources. If your coalition formed
In response to negative forces in the community (e.g., rising crime rates),
safer streets will obvioudy be welcome and will enhance your codlition’s
credibility.

Tip: To many grassroots leaders and residents, visible projects and ac-
tivities that directly affect conditions and issues in their communities
are the results they want in return for their participation.
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Evaluating the “Six R’s” of
Participation in Your Coalition

In small groups, look at each of the“Six R'S’ listed and, using this workshest, Exercise 1
write down the answers to the following questions:

e Wha do we do now?
s Wha could we do?

When you have finished, compare your answers as a group. Consider
your answers as recommendations for changes your coalition should
make.

RECOGNITION

What do we do now? What could we do?
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RESPECT
What do we do now? What could we do?
ROLE
What do we do now? What could we do?
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RELATIONSHIPS ‘®:
What do we do now? What could we do? .
REWARD
What do we do now? What could we do?
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What do we do now?

RESULTS
What could we do?

The “Sx R’s’ were originally developed by Ira Resnick at the Center for
Social and Community Development, Rutgers State University.
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Creating Community Ownership

Now that you have examined your codition goas and determined whether
or not they reinforce grassroots participation, let's move on to the next
ingredient for community involvement: ownership.

Ownership comes from being an integral part of defining issues and so-
lutions and from being areal — not a token — part of coalition planning
from beginning to end. Creating community ownership requires a change
in our conception of power and control. Whereas professionals view their

jobs as coming up with the best possible programs and strategies using
the latest research and technology, grassroots community members of-
ten experience this as a highhanded and alienating approach. Coalitions

driven by service providers can actually get in the way of community ~ OWnership
ownership. These elements can be vita to creating that ownership: comes from

1. The grassroots community must be involved in defining the is-  P€iNg anintegral

sues. Community residents will be harder to involve if they feel  part of defi
that the coalition has already decided what issues are to be ad-

dressed without their input. They may perceive themselves as Issuesand

ning

“locked out” and view the codlition as just another top-down model solutions and
of professional, rather than community, control. from being a real

2. The community must also be involved in defining solutions and == nof a foken —
strategies. There are no greater architects of solutions than those part of ¢oalition

experiencing the problem. The information and skills that practi-

tioners and professionals bring to program and strategy develop-  Planning from
ment are invaluable; but the wisdom of the community — inhow  beginningfoend.

to reach high-risk populations, create community investment, and

meet marketing and outreach needs — should be the guide in your
strategy to ensure success at the community level.

3. Community members must know that they will be given tools and
resources to control the implementation of programs and strate-
gies. Too often they are invited to the table for planning, then sit
and watch as their ideas are implemented by outsiders or profes-
sonals. Rea empowerment comes from the ability to have
grassroots community members implement programs and use re-
sources according to their own visions,

For many coalitions, these concepts mean a maor shift, both in
focus and in the balance of power. Remember that grassroots
community residents will be living with these issues and
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Examiningand
understanding

the history of
coalitions

precedingyours

canbecrucialin
paving the way
for grassrools

involvement.

problems long after our coalitions are gone. If you envision
these roles as appropriate for the community, your codlition will
be stronger and will see real grassroots involvement. Build col-
laborative planning retreats into your coalition’s structure so com-
munity members can share their vision and ideas. Community-
driven assessments, discussed in Chapter 5, are another key tool
for providing grassroots leaders with the opportunity to play these
roles.

4. Your coalition must have credibility with the community Many

coalitions have been operating one day and gone aimost literaly
the next. Programs and resources have appeared in communities
and disappeared overnight, Promises have been made to commu-
nity residents and never kept, resources promised and never de-
livered. As has often been the case, residents have been left out of
the ownership process; instead, they were delivered services and
programs in which their own community had no investment or

say

Examining and understanding the history of coalitions preceding
yours can be crucial in paving the way for grassroots involvement.
In addition, smply looking for this information sends a welcome
signal to the community that you care about doing things right.

CASE STUDY Community ownership
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A community foundation working with a national technical-assistance
organization helped form a coalition focusing on drug abuse and traf-
ficking, mostly in the seven public-housing developments scattered

through one southern city. Residents in these developments had a his-
tory of organizing around issues, but were wary after dealing with cor-

ruption in both the police department and housing management. More-
over, an earlier coalition of service providers came into their develop-
ments for a year with programs and activities, but left when funding

was diminated.

The early members of the new codlition interviewed residents in the

MODULE 1 e

development before involving them. They heard about the lack of com-
munity involvement in the previous coalition's planning and the anger
and residents felt as a result.
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The new coalition hired a staff organizer whose job was to reach out to
residents and involve them in meetings to define the issues, develop dtrat-
egies, and identify the resources they felt they needed to implement them.

Subsequent sessions were also held with law-enforcement personnd,
service providers, and other concerned community actors involved in the
codlition. This led to a series of final collaborative planning meetings in

which everyone compared strategies and created a comprehensive ac-
tion plan that would be driven by the residents with the help of the coa-

lition and staff organizer. All participants felt invested in the plan and
sensed a great deal of ownership over it.

A year later the coalition had increased its membership and participa
tion in its activities. The residents still run the codition and are turning

around the conditions in their developments.

Identifying the Grassroots Community

Before developing strategies to involve the grassroots community, define
who you want and who you should involve. This means taking the time
to identify real community leadership and to examine the various “sec-
tors’ of the organized and developing community in your coalition’s tar-
get aress.

Identifying leadership

THE WESTSIDE HEALTH AUTHORITY OF CHICAGO used an existing network
of leaders and a tradition of community organizing to its advantage.
According to the Health Authority, these ‘leaders have earned the trust
and respect of citizens in the community through many years of hard
work. Staff and volunteers who participate in the programs of WHA are
recruited by outreach efforts of these member organizations. In generd,
volunteers who respond to outreach efforts are committed to neighbor-
hood empowerment — many are leaders on their blocks. Some of [their]
leaders are people who at one point were isolated from the community
because of drug problems or gang affiliation.” The organization’s strong
belief that everyone has something to offer has been adopted by the com-
munity as a whole.

CASESTUDY
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Community leadership

You may aready be working with community leaders, including the school
principa, the police chief, and severa grassroots service providers. These
are important community players and should be included. But you may
have overlooked equally important leaders, The failure to involve key
grassroots leaders can make an enormous difference in the effectiveness
of your coalition’s efforts because these leaders provide three of the es-
sential ingredients for outreach to the community: credibility, access, and
constituency.

“Formal” leaders

As mentioned in Chapter 1, collaborative leaders have many qualities:
vision, commitment, and the ability to get things done. Perhaps most
important, community leaders have a constituency behind them, people
who look to them for advice and action.

Identifying“formal” community leadership is easy. Loca elected officials,
agency heads, service providers, and prominent civic leaders can be iden-
tified through city and agency directories, local publications, and even a
trip to the mayor’s office. These leaders have constituencies, access to
other leaders in their circle, and credibility and clout with residents.
Religious ingtitutions often have leaders well established in the commu-
nity. These “usual suspects’ are easier to reach out to through phones,
faxes, and morning meetings.

Volunteer” leaders

“Volunteer” leaders form a key group that is often left out of the initial
codition search, The communities your coalition is targeting have many
volunteer neighborhood groups (including block associations, parent
groups, merchant associations, and neighborhood organizations) with
active memberships. Each of these groups has one or more volunteer
leaders.

These leaders have real grassroots constituencies; they also have an ac-
cess that formal leaders do not -— to ‘high risk” and “yet to be reached
populations in their communities. With many community residents these
leaders have the real credibility, more than an elected official who may
be seldom seen in the neighborhood, or than a service provider who lives
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somewhere else. Grassroots volunteer organizations have many advan-
tages that coalitions need in order to work effectively

Finding these leaders can be a bit harder. First, identify what the poten-
tid “organized” sectors of your community might be. Once you have done
S0, try reading community newspapers or bulletins for announcements
of meetings and events. Call the contact telephone numbers or attend. In
some communities you may want to look for fliers about meetings and
events and check elected officia’s offices for their community-organiza-
tion ligings.

“Informal” leaders

There are aso important “informal” leaders in a community that you
should seek out. Informal leaders fit al of our leadership criteria but
may not have a title, a conventional office, or even a telephone. They
may run or work a a loca store, be the adopted “grandmother” of a neigh-
borhood who sits out on her porch, or even be a drug dealer on a street
corner. As with “volunteer” leaders, these leaders have their own con-
stituencies, unigue avenues of access, and the highest level of credibility
with their own followers.

Informal leadership

An active codlition in a small town in western Massachusetts had come
together to work on preventing drug abuse in the community. They first
targeted the community’s sizable Latino population for their drug- and
health-education programs. They planned a series of public meetings,
complete with experts to discuss the issues and give the participants
information. They were careful to make the meeting place accessible and
have child care so that parents could attend. Fliers were distributed in
Spanish al over the town.

Attendance was so low, however, that they decided to investigate with
the help of afew informal leaders in the community. They were told that
culturaly, community residents preferred small informal gatherings at
someone’ s home or apartment. Structured agendas were acceptable, but
community members liked conversations better as a means to accom-
plish their tasks.

So the coalition developed a series of small, informal house meetings
cadled charlas, in which residents were hosted by another community
member at their home. They provided the same written information that
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had been on hand at the public meeting, and residents discussed the
same issues using a less formal agenda,

Over the next few months a small group of respected women leaders took
over the planning and organizing of the charlas. Now hundreds of resi-
dents are involved in the coalition’s work through this program.

You can find these leaders by talking to local residents and volunteer
leaders. Informal leaders are usualy well known by reputation, whether
good or bad. Again, the first step is to identify the “developing” sectors of

the communities you are targeting. Take the time to find out who the
leaders are. Without their involvement you are less likely to reach the

grassroots community, you will have diminished access to the popula
tions you want to reach, and you may lose considerable credibility with
community residents.

The “organized” sectors of communities

Every community is different, but each has different sectors that are
organized and have credible leadership. The obvious sectors have formal
leaders, including civic leaders such as elected officials, the police, and
service providers.

But consider other community sectors such as neighborhood organiza-
tions, young people, and parents. Targeting organized grassroots groups
can provide a wedlth of benefits for coalitions. Community organizations:

m can contact “high risk” and “hard to reach” populations through
trust, familiarity, and history;

m know what works in their communities, including the most ef-
fective ways to reach people with information and programs,
what kinds of meetings and organizations people will attend
or join, and what will create “investment” for residents and
families;

» are community archivists, knowing the history of coalition ef-

forts in the community, what has worked (and what has failed),
and how this will affect partnership efforts;

= can promote ownership and participation through their own
networks and knowledge;

MODULE 1 m  Developing Community Capacity




CHAPTER 4 m  Grassroots Organizations: Building Capacity

m know how the community views the causes and symptoms of
problems and the most effective avenues to address them;

m build local leadership that will remain in the community to
carry on the work initiated; and

m can create positive “norms’ in the community better than out-
side agencies because of their credibility, location, and ability
to reach many populations.

These are some examples of organized community sectors:

m Voter leadership: Elected officids, ward leaders, and loca party

officials.

®m Youth service providers leadership: YMCA or YWCA directors,
social-service agency staff, and so forth,

m Police leadership: The chief of police, loca precinct captains,
and commanders.

m Schools leadership: Principals, shop stewards, teachers, and
PTA members.

“Developing” community sectors

Other sectors of the community also encompass much of the grassroots
citizenry, These are the“developing sectors” Which include, say, the people

who work at the local textile plant, the young people who hang out at the
basketball court next to the school, local drug dealers, and the majority
of parents and other community residents.
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Identify Sectors of Your Community

Instructions: .
Exercise 2

|dentify the organized and developing sectors of your community.

Label each of the wheels, one “organized” and the other “devel-
oping.” Brainstorm all of the possible sectors in each wheel and
label them. Y ou may choose to redraw the wheels on large flip-
chart paper and hang it up to discuss it with other groups.
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Exercise 3
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Community Outreach Tool 1

Now that you have completed your “organized” and “developing” wheels,
the following exercise will help you consolidate all the important infor-
mation and lay the groundwork for a comprehensive community-out-
reach action plan.

Instructions: You have identified your sectors and now need to locate the
leaders you'll be reaching out to. Y ou will aso need to take stock of the
resources you have and those you will need in order to do this effectively

Transfer the community organization and institution from the organized-
community wheel you completed in the previous exercise. Next to each,
list the leader(s) of these organizations that your coaition members have
identified. Add as many lines as you need to include al of the important
groups. When you have completed this, follow the same steps for the
developing community.

Finaly, estimate the resources you'll need for your outreach. Consider
work hours, money for fliers, the cost of hiring young people to help with
outreach, refreshments for charlas, and so forth,

Target Community:

1. ORGANIZED COMMUNITY

Organization6 or Institutions Leaders
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1. DEVELOPING COMMUNITY
Sectors or Groups Leaders

3. RESOURCES NEEDED:
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How you reach
out is critical;
whether it be fo
spread the word
about the
coalition’s work,
enlist new mem-
bers for a fask
force, or give the
community an
opportunity to
evaluate programs
and strategies
before they are
implemented.

Outreach Strategies

Y ou can reach out to the grassroots community with your invitation to be
partners in planning in a number of ways. Although each is effective,
when used together they form a particularly dynamic strategy, Always
evauate the human and materia resources you have when considering
an outreach strategy, but remember: if you stretch yourselves now, the
payoff will be well worth it.

Reaching out to community leaders

We have discussed the importance of having credible community leaders
participate in your coalition, Here are two outreach techniques that work:

1. Meet face to face with as many community leaders as you can to
hear their opinions and insights before you invite them to partici-
pate in the coadlition. Not only will they enlighten you about com-
munity issues and perspectives, but they’ll tell you about other
leaders they know and spread the word that your codition is worth
INnvestigating.

2. ldentify those to whom you may not have access but who should
be involved. Spread the word to their constituency and dissemi-
nate your coalition’s information. This may take time with volun-
teer and informal leaders as you build trusting relationships. Many
of these leaders may never have been asked to participate in a
coalition and may distrust professionals. Go slowly and promise
only what you can deliver.

Reaching out to the organized and
developing communities ,

You can use a variety of techniques to reach out to both the organized
and developing sectors of the community. Whether to spread the word
about the coalition’s work, enlist new members for a task force, or give
the community an opportunity to evaluate programs and strategies be-
fore they are implemented, how you reach out is critical.

Public and house meetings
Town meetings are an excellent way to reach out to the organized com-
munity. At such meetings you can praise and acknowledge leaders, get
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input from community members, and discuss strategies and ideas. More-
over, your codition will get publicity and exposure.

The developing community, however, may not come to big public meet-
ings as readily. You may want to try less formal meetings a a loca home,

apartment, or coffee shop. These meetings have fewer people -— usudly
those invited by word of mouth -—— aswell as a more intimate, less intimi-
dating feeling. The same things can be accomplished as in a public meet-
ing, but the climate is safer and people may speak more fredly.

Door to door

Going door to door is a time-honored community-outreach strategy. It
takes time and bodies, which your coalition may not have, but it can
produce great results. The advantages include these:

m face-to-face contact can break down barriers and suspicions,
and frequently works better;

® you are able to get the unfiltered perspectives of community
residents, and

» because you are seen in the community, your credibility goes
up and word goes out on the grapevine.

Of course, there are more drawbacks to door-to-door outreach than just
the resources it demands. People are often afraid to open their doors to
srangers and can sometimes react negatively to being contacted a home.

In general, however, it's a tactic that works well and is worth the time.

Remember these hints:

B’ aways go in pairs,
m  wear identifying insignia; and

m aways leave people a flier, brochure, or something else to re-
member you by.

Street outreach

If you have decided to reach out to some of the developing sectors of the
community you will have to go where they are. This may mean passing
out fliers at factory gates, going to the local basketball court, or hanging
out on a certain street corner. However, street outreach like this is gen-
eraly effective only when someone credible from the community joins
you or does it on their own.
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Tabling
Because getting out into the community is redly the best way to intro-
duce yoursdlf and your coalition, consider setting up tables in front of
busy supermarkets, shops, tram stations, or anywhere else that people
pass by.

Attending community meetings

Attending community meetings both as an observer and participant sends
a signa that you care about what people are saying and doing. When
you interview community leaders, always ask when their next meetings
are, and whether you can observe or talk about the coalition,

Community-driven  assessments

Community assessments that mobilize and involve grassroots residents
are probably the best outreach tool you can use. The next chapter re-
views a process for community assessment. Although mail or telephone
surveys are useful, they only give you information; they don’'t mobilize
grassroots community residents to get involved in the key ownership
areas we have discussed.

(@)

T T

‘| couldn’t have done it . . . without the help of the
great people . . . in my community.”
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Community Outreach Planning Tool 2

I nstructions:
This worksheet will help you organize al of the information you have _
collected for reaching out to both the “organized” and “developing” sec- Exercise 4

tors of the community

Using the information from the Community Outreach Planning Tool 1,
fill in the columns on this worksheet. List each leader, the method of
outreach you would use to contact and involve them, who from your coa

lition or the community needs to work with you, the time frame, and any
additional resources you need to collect before you begin. Remember that

resources can include people, money, time, locations, advertising, or any-
thing else that helps you move forward.

Make copies of this worksheet if you have more information than will fit
on one page. Try to create as comprehensive an outreach plan as possible.

When you have finished, make sure that (@) the plan is presented to the
codlition (or task force) for approval; and (b) anyone who you have listed
as a “helper” has been contacted and has agreed to participate,
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Outreach Checklist

Here's a checklist to use to make sure you have covered all the
bases for an effective outreach strategy and are ready to create
your fina plan.

1. Have you designed an outreach strategy?

____ |dentified places where residents will be?
_ Déefined the physical boundaries of your target area?
.. Assessed your human and physical resources?

_ ldentified additional resources needed?

2. Have you decided what tools and techniques to use?

___ FHiers

—___ Survey

____ Needs assessment
____ Door-to-door

—. Tabling

House chats

— Other

3. Have you recruited enough volunteers and pared up “buddies?
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————————

Outreach Plan

Outreach strategy Location Volunteers When?

Fliers

Surveys

Needs assessment

Door-to-door

Tabling

House chats

Other:
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Surveys

Outreach strategy L ocation

Volunteer6 When?

Door-to-door:

Distributing at
meeting

Tabling

Workingwith
other leaders
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NeedsAssessments

Neighborhood ingdtitutions or organizations to target:

Institution/ )
Organization Contact Phone Location
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Member Skills, Resources and Contacts

List the skills, resources and contacts of your group’s members
and potential members:

Member name and Skills, resources,
information and contacts
i
R = 3
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Community Resources and Institutions

List the ingtitutions and resources that exist in your community.
They may become important partners in your work.

Institution Contact address Services or programs
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Lessons from Geese

Following are examples of how geese work together
successfully to travel great distances during migra-
tion. Human organizations may have a great ded
to learn from them in attempting to travel to their
own goals.

FacT 1. Aseach goose flaps its wings, it creates an “uplift” for
the birds that follow. By flying in “V” formation, the whole flock adds

71 percent greater flying range than if each bird flew aone,

» Lesson: People who share a common goal direction and sense of commu-
nity can get where they are going quicker and easier because they are trav-
eling on the trust of one another.

FAacT 2. When a goose falls out of formation it suddenly feels the drag and
resistance of flying aone. It quickly moves back into formation to take ad-

vantage of the lifting power of the bird immediately in front to it.
m Lesson: If we have as much sense as a goose, we stay in formation with

those headed where we want to go. We are willing to accept their help and
give our help to others.

FacT 3. When the lead goose tires, it rotates back into the formation and
another goose flies to the point position.

s Lesson: It pays to take turns doing the hard tasks and sharing leader-
ship. As with geese, people are dependent on each other’s skills, capabilities,
unique gifts, talents, and resources.

FacT 4: The geese flying in formation honk to encourage those in front to
keep up their speed.

m Lesson: We need to make sure our honking is encouraging. In groups
where there is encouragement the production is greater. The power of en-

couragement (to stand by one's heart or core values and encourage the heart
and core of others) is the quality of honking we seek.

FACT 6: When a goose gets sick or is shot, two geese drop out of formation and
follow it down to help or protect it. They stay with it until it dies or is able to fly
again. Then they start out with another formation or catch up with the flock.

B Lesson: If we are asloya as geese we will stand by each other in difficult
times as well as when we are strong.

Acknowledgement: Angeles Arrien, Ph.D.,, P.O. Box 2077, Sausalito, CA 94966
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Diagnosing Your Organization or
Coalition: Risk Factors for Participation

Why do some members come to every meeting of the codlition,
whereas some won't even come to one?

Why are some families so active while others won't even take the
time to fill out a survey?

There is no simple answer, But we do know that a lot of factors influ-
ence whether residents and families get involved in your coalition.
Some of these are a little harder for the coalition to tackle, such as
economic problems in the family and serious lack of time,

BUT..

MODULE 1 m

you can control one of the most important participation factors. YOUR
ORGANIZATION AND/OR YOUR COALITION. Many different
parts of an organization’s or coalition’s functioning can encourage or
discourage participation, Your group might be discouraging partici-
pation without your knowing it.

A leader must step back once in a while and look critically at how
the organization is working. Consider the following questions:

n Areadl of the organizationa “building blocks’ in place to make
it strong?

® Do things get done in away that encourage members and oth-
ers to be active and have “ownership” of the organization or
codlition?

Take this RISK FACTOR diagnosis to find out which parts of your
organization or coalition may discourage active participation, and
which parts are functioning smoothly. The results may surprise youl!

Note that al of the statements in this form are written in the posi-
tive. Nevertheless, it's more important that you be honest than that
your group sounds “perfect” NO ORGANIZATION OR COALITION
IS PERFECT!

Developing Community Capacity
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Diagnosing Your Organization >

Bate the following parts of your organization using the scale below:

( STRONG OR ALWAYS WEAK OR NEVER \‘
5 4 3 2 1 3

i )

1. The clarity of your coalition’s vision and goals

Your Aoalition’s vision takes into account what is
happening in the community.

B. The vision and goals are written down,

C. Resdents and ingtitutions are al aware of your
codlition’s vison and goals.

D. Your codlition periodicaly reevaluates and updates
its vison and goals.

Your [Eoalition’s activities are evaluated in relation
to its vison and goals.

2. The effectiveness of your coalition structure

A. Your codition has a regular meeting cycle that mem-
bers can count on.

Your Bcoalition has active committees.
C. All of your members have copies of the bylaws.

Your [Bxecutive board and committees communicate
regularly.

E. Your executive board meets on aregular basis with
good attendance.

< —
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( )

3. The effectiveness of outreach and communication
methods

Your Acoalition has a newsletter or another method
of communication that keeps the school community
regularly updated and informed about your
activities.

__B.You use asurvey or other method to collect infor-
mation about members’ interests, needs, and con-
cerns.

C. You aways publish survey results and use them to
guide your coalition’s projects.

D. The survey is conducted every year or so because
the community and residents change.

E. Your codition “goes to where members are” to do

outreach including where people live, shop, and
work.

4. The effectiveness of coalition meetings

A. Members feel free to speak at a meeting without
fear of being confronted for their views.

B. Your codition advertises its meetings with sufficient
notice by sending agendas and fliers out in advance.

C. You provide child care and trandation when needed.

D. You accomplish the meeting's agenda because meet-
ings start and end on time.

E. You hold meetings in central, accessible, and comfort-
able places and at convenient tunes for al members.

\s J
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8. Opportunities for member responsibility and growth

A. Your codition makes a conscious effort to develop
new leaders.

B. You offer training and support to new and experi-
enced leaders, either through your coalition or
through outside agencies.

C. Your “buddy system” matches less experienced
members with leaders to help the former learn jobs
and make contacts.

D. You give your committees serious work to do.

E. Leadership responsibilities are shared; for example,
you rotate the chairing of a meeting between
members.

6. The coalition’s effectiveness at planning, implementing,
and evaluating projects

A. At the beginning of each new year your coalition
develops a plan that includes goas and activities
to accomplish during the year.

B. These plans are based at least in part on informa-
tion collected from member surveys.

- C. After each activity or project, the leadership or the
committee evaluates how it went in order to learn
from the experience.

D. Your codlition aways organizes visible projects that
make a difference to members.

E. When you undertake projects, you develop action
plans that identify tasks, who will do them, and by
what target dates.

J
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7. Your coalition’s use of research and/or external
resources

A. Your codition works with other codlitions in the
community on common issues, and with city-wide
organizations that address critical community
concerns.

Your Roalition utilizes the resources and informa-

tion of other organizations that can help the com-
munity, such as training workshops on environmen-

tal organizing.

C. Your codlition keeps abreast ofissues affecting com-
munities across the city and state.

D. Outside speakers come to meetings to address top-
ics of interest to members.

E. When your codlition wants to work on an issue, lead-

ers know where to go to get necessary information
such as statistics, forms, and so forth.

8. Your coalition’s sense of community
A. Your codlition builds socia time into meetings so
that people can talk informally and build a sense of
community.
B. You plan social activities,
C. Everyone in your organization is treated equally

D. You recognize and reward al member contributions,
large or small.

You rBake dl resdents welcome in the codition re-
gardless of income, race, gender, or education level.

Developing Community Capacity
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(9. How well your coalition meets needs and provides benefits

A. You make resource lists and important contacts avail-
able to members on a regular basis.

B. You hold workshops with experts who can provide
specific services to members.

Your Codition helps members out with issues of in-
dividua need.

If a bmember survey indicates that personal issues
(such as child care or landlord-tenant problems) are
interfering with member involvement, your coalition
responds to those issues.

E. Your coalition holds meetings and workshops in
which residents can meet elected officials and city
service personnel to voice their opinions and learn
about resources and programs in the community.

10. Your coalition’s relationship with elected officials, in-
stitutional leaders, and other power players

Coditidn leaders know how to negotiate successfully
with elected officials and ingtitutional leaders about
member concerns.

Your Roalition has one or more regular representa-
tives who attend important community meetings.

Coaliton leaders and members understand the lines
of authority, decision-making power, responsibility,
and other aspects of the community power structure.

Your @odition meets with officials on a regular basis
about the issues that concern members.

Your Eodition participates in city-wide activities and
demonstrates focus on community iSsues.
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Diagnosis Score Sheet

Fill out this score sheet using the total numbers from each section of the
Organizational Diagnosis.

SECTION TOTAL SCORE:

1. Vison and gods

2. Codlition structure

3. Outreach/communication

4. Codition meetings

5. Member responsibility and growth

6. Projects

7. Research and externa resources

8. Senseof community

9. Needs and benefits

10. Relationship with power players

TOTAL SCORE:

For each section, follow the guidelines below:
If you scored between:

5-16 Checkup time! You may need an overhaul in this
area.

15-20  Watch out! It's time for a tune up to get every-
thing in good working order.

20-26  Congratulations! You're running smoothly and
al systems are go; keep up the good work.
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Ask yourself these questions:
e Do you need a complete “overhaul” of your meetings?

m Areyou looking for a “tune up” of your organization or coali-
tion structure?

¢ Are you running smoothly in terms of your vision and goals
but hoping for a few pointers?

The next section contains suggestions and strategies for improving al of
the areas outlined in the work sheet. Depending on what your score was
in each area, you may want to concentrate on specific parts of this section.

Diagnosing Your Organization or Coalition

1. The Clarity of Your Coalition’s Vision and Goals

A clear vision and sense of purpose makes your coalition “proactive” as
opposed to “reactive,” and that means stronger. Outsiders have more
respect for a coalition with vision and goals, and potential new members
will be more willing to join.

To get the word out on vision and goals:

m Hold regular orientation or “get to know the coalition” meet-
ings at the beginning of each month for new members. Be sure
to include an overview of your vision and goals.

m  Come up with an attractive flier that outlines your vision and
gods, and pass is out a al meetings, including those with power
players and others who are not members of the coalition.

m  Make a permanent box in the upper right-hand corner of your
newdletter that states your vison and goals. This way even
those who don't attend meetings will be aware of where the
organization is going and what you want to accomplish.

MODULE 1 m  Developing Community Capacity
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2. The Effectiveness of Your Coalition's Structure

A few key factors contribute to a good organizational structure. These
include regular productive meetings, active committees that let mem-
bers become involved in the issues they care about, good bylaws that
really represent the coalition, and clear communication among all its
parts.

To strengthen the structure of your coalition you can:

m Have aregular meeting cycle so that current members can an-
ticipate and plan for meetings and new members can easily
attend.

m Have written copies of the bylaws available at al meetings,
especialy the “orientation” meetings for new members. Explain
what they are when you pass them out — don't just leave it up

to members to figure out the bylaws for themselves. And re-
member to tell everyone that the bylaws change and are up-
dated as the organization changes!

m Elect or appoint committee chairs to facilitate communication
between the committees and the executive board. Y ou can also
try having each member of the executive board serve as liaison
to one committee. Have regular meetings between the commit-

tees and executive board, as wel; don't wait for a criss to sched-
ule one

s Have the executive board meet regularly and let the members
know when and where the meetings are. This way, members
feel they readlly can talk to the leadership.

3. Outreach and Communication Methods

Regular outreach and a reliable way to get input and ideas from mem-
bers and community residents are critica to good communication. Sur-
veys may be the best tool for finding out what parents want from your
coalition.

To communicate effectively you can:

m Start a newdetter; this is a great way to keep everyone in-
formed about your goals and activities, as well as the benefits
of joining the coadlition,
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m Do asurvey of members and other residents to find out what
everyone's key issues and needs are, and to create a “buzz”
among neighbors that the coalition cares about what residents
think.

# Publish survey results in your newsletter and, most important,
use what you learn from the survey to decide on projects and
direction for the coalition. It's not enough to collect the infor-
mation: you have to use it and let people know it.

4. The Effectiveness of Coalition Meetings

If good meetings mean good participation, then bad meetings mean waich
out! Always pay attention to the three areas of meeting management:
planning, holding, and running a meeting.

For good meeting management:

m Start and end on time, get the agenda out in advance and stick
to it, be sure interested members attend, and never hold a meet-
ing just to hold a meeting.

s Make meeting times and locations convenient: ask “when and
where” questions on your survey and provide volunteer escorts
if residents are afraid to come after dark,

m Provide child care at meetings and hire local teens or seniors
to provide it.

m Get trandators if needed and let people know in advance that
you do. You may find trandators on the staff of a loca commu-
nity organization, among your members, or as students or fac-
ulty at a nearby high school or college.

5. Opportunities for Member Responsibility and Growth

Residents participate in coalitions for many reasons including having a
voice in their community’s future and meeting their neighbors. One of

the most important benefits members look for, however, is an opportu-
nity to learn new skills and take on new persona challenges.

To give members opportunities you can:
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Create a ‘buddy system” in which newer potential leaders are
matched with more experienced members to work in teams for
ayear so that areal transfer of skills, knowledge, and contacts
can take place. Advertise this system in your newsletter and at
meetings -more new leaders will step forward when they know
that they will get support.

Look for inexpensive or free outside training workshops and
conferences, then send both your experienced and newer lead-
ers to them. Organizations such as your local community col-
lege provide training and workshops for community leaders in

organizing and leadership skills.

Delegate work wisely and well. If you do so you will develop
new leaders and new skills in your members. Remember: del-
egate only one task at a time and make sure the member is
capable of doing it; be available for questions and provide re-
sources and contacts; monitor progress and provide guidance
when needed; evaluate the finished job; and criticize privately

but praise publicly.

Give committees decision-making power and real work to do.
Don't give the boring work to everyone else while leaving im-
portant matters to your leaders. Let committees decide what
programs the codition will undertake and make it clear that
they can meet with local power players on their own.

Try sharing certain leadership responsibilities with everyone.

6. Effectiveness of Your Coalition’s Project Planning
and Execution

A codlition that plans effectively is respected by members and nonmem-
bers alike and has the power to accomplish its goals, Being proactive
means planning ahead — and that means projects are more likely to be
successful, one of the best guarantees of great participation next time.

To plan successfully you can:

Hold a specia meeting at the beginning of each year to develop
a plan for that year, including goals, activities, and desired
changes in the community. Make sure you use survey informa-
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tion to find out what residents want to see accomplished. Pub-
lish this in your newdletter and/or distribute it at meetings.

»  Make sure that some of your coalition’s projects are obvious
and make a symbolic difference to members — like getting a
traffic light put up a a busy intersection, or having a vacant
lot cleaned. Visible victories attract members. Make sure you
celebrate and advertise your accomplishments.

m  Take project ideas and strategies and break them down into

good action plans that identify specific tasks, who is respon-
sible for them, and target dates for their completion. Action
plans also clarify what jobs need doing and how they fit to-
gether. This gives people a chance to see your overall strategy
and to take on small roles to help bring it abouit.

e Regularly monitor al jobs. Hold group meetings every two
weeks or so to review progress, or call everyone weekly to check
in and answer questions.

m Routinely evaluate projects shortly after completion. Everyone
learns from mistakes and this will give you time to celebrate
your successes and praise work well done.

7. Your Coalition’s Use of Research
and External Resources

Knowing when you need outside information and assistance, and get-
ting it, can be critical for the success of your projects.

When considering outside assistance:

w Look for and work with other coalitions or organizations that
deal with related issues and have smilar goals. You can find
them by asking local elected officials and community-based or-
ganizations, or even by asking your neighbors. You may learn
a lot from working with other groups, and there is aways power
in numbers.

8. Your Coalition’s Sense of Community
One of the biggest benefits residents look for in joining a coalition is a

sense of community and belonging. This includes getting to know other
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residents with similar concerns and interests as well as fedling like an
appreciated and valuable member of the group.

Y ou can develop a sense of community in different ways:

Build socid time into your meetings - perhaps afterward, if
you serve refreshments — so that people can tak informally
and catch up on noncoalition business.

Plan events such as family picnics with plenty of activities for
the children and time to talk informally for the parents. You
may even want to develop a social committee to plan things on
a regular basis.

Show appreciation for work well done. Make a specia column
in the newdletter that recognizes the parent of the month, for
example. Host award dinners at the end of the year so mem-
bers are appreciated publicly. Give out certificates for even the
smallest job as away of saying “Thanks.”

Again, make sure that your coalition welcomes al residents
regardless of income, race, gender, or education level. Y ou can
show this by having specia events that celebrate different cul-
tural holidays such as Christmas, Channukah, and Kwanzaa;
by holding workshops on issues specific to women and men
such as single fatherhood or ways for older women to reenter
the work force; by making sure that all written materials are
read aloud at meetings in case there are members who cannot
read; and by personaly welcoming new members to meetings.

9. How Well Your Coalition Meets Needs and Provides
Benefits

People aso join and stay in a coalition because they get concrete ben-
efits. This could mean expert advice on anything from how to help chil-
dren with their homework to how tenants can force a landlord to provide
heat and hot water. Y our coalition’s ability to meet members needs and
provide them a range of benefits is critical for its survival and growth.

To do this, you can:

m Give your members copies of your lists of contacts with local

elected officials, city-service agencies, neighborhood institu-
tions, police, or other resources.
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» Invite speskers to address meetings on topics of interest to mem-
bers. Sponsor workshops with experts who can provide con-
crete services to members such as help with housing problems,
entitlement programs, and so forth.

B Recognize that members problems are coalition problems and
try to help. Help set up meetings between a parent and a school

principal concerning a child, or do anything else you can.

10. Your Coalition’s Relationship with Elected Officials,
Institutional Leaders, and Other Power Players

People may be attracted to your coalition if you have connections to the
people who call the shots in your community. If you show that you can
negotiate successfully with them, members will have even more incen-
tive to stay. Regular communication and contact with district power play-
ers and an understanding of how the system works can give your coali-
tion clout.

Consider doing these:

» Learn how to negotiate successfully with power players so you

can win on issues of concern to members. If no one in your
codition knows how to negotiate, send your leaders to a course

a alocal community college or union.

® Make sure you send a representative to important meetings on
aregular basis. When the same person attends consistently, he
or she develops relationships with other attendees and can
network more effectively.

s Find out how the power structure works so you know who to
target for what and who can influence whom. Some of the im-
portant questions are; What is the formal authority structure?
Who has decision-making power, and over what resources,
projects, budgets, and so forth? What is the power structure in
the community?
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4
5
6
7
8
9

3.

10.

In summary, then, these are the top ten strategies for strength-
ening your codition or organization:

1. Clarify your vison and goals.

. Create an effective structure.

Be sure you have substantia outreach and communication tools
and methods.

. Hold effective meetings.

. Create opportunities for member responsibility and growth.
. Plan, implement, and evaluating projects well.

. Use research and/or external resources when you need them.

. Foster a sense of community.
. Meet members' needs and provide benefits.

Forge a strong relationship with elected offkias, institutional
leaders, and other power players.

Key LEARNINGS
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¢ Understanding why grassroots leaders and residents will
become involved with your codlition is the first step to-
ward designing effective participation and outreach strat-
egies to engage them. These reasons include how your
codlition is structured, the potential for community own-
ership, and your coalition’s credibility.

4 You should identify and understand the different kinds of
community leadership that should be involved in coali-
tion planning. Formal, volunteer, and informal leaders al
provide different avenues for gaining three essential
things: constituency, access, and credibility

€ The grassroots community has both organized and devel-
oping sectors. Each provide benefits to a coalition when
they are included as a partner,

¢ Outreach strategies take many forms. Always assess the

human and materia resources of your coalition before de-
ciding on a strategy, and try to use as many as you can.
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Community and Action Planning

Purpose

In this section, participants will have the opportunity to learn how to
develop and implement a comprehensive community assessment that
will engage residents and provide information for deciding what pro-
grams to implement in response to community needs, You will learn how
to train others to run community assessment meetings and assist in fol-
low-up and dissemination of information. Y ou will aso be introduced to
strategic action planning in a step-by-step process, which should help
you implement your goals and objectives.

LearningObjectives
You will:

m develop and implement an assessment in your own commu-
nity and in communities you are targeting for organizing and
program activities;

m come up with an assessment that mobilizes and engages al
sectors of the community in planning and in coalition activities;

e ftran community members to run assessment meetings and help
disseminate information; and

® develop comprehensive strategic action plans for your
organization’s short-and long-term activities.

Overview

Community assessment and action planning are mobilizing processes in
which all of the key sectors of the community can play important plan-
ning roles. Doing assessments means setting up meetings and planning
sessons to be facilitated by community members. The assessment should
lead to community involvement in planning, and to well-designed action
plans you can implement successfully to address the issues and prob-
lems you’ ve targeted.
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What is a Community Assessment?

In Chapter 4 we discussed grassroots community ownership and involve-
ment as key components of an effective coalition effort, Again, owner-
ship comes from helping define issues and solutions and from being a
real, not token, part of coalition planning from beginning to end. In com-
munity assessment, all key sectors of the community can play these im-
portant planning roles. Through meetings, planning sessions, and infor-
mation sharing, your coalition can:

m develop community ownership of issues and solutions;
m gan information about needs and resources in a community;
m identify opportunities and barriers, and

m begin to mobilize the key sectors of the community to take ac-
tion accordingly

How Does a Community Assessment Work?

Y ou should do an effective community assessment with all of the stake-
holders in your community. In fact, you can do thisin several communi-
ties, either simultaneoudly or sequentially. Fundamentally, the assess-
ment is a week of meetings and planning sessions facilitated by commu-
nity members and targeted to each sector of the community The assess-
ment ends with follow-up and feedback to the community as well as clear
invitations for the community to become involved in your codition’s
planning.

Community assessment consists of six components, all administered by
a core planning group of leaders or their delegates, who represent the
sectors your assessment will target, This group decides on the
assessment’ s objectives, on which sectors to target, on outreach strate-
gies, and on meeting schedules, It is responsible for implementing the
assessment (including facilitating meetings) and collecting the data and
information produced.

The six components of the community assessment are:

m community meetings,
m focus groups,
m a briefing book;
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m Citizen surveys,
m aresource inventory; and
B codlition expanson.

Each component of the assessment creates greater grassroots involve-
ment in your coalition through information sharing, collaborative plan-
ning, outreach, and feedback to the community,

Along with increased community ownership, and the expansion of your
codlition to include real community participation, the process yields sig
nificant concrete results:

» the briefing book, containing important archival data on tar-
get communities,
m recommendations for activities, strategies, and programs, and

m transfer of training and other skills to community leaders and
members.

Stages of a Community Assessment

There are a number of stages to the process that you'll need to know
about and plan for.

Organizing the core planning group

Your first step is to assemble your core planning group, because it will be
responsible for implementing the process. This step was described in
detail in Chapter 3. The group should reflect al parts of the community
you want to target. Members can be leaders you know or representatives
from the community that those leaders have recommended. The impor-
tant thing is that each member be able to commit a good portion of his or
her time during the week or two the assessment process requires. The
core planning group, then, will be responsible for:

Deciding on objectives and on community sectors to target

The community assessment targets organizations and their leaders within
each sector and invites them to host a community meeting or focus group,
which will be facilitated by one of the community planning group mem-
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bers. Because your planning group members represent many of these
sectors, it is their task to identify which ingtitutions to include as well as
any that may be missing. For example, the ministers from the loca in-
terfaith council may host a meeting at a church.

Scheduling meetings and issuing invitations

You may ask community leaders and organizations to host community
planning meetings via persona contact with the planning group mem-
ber or through letters and phone calls, The planning group members will
also decide on meeting sites, who to invite, and the type of meeting to
organize.

Facilitating and assisting at community meetings
Each meeting should follow an identical format and agenda. This will be
discussed in greater detail later in the chapter.

Collecting meeting data

Community meetings are intended to involve and gain advice from par-
ticipants. Planning group members should assemble and catalog this
information for inclusion in reports that will be presented to the commu-
nity for feedback.

Implementing a Community Assessment

Once planning group and codition have completed the initial prepara
tion, you are ready to implement your community assessment. Each step
in this detailled process is designed to maximize community participa
tion and ownership.

Community assessment meetings

You need to answer a few questions in order to plan and conduct effective
meetings.

How many meetings should we plan?

You should hold a least one meeting for each targeted sector of the com-
munity. The number of participants will vary depending on the response
your invitations to leaders and organizations receive.
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Schedule as many meetings as possible to fit into to a five-day period,
allowing for logistics, such as travel to different locations within a com-
munity or to separate communities. The last meeting of the day should
end by 4:00 P.M. so that time remains to process the day’s information
and plan for the next day. On Fridays, activities should end around noon.

Schedule one or two evening meetings to interview community leaders
and resdents who are unable to take off from work to attend day sessions.

How are the meetings run?

All community meetings are conducted by a planning group facilitator,
who is a member of that community sector or institution, Another mem-
ber of the planning group should record participants comments on news
print in the front of the room.

The meeting should be carefully planned to collect information from the
participants. The discussion is guided by the following agenda
1. Introductions
2. Review of agenda and ground rules
Problems and issues
History
Strengths and resources
Barriers and challenges
Advice
8. Concerns and other topics

N o g b~ w

A more detailed explanation of each agenda item and its importance is
included at the end of this chapter.

Who can we ask to be involved?

Identification and recruitment of participants is very important. People
will attend the community meetings and get involved in the assessment
process for many reasons. Among these may be that:

s the community and its issues are important to them;

m they believe they have something to contribute;

m they expect that something positive will come from their ef-
forts, and
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It is often easier
torecruit friends
and acquaintan-
ces, but some-
times # is more
beneficial {p

invite sfran gers
to participate.

n they have a vision of a better community and values that sup-
port that vision.

Participants at the community meetings should have knowledge and
interest or concern; something in common,; diverse qualities and charac-
teristics (age, race, gender, interest, skills, .or a mix or roles and respon-
sihilities within an organization); and a willingness to be involved in the
process.

How does the planning group recruit participants?

Planning group members should target individuals in existing commu-
nity organizations. This includes neighborhood associations, church com-
mittees, day-care centers, and churches.

Try to recruit as many people as possible. Persona invitations usualy
work better than a letter. Explain why you want them to be involved, the
purpose of the meeting, and the date and place.

Remember, if you are targeting a school, make sure you hold several
meetings; one each for parents, teachers and staff, and students. For
churches and other places of worship, ask members you know to recruit
from within the ingtitution.

It is often easier to recruit friends and acquaintances, but sometimes it
Is more beneficial to invite strangers to participate. Think of ways you
can get as many people as possible involved. Keep a list of names, ad-
dresses, and phone numbers as you build your participant “inventory.”

What materials are needed for the meeting?
Each meeting will need the following materias:

e name tags,

sign-in sheets for participants (name, address, and phone
number);

e easds (two if possible);

= a newsprint pad;

e masking tape;

m markers (a few colors); and
= the agenda
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You may want to tape record or videotape your meetings, but aways ask
the group for approva. If someone says no, you shouldn’'t continue. This
breaks trust and may disinvest other participants.

What is the facilitator’s role?

A facilitator is a resource person and leader, not someone with al the
answers. He or she will be responsible for moving the process along and
helping the group accomplish its objectives, and aso for creating a cli-
mate in which people feel safe participating.

Facilitators should be nonjudgmental and supportive. They provide es-
sential information but never opinions. A facilitator’s role includes giv-
ing clear instructions and guidance about activities, and monitoring the
meeting to keep it on time while alowing for extra discussion when
needed.

One of the biggest jobs for a facilitator is to see that participants stick to
the meeting's ground rules. These help keep the group in order and make
participants feel comfortable when discussing their ideas. Post the rules
in the front of the room. If people do not keep to them, politely mention
that the guidelines are to be followed and keep the meeting on track.
Always get the group’s agreement on the ground rules before moving to
the meeting’s agenda.

What are other roles for planning group
members at the meeting?
While one member is facilitating and another recording, other members

can participate by taking on one of the following roles:
s welcoming people as they arrive;

introducing people to each other;

serving refreshments,

keeping track of people signing in;

handling last-minute logistics, or

helping with transportation if people need assistance getting
to and from the meeting.

How do we collect information on the newsprint?

During the meeting, be sure that the recorder uses clear printing and
the words of the participants. The recorder or facilitator can condense or
summarize what the person has said but should be sure to check for
accuracy by asking, “Is that what you meant?’
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When the meeting is over, go over the newsprint to check for abbrevia-
tions and fill in or add information that will help explain each item in
detail. Remember, many of the people who will work with this informa-
tion will not have attended the meeting.

You should also label the newsprint with the name of the facilitator and
recorder in case there are questions later. Be as clear as you can.

For further information on facilitation refer to the Facilitators/Trainers
guide.

Tasks for the Coalition

While the community planning group is working on its activities, your
codition will have some critical tasks of its own. Among these are the
following:

1. Sdecting a facilitator and training community planning team
members. The coalition should pick a facilitator, who coordinates
the community assessment process, This person will also be re-
sponsible for training the planning group members in how to fa
cilitate the community meetings, and for preparing them for any
other tasks for which they are responsible.

2. Developing the briefing book. Collect additional data on the com-
munities you are targeting in your assessment and compile it in
the briefing book. Later you can give this book to community mem-
bers and use it to support whatever recommendations emerge from
your community meetings. Data can include crime statistics, health
and disease information, demographics, and other relevant infor-
mation that forms a picture of the community,

3. Creating a kickoff event. Your coalition must garner recognition
in your target communities and create a feeling of excitement and
expectation, The kickoff event can be a ceremony with the gover-
nor or other important elected officials, a symbolic ribbon cutting
a the first community meeting site, or anything else that you feel
will generate publicity.

Be sure to generate press coverage. You want as many people as
possible to know the community assessment is beginning and that
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you have begun this intensive effort to fully involve the commu-
nity in your coalition.

4. Compiling the reports, executive summaries, and recommenda-
tions. Although the planning group members will deliver the data
from the meetings, it is up to your coalition members — in con-
junction with the planning group — to compile this information
into three documents that will be accessible to and delivered back
to the communities. The reports are a compilation of all of the
meeting summaries and briefing book information from that par-
ticular community. Executive summaries are the meeting sum-
maries and the recommendations of the coalition for action based
on the information gathered, Executive summaries should aso
include any specific briefing book information that supports these
recommendations.

5. Organizing feedback to the community. When the reports, sum-
maries, and recommendations have been compiled you need to
return them to the community for feedback and adjustments. Y ou
can do this either through mailing the executive summaries, con-
vening a specia series of feedback meetings, or a combination of
both approaches.

6. Recruiting new coalition members and expanding the codlition.
During the community assessment process, members of the com-
munity planning group and many of the meeting participants will
prove to be important new recruits for the codition, Develop dtrat-
egies to enlist them in the codlition ether through task forces and
committees or by asking them to sit on the coalition’s board of
directors or main planning body.

To summarize, the seven stages of community
assessment are:

1. The assessment facilitator trains the members of the community
planning team,

2. Hold community meetings throughout the area during a one-week
period.

3. Bring feedback from the meetings back to the coalition and the
community planning group for anayss.
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4. The planning group and the coalition develop recommendations
to address each priority.

5. Give feedback to the community at large.

6. Formalize relationships and explore collaborations with commu-
nity groups.

7. Bring plans and recommendations to an action-planning session,
where they are evaluated and possibly implemented. More details
on action planning are available in the latter part of this chapter.

Collecting the information and feedback

It's important that you collect the information and get it to the commu-
nity members with whom you’ ve been working.

Meeting summaries and recommendations

When all of the meetings are finished and the newsprint sheets have
been collected, it is time to create summaries of each meeting. Again, you
should include these summaries in the feedback reports distributed to
the meeting participants.

Designate a group of your coalition members to work with the commu-
nity planning group on this; don't let the work fal solely on the shoul-
ders of your community partners. The participant responses to the “ad-
vice” portion of the agenda may include some concrete recommendations
for strategies or programs. These should be summarized under the head-
ing, “Recommendations.”

Participant feedback

The reports containing the meeting summaries, briefing-book informa-
tion, and recommendations must now be shared with participants for
feedback and adjustment. This step is critical for closing the circle of
community ownership and investment. Mail the reports to participants
as quickly as possible after the week of meetings has ended. Y ou can ask
for written feedback or convene a series of special meetings to get verbal
reactions.

If you have the time and resources, holding one more round of meetings
may be the best option. Participants can respond to the assessment pro-
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cess and to the contents of the reports. For their part, coalition members
can meet additional community residents who are potentia recruits.

Of course, people may be tired of meetings by this point, so ask your
planning group what it considers the most appropriate way to collect
feedback.

Tying it all together: action planning

The community assessment process has yielded a wealth of information
for your codlition’s strategy and program development. In addition, you
have most likely created an enormous amount of community investment
and recruited a number of new community leaders and members for your
codition’s committees, task forces, and other planning bodies,

Now you move to the next and perhaps most exciting phase of your
codition’s work: creating action plans for your final program. The sec-
tion that follows will guide you through the steps of action planning.

Leader’s Guide

Following is a leader’s guide to implementing community assessment
meetings. It should be used by members of the core planning team and
other leaders they recruit to facilitate the meetings. The next page is a
checklist of tasks for the coalition members to use when implementing
an assessment.

MODULE 1 w Developing Community Capacity 165




CHAPTER 5 m  Community Assessment

Checklist For Community Mobilization Week

Task Who By When

. Decide on the team

2. Scheduling/Invitations
a. Decide on sites, who to
invite, and types of meeting

b. Develop list of invitees

c. ldentify local hosts

d. Develop letter

e. Send letters

f. Make follow-up phone calls

3. Briefing book for core
planning group

4. Household survey (if used)
a. Develop questionnaire

b. Develop sampling plan
c. Implement
d. Analyze and report

Exercise 1

=

5. Executive summaries
a Typing and duplication
b. Mailing

c. Receiving and compiling
feedback

6. Reception and opening event

7. Publicity
a. Newspaper, newdletters

b. TV
c. Radio

8. Report
a. Coordinating and editing

b. Writing of outline

¢. Writing of sections

d. Review

e. Publishing and distributing

9. Planning next steps
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What is My Rob as Leader/Facilitator?

The leader/facilitator conducts the meeting, in which partici-
pants respond to planned questions. The meeting should last
about an hour and a half.

The leader:

The leader displays the agenda and ground rules in the front of
the room so all participants can see them. (You may use the
pages included here.) See that people observe the rules and feel
comfortable discussing ideas. Encourage everyone to contrib-
ute. If some people seem quiet, ask for their input, but do not

push.

Role of the Leader/Facilitator

Recruits 10-15 attendees

Leads discussion

Encourages everyone to contribute their views
Asks the questions on the agenda

Makes sure everyone observes the agenda and
ground rules

Gives clear instructions

Remains nonjudgmental
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Suggested Ground Rules for Meetings

m  Contribute ideas and participation
»  Stay on track and follow the agenda
s Listen and respect others

m Disagree politely without put-downs
®m Try to reach consensus

s Begin and end on time
Feel free to add your own ideas to this list.

Bin Topics. Sometimes participants will want to discuss issues
that are important to them, even if they do not fit your agenda.

Write such topics on a separate sheet titled“Concerns and Other
Topics.” It isimportant to collect these and discuss them later if

appropriate.

How the Recorder Helps Run the
Community Assessment Meeting

The recorder:

m  Keeps the official record of the meeting

a Writes down participants main comments on a
large sheet of paper

m  Collects the sign-up sheet of who attended the
meeting

m  Records the answers to agenda questions

m  Keepsthe list of the top three priorities and of the
two leaders selected by the group
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Discussion Guide for Leaders of the >
Community Assessment Meeting I
This guide may help facilitate discussion in your meeting. It

offers some questions to help you collect input from the partici-
pants and follow the agenda.

l. Introductions (5-10 minutes)

A. Welcome participants and introduce yourself

B. Introduce individuas and groups who are involved:
1. Partnership for families and neighborhoods
2. Church, school, or other organizations

C. Explain the meeting's purpose
1. To conduct a community assessment
2. To identify issues and needs
3. To identify resources and obstacles
4. To mobilize the community

D. Ask participants to introduce themselves (name, why
they are interested, where they live, or other things
that will help participants get to know each other)

IX. Agenda and Ground Rules (6 minutes)

A. Explain ground rules and display them plainly Include
your plans for attendees to:

Contribute ideas and participate
Stay on track with the agenda
Listen and respect others

Disagree politely without put-downs

Begin and end on time

o o M W DN

Explain bin topics (items not on agenda that will
be listed on newsprint for later discussion)
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I1l.  Problems and Issues (15 minutes)

A. Explain the types of issues you are seeking. Give some
examples

B. Ask the group:
1. What issues do you face in this neighborhood?
2. Can you give examples?
3. Who's affected? Where does it happen? When?
4. Do others experience this?
5. Are there any other important issues?

C. Ligten to each individua; summarize and restate so
each item is clear

D. Ask the recorder to list the issues on newsprint
E. Prioritize the list:
1. Combine duplicate issues with group’s input

2. For each item, ask people to vote on its importance
to the neighborhood

3. Record votes next to each issue (recorder can help
with counting)

4. Select the top three priority issues

IV. History of Solving these Problems (15 minutes)
A. Ask the group:

1. When has this community come together to solve
these types of problems?

2. Which groups or coditions are working to address
these issues now?

B. Ask the recorder to list all responses on newsprint

C. Review the list. Ask if there are any others issues to
add. (If there are efforts by single organizations, list
them in the next section, “ Strengths and Resources’

9

kS
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VI.

VII.

Strengths and Resources (16 minutes)

A. Discuss the strengths and resources available to help
families and neighborhoods solve their shared prob-
lems

B. Ask the recorder to list them on newsprint
C. Ask the group:

1. What strengths and resources can be used to sup-
port a better neighborhood?

2. What are some of the strengths of our community
or neighborhood?

3. What resources exist here that can we can use to
solve these issues?

Barriers and Obstacles (15 minutes)

A. Discuss what barriers keep the neighborhood or com-
munity from solving issues and meeting its needs

B. Ask the group:
1. What barriers keep us from solving issues?

2. Are there any changes expected that could create
an obstacle?

C. Have the recorder keep a list and then discuss it as a
group.

Select Two Leaders

A. Vote to choose two leaders to represent the group to
the steering committee.

4

MODULE 1 m Developing Community Capacity

2

171




CHAPTER 5 m Community Assessment

Community Assessment Meeting Sign-up Sheet

Date of meeting:

Location:

Name and Address:

10.
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Developing Action Plans For Your
Community Coalition

You have distilled resident input and created a vision for your commu-
nity, complete with goas and objectives for your codition. You have done
your outreach, and all of the key sectors of the community are now rep-
resented at the table.

It istime to plan your strategies and develop your action plans. The most
exciting and rewarding moments of your coalition’s work come now, as
your ideas are transformed into strategies, programs, and activities, and
put into a comprehensive action plan,

What is an action plan?

An action plan has two steps. First, it provides a framework for your
coalition to focus on the issues it wants to address and devel op strategies
and programs to tackle them. Second, action plans record these activi-
ties dong with specific steps for implementation. These include:

» all tasks necessary for implementing the strategy, activity, or
program;,

» specific individuals or groups responsible for each task; and

» Clear time frames for the task’s completion,

The best action plans are done collaboratively, when representatives of
all of the magjor coalition players are on hand to work together. If every-
one can't be in the same room, make sure there are ample opportunities
for key actors to review the plan and agree to its contents. An action plan
with no agreement can end up being an “inaction” plan!

Why are action plans important?

Nothing saps a coaition’s momentum faster than a lot of talk with no
action. Coming up with ideas is one thing, but developing and imple-
menting concrete strategies is quite another.

When an action plan is in place, both coalition members and the wider
community have a mechanism to hold each other accountable for com-
mitments and to monitor the progress of program implementation.

Themost
exciting and
rewarding
moments of
yourcoalition's
work come now,
asyourideas
are transformed
into strategies,
programs, and
activities,and
putinto a
comprehensive
actionplan.
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Most important, action plans provide a framework to get things done in
a timely way and alow for coalition planners to examine the real nuts
and bolts of implementation, ensuring greater success for programs.

Defining your planning issues

Moving from broad goals and objectives to concrete strategies and pro-
grams is a difficult but essentia step in redlizing your ideas. Coalitions
can spend too much time getting the big picture of change when they
should pay attention to the specifics of how that change will come about.
Before you develop your dtrategies, however, break larger problems down
into specific issues.

Problems vs. issues

What are problems?

We spend a lot of time in our planning sessions talking about problems:
drug abuse, teen pregnancy, lack of citizen power. But despite overwhelm-
ing agreement that we need to tackle these problems, we often have a
hard time getting a firm grasp on how to go about it.

That's because such problems often seem too large to address. Talking
about problems without breaking them down into approachable parts
creates a feeling of defeat before you even begin, Can your coalition re-

“Working together, | feel certain we can
accomplish somethingblg.”
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aly end drug abuse? Maybe it can, but only if you begin to break the
problem down into the issues that your codition redly wants to confront.

What are issues?

I ssues are the aspects of the bigger problem that members really want to
address. They lend themselves to concrete strategies, programs, and ac-
tivities because they are specific. When issues are discussed, they in-
clude clear information such as:

® who (populations);

m what (actions, nonactions);

m conditions (locations, amounts); and

s why (impact on individuals and others in the community).

Let’stry to break drug abuse down into issues. |ssues that your coalition
may want to address could include these:

» high-school students at high risk for dropping out, who may be
using cocaine or other drugs during and after school;

s drug sdlling by an organized group of dealers in certain vacant
lots or abandoned buildings; and/or

m  expectant mothers in the community using alcohol and tobacco
during their pregnancies.

I ssues vs. problems

Each of these issues clearly lend themselves to different strategies and
approaches. The first example may suggest a more school-based approach;
the second, law enforcement and youth development; and the third, an
effort at better education and outreach. But al of them fall under the
heading of drug abuse. By breaking the problem down we have:

s  made the problem less overwhelming and more concrete;

s begun to suggest who needs to be involved in tackling the is-
sue; and

m created explicit and measurable issues for the coalition to
address.

By taking this step before you begin action planning, you'll avoid lengthy
abstract discussions and be ready to get to your real task: creating pro-
grams and strategies that will work. Exercise 2 at the end of the chapter
helps you take problems and break them down into workable issues.

Talkingabout
problems
withoutbreaking
them down into
approachable
parts createsa
feeling of defeal
beforeyoueven
begin.
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Problems and Issues

Exercise 2 PROBLEM:

WHO (population where the problem exists and/or
that you want to target). Be as specific as possible:

CONDITIONS (locations where the activities are
occurring, amounts, €tc.):

WHYS (impact of activities on the target population,
on others and the community):
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Creating strategies and programs

Now that you have defined the issues around which to focus your plan,
you are ready to begin creating the strategies and programs to address
them. Unlike “visioning,” in which everyone gets to share their ultimate
dreams, a good planning process stays grounded in hard, cold redlity.

There are six key questions you need to examine to plan effectively. Each
reveals more and more important information for your planning process
and moves you closer to having al of the elements you need to create
substantial, effective strategies.

Y ou should go through the process outlined below for each issue you are
addressing. The best way is to divide your coalition planning group into
teams; each team takes on an issue and completes the planning process.
The more interested in and informed about the issue team members are,
the better the planning process will be.

QUESTION 1: What are the causes?

Begin by examining possible underlying causes of the issue. Remember
to stay grounded and specific in your thinking. Some members may be-
lieve that poverty and racism are the real causes of many of the issues
you are addressing, but don’'t stop there. As with problems, you need to
break down these “banner headlines” into specifics.

If we return to the substance-abuse example, we might break it out as
follows:

Issue: Drug selling

CAUSES:
» bad security in the buildings and lots where dealing is taking
place;
s unemployment and a lack of other viable economic options for
young people;
m poor response time by police;

» neighborhood residents who have historically tolerated street
crime or moved away; and

B alack of services for drug treatment.

Rememberip

stay grounded
and specificin
your thinkin .
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By identitying all Issue: Expectant mothers using alcohol and tobacco

possible actors

CAUSES:

you beginto » lack of information about the effects of acohol and tobacco use

address an during pregnancy;
importantissue m lack of affordable prenatal care in the community;

for your plan- » loca bars as the only places for people to gather socidly in the
] . community.

Ring Process. » |dentifying possible causes is essential for good planning. No
community strategy or program is worthwhile if it does not address the
ownership. causes of the problem it is meant to confront.

QUESTION 2: Who are the actors?

An actor is someone in the community who can play arole in solving the
problem. He or she does not have to be aformal leader. If your planning
team is as diverse as it should be, someone may have valuable ideas
about key actors to contact. Y ou want to involve as many essential indi-

viduals and institutions as you can.

By identifying al possible actors you begin to address an important is-
sue for your planning process. community ownership. Each actor may
eventually need to be brought in to your plan to make it work. Y ou will
want to include ideas for this in your final action plan.

Actors
With our substance-abuse issues, some key actors would be:
m the young people sdlling drugs;
» owners of abandoned buildings that are the site of drug sales;
= neighborhood residents;
» the health department’s vacant lot cleaning task force;
m the loca police captain;
» |ocal businesses and banks; and

m community-based organizations that can offer drug-treatment
programs.

Regarding the pregnant women using alcohol and tobacco, the key ac-
tors might be:
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= the women themselves,

m their mothers or grandmothers;

bar owners;

local hospitals and clinics, and

a parenting program that teaches child development.

Don't forget to include your coalition’s staffers, if you have them, as ac-
tors who need to be invested in the plan in order for it to be a success.

QUESTION 3: What roles should the actors play?

The individuals and institutions you have listed could play a number of
different roles to help. Be as creative as you can while till being redligtic.

Ideal roles for dealing with drug selling

AcTor 1. Owners of abandoned buildings used for drug sales
IpEAL RoOLES:

® secure and board up buildings to prevent access,
m develop Site or turn it over to community groups, or
n Start a crime-watch program.

AcTor 2. Neighborhood residents
IpEAL RoOLES:

B organize a block association to organize for better street lights
and law enforcement; and

m set up information network with local police.

Ideal roles for pregnant women using alcohol and tobacco

Acror 1. Pregnant women
IDEAL ROLES:

» stop using acohol and tobacco;
B Qet better prenatal care.
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Actor 2. Loca hospitals and clinics
IDEAL ROLES:

B make prenatal information and care available and affordable
to all women in the community,

Identifying ideal roles for your actors provides an opportunity to think
deeply about what the actor is capable of doing and to be creative about
possible new roles and actions. These roles may become key elements of
your final strategies.

Remember, don’'t be exhaustive — every role does not have to be listed.
One or two key roles will probably suffice. Too many entries will start to
feel overwhelming, so stick to what's important.

QUESTION 4 What are the barriers?

Every good planning process tries to account for the barriers that may
eventually impede implementation. Focus on what may stop your actors
from fulfilling their roles. By anticipating the walls you have to scale
early in the planning process, you ensure two essential things. First, you
prevent the walls from stopping your plan’s momentum. Nothing strains
commitment from members faster than having to stop and reevaluate a
plan in midstream due to unforeseen obstacles. Second, this step gives
you an opportunity to build “barrier breakers’ into your programs. These
may include additional resources, training, or staff members.

QUESTION 5: What are the strategies and programs?

Now you are ready to create your strategies and programs. They should
consider not only the best way to address the issues but the realities of
your actors in terms of their roles and barriers.

This is where you need to bring in al of your members knowledge, “street
smarts,” and best creative thinking. Look carefully at your communities
and populations, and focus on what you know to be effective.

Let's visit our “action plan in progress’ while incorporating the strate-
gies and programs.
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Issue or problem: Drug dealing

ACTORS: People or institutions who can help solve the problem
® Owners of abandoned buildings

m Neighborhood residents
m  Crime-watch program

IDEAL ROLES: One or two activities each actor could
undertake to help solve the problem

®m  Secure buildings to prevent access

m Develop site (turn over to community group)
Organize resident/block association

Set up information network with police

BARRIERS: What might prevent these activities from succeeding
» Absentee owner not interested or can’t be found
e Owner receiving money from drug deders
m Developing site too costly
B Resident fear and apathy

STRATEGIES, PROGRAMS, AND ACTIVITIES: Creative, collaborative
ways to address problems and overcome barriers

® Research department of buildings to identify owner’s name —
send letter and petition signed by al neighborhood residents

m ldentify loca community organizations that could develop the
Site as a youth center or other community program

m Target funds for a local organizer to work with residents or
with existing neighborhood organizations

» Develop funding for a preventive or treatment program
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Issue or problem: Pregnant women who
use alcohol and tobacco

ActaRs:  People or institutions who can help solve the problem
® Pregnant women themselves
m Locad hospita and clinics

IDpEAL ROLES: One or two activities each actor could undertake to
help solve the problem

B Stop using alcohol and tobacco
m Get better prenatal care
» Make prenatal care and information available and affordable

BARRIERS: What might prevent these activities from succeeding
m Addiction
m Lack of education

»  Care not available or affordable, and/or stigma of being preg-
nant and going to Alcoholics Anonymous (AA)

s Financia constraints (insurance, cost of care)
®m Insensitive staff unaware of needs in community

STRATEGIES, PROGRAMS, AND ACTIVITIES: Creative, collaborative
ways to address problems and overcome barriers

m Work with local providers to develop AA and other self-help
groups for pregnant women

s Work with other hospitals and state agencies to identify addi-
tional funding sources

QUES'I'ION 6: What resources do we have or do we need?

Both human and material resources play a key role in planning. “Re-
sources” may mean staff, training, facilities, community involvement,
information, or money.

By identifying both the resources you have and those you need, you are
doing two important pieces of work. First, you are identifying some what
must be built into your action plan in terms of obtaining the resources
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you don't have. Second, and more important, you are beginning to priori-
tize your strategies as either short term or long term. Although resources
should not be the only basis for this decision, they are certainly one of
the most important,

Checking back to causes

You don’'t want to continue to the next phase of the planning process
without this important step. Here, you may find you need to adjust or
rethink your strategies as you check them against the issues’ underlying
causes.

It's important to ask whether the strategies and programs you have de-
signed address these causes. The answer may not be 100 percent Yes.
The important point now is that the members of your team are satisfied
with the results so far.

Concluding this phase of planning

Now is the time to check back with each other, If you have been working
in separate teams you should come together and compare your work.
Look for duplications of strategies and programs, and make sure al coa
lition members agree before moving on.

It may take some time to review al of your work; that’s fine. If anyone
feels his or her input and/or issues have not been considered, or is op-
posed to a suggested program, now is the time to negotiate.

Action planning with your coalition

The planning process is now only half finished. It is time to take your
program ideas and put them into an action plan for implementation.
This may require splitting up into teams again, or it may be done by the
codition members as a whole.

Your final action plan will:
s list each strategy and/or program;

n detail the tasks necessary to implement these strategies,

n assign responsibility for each task to an individua or organi-
zation; and
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Do not assign a
fask unless the

responsibility

acceptedin
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hasbeen

advance.

m  establish the time frame in which each task is to be
accomplished.

Identifying tasks

‘Each strategy, program, or activity must be broken down into concrete

tasks to ensure the most effective implementation. Tasks are usualy
divided into three categories:

Outreach
Outreach tasks may include reaching out to key actors who have been
identified but may not have been involved with the codlition to date,

organizing public meetings or other events, and media outreach.

Resource gathering

Resource-gathering tasks may include researching funding sources, |ook-
ing for physica facilities, hiring additiona staff, or finding the people
needed for a door-to-door survey.

Program

Program tasks include training, program implementation, evaluation,
and staff development. Each task should be listed on your action plan
under the heading of a strategy or program.

Assigning  responsibility

Designate an individual or organization to carry out each task. Do not
assign a task unless the responsibility has been accepted in advance.
This can create a host of negative feelings and significant disinvestment,
If you are thinking, “It won't be a problem, I'll just tell her at the next
meeting,” you may want to check first anyway. Y ou can save yourself a
lot of heartache.

Establishing time frames

Y ou must assign each task a time frame or date for completion. Exercise
4 on page 181 provides an action-plan outline. Remember to be redlitic.
If you are anxious to initiate a program, it won’t be finished any sooner
If you set unredistic dates for initiation or completion. Y ou will probably
have disappointed people who were given unrealistic expectations, how-
ever. Avoid this if you can.
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Allow the time necessary for each task to be done well, It will make the
program stronger and create more faith in the coalition.

Sample Agenda for an Action-Planning
Meeting

Instructions: You'll probably get the best results for action planning
from a meeting in which the facilitator guides the group through the
prescribed steps.

A few tips.
m Build breaks of 10-20 minutes into the agenda.

n  Establish clear time frames for the whole meeting and for each
item on the agenda.

»  Don't limit discussion too much. People need to fedl that their
ideas and insights have been included and heard.

Action-planning meeting agenda
1. Welcome and introductions
2. Overview of the action planning framework
3. ldentification of problems and issues
4. Action-planning teams. Developing strategies and programs
S.

Team reports. What has been developed and adjustments when
needed

6. Establishing the fina action plan: Tasks, assignments, and time
frames

7. Getting agreement on the plan
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Exercise 4

I/'We need

By when

Action Plan

By whom

Actions to be taken (tasks)

Strategy
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Kev LEARNINGS

Community assessments

2

¢

Community assessment is a mobilizing process of meet-
ings, planning, and information sharing by which your
codition can develop community ownership, gain infor-
mation about needs and resources, identify opportunities
and barriers, and begin to mobilize key sectors of the com-
munity to take action,

A core planning group of community leaders administers
the community assessment process, including making de-
cisions about what sectors of the community to target, fa-
cilitating action-planning meetings, and collecting data
to deliver back to the community.

Community meetings are the heart of the assessment, and
should be attended by representatives from all sectors.
The agenda gives participants an opportunity to discuss
problems and issues, history, strengths and resources, and
barriers, as well as to give the coalition advice about fu-
ture directions.

The community assessments process yields a wedth of
information for your coalition to use in its strategies and
planning; it also creates community investment and re-
cruits new community leaders to be members of your
codition’s committees, task forces, and planning bodies.

Strategic action planning

¢

Action plans should provide a framework for the coalition

to focus on the issues it wants to address, and a guide for
implementation.

Break problems down into specific issues. These are the
pieces of the bigger problem that lend themselves to con-
crete strategies, programs, and activities.
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¢ When developing strategies and programs, you must an-
swer six key questions: What are the issue's causes? Who
are the actors? What roles should they play? What are the
barriers? What are the programs and strategies? What
resources are available or needed?

4 Thefind phase of the action plan includes specific tasks,
responsibility for each, and established time frames for
Initiation and completion. There are three categories of
tasks: outreach, resource gathering, and program tasks.
This last step creates an accountability system within the
coalition, and between the coalition and the community,

aswell as a framework to get things done in atimely, ef-
ficient, and effective way.
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at does it take to sustain the health and well-being of our com-

munities? How can our initiatives and coalitions maximize

long-term benefit? How will our efforts improve the quality of life more
than the strategies of the past did?

The way your community responds to these questions throughout its
collaborative process will profoundly affect how well it leverages its re-
sources and how great a return it can expect on investment in them over
the years. Ensuring that your efforts last may be the most important
step in the process described in this manual,

There is precious little research on the long-term sustainability of com-
munity-based codlitions. Most of the documentation that does exist is
anecdotal and drawn from the results of single initiatives. Nonetheless,
we can draw from the current experience of communities across the na-
tion and around the world and learn the lessons of their collaborative
efforts. Many of these were mentioned in this module; many more may
be in your neighboring communities. These observations open a valu-
able dialogue on what creates lasting change in community betterment
and quality of life.

What Is Sustainability?

To sustain, according to WEBSTER'S NEw WORLD DICTIONARY, means“to keep
in existence, to maintain and endure,”

To environmental educator DaN Criras, sustainability implies* nurturance
and care and longevity.”

For RoBerRT GILMAN OF THE CONTEXT INSTITUTE, “Sustainability is equity
over time. Asavalue, it refers to giving equal weight in your decisions to
the future as well as the present.”

Although our primary interest here is sustaining effective community-based
initiatives and coalitions, the “sustainable development” movement pro-
vides an instructive metaphor. Sustainable development, as defined by
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the WORLD ComMiIssION ON ENVIRONMENT AND DEVELOPMENT, “meets the needs
of the present without compromising the ability of future generations to
meet their needs.” Improvements or advancements in human well-being
that meet this criterion can be maintained indefinitely.

The premises of sustainable development have two paralels with a
healthier communities mission:

1. The context, or “how.” Promoting heathier communities is a
process, not a result, Healthy communities clearly have tangible
outcomes, but the maintenance of a healthy community is an on-
going process. To be effective over the long term at promoting and
sustaining a healthy community, leaders must develop their loca
process and community initiatives in a manner that allows them
to thrive and regenerate over the long term.

Sustainability is therefore significantly affected by how we lead,
how we work to cultivate new leaders, how we structure incen-
tives, how we develop our resource base, how we structure our
governance, and how we keep the spirit alive by creating results
and communicating them effectively.

2. The content, or “what.” We cannot truly have a healthier com-
munity if it is not sustainable. The two depend on and reinforce
each other. A community that does not practice sustainable devel-
opment — that consumes resources faster than it regenerates them
or despails its physical environment or productive capacities — is
clearly not sustainable.

Strategies for Sustainability

Many of the same capacities and practices mentioned throughout this
manual to build an initiative are identical to those required to sustain it.

Our approach, then, must encompasses both immediate and long-term
strategies to improve the quality of life in our communities.

Immediate strategies involve identifying, stimulating, showcasing, and
supporting existing efforts. There is no need to wait for implementation
of projects or strategies that can be undertaken promptly by organiza-
tions, groups, and coalitions. There is much that business, labor, schools,
religious organizations, the media, health care providers, and others can
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do — and are doing — in the course of their regular activity, to improve
community well-being.

The loca hedth initiative can serve as a resource for those efforts and
provide a larger context for their activity. There is tremendous vaue in
generating tangible results early in your initiative and celebrating their
impact. Even if limited in scope, they can help develop a sense  of accom-
plishment and build momentum.

Long-term strategies mean engaging in multisectoral actions based on
the long view. We must look beyond our god of, say, a safe playground in
the school yard to some pressing necessities in our community: funda
mental systems change, policy innovations, and strategic long-term in-
vestments. Many existing programs have not adequately addressed the
complex issues facing the individual, family, and neighborhood in our
nation. Any lasting approach must be holistic ~ linking human, envi-
ronmental, economic, physical, and design factors to build healthy and
sustainable communities. Communities need to address factors such as
how human potential is developed, how services are delivered, how in-
formation is shared, how local governments operate, and how business
is conducted. These are more than “projects”; they are long-term
commitments.

Ten Maxims

What approaches can your community use to realize these long-term,
complex goals? Here are ten maxims, all of which appear in one form or
another throughout this manual, to guide your actions toward
sustainability and help your community achieve its desired long-term
results.

1. To have a future, you need a vision.

To effect lasting systems change, healthy communities base priorities on
a set of shared vaues and on a clear, compelling vision of an ided future.
Peter Senge (1990), said, “A shared vision is not an idea It is not even an
important idea such as freedom. It is, rather, aforce in peopl€’'s hearts, a
force of impressive power.” Such aforce, when trandated into a clearly
articulated statement of the ideal future, has historically served commu-
nities as a guide to the future far beyond the temporal nature of most
strategies and plans.
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The question here is this: What is the particular relevance of vision build-
ing for the long-term endurance of a healthy community? Consider some
of the ways a shared vison contributes to sustainability:

It paves the way for a prioritized action plan. A vision is not a
plan, but a shared vision leads to a plan and implementation
strategy that is “owned” by the whole community — one that
therefore tends to be self-implementing,

It supports the development of long-term, leveraged initiatives
rather than short-term fixes and symptom oriented “band-aid”
projects. An orientation toward fixing immediate problems does
not tend to produce systems change; however, the commitment

to the future that a deep, shared vision engenders often does.

It allows the community to explore the long term creatively.
Because visions tend to look at a period 15-25 years in the fu-
ture, they span the shorter time frames of organizational bud-
get periods, many federal programs, and political cycles. Com-
munities can use this vantage point to guide plans for long-term
sustainability rather than solely for meeting immediate needs.

If avision is to work its magic for the long term, if it is to be powerful
enough to actualy create and sustain the future it images, it must meet
certain criteria. Some of these that are especidly applicable to
sustainability are outlined here by Michagl Doyle, a process manage-
ment consultant:

Deep vision takes time and resources, Any vision worth its salt
will take 5 to 10 years to implement.

A shallow vision or a vision not owned and committed to is no
vison at al.

A“little vison” is an oxymoron, A vison by its nature is expan-
sve. It needs room to grow — to be avisual, integrated whole.

Visons are dynamicdly incomplete, They are like Swiss cheese.
This allows people to creatively fill in the holes with details as
the organization journeys to the future together.
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2. Many roads lead to sustainability.

There is no one right way to proceed; each community has to find its
own. Sustaining a collaborative effort has parallels to sustaining any
other organization - something that, according to Massachusetts coali-
tion builder Tom Woalff, “relies upon the capacity to be flexible and adap-
tive to changing environments and changing times.”

Scores of models and case studies from around the world highlight what
has worked elsewhere. A variety of tools have proved effective for every-
thing from leadership development to consensus-based decision making,
from coalition building to community assessment. All of these can be
useful assets and resources to a community. Nevertheless, there is no
substitute for aloca articulation of purpose and mission. What works is
always defined by the local context.

3. Fragmentation threatens long-term effectiveness.

Most communities have numerous collaboratives simultaneously work-
ing to improve performance on various issues. Unfortunately, these ini-
tiatives are often not effectively linked, threatening their long-term ef-
fectiveness. Turf and a perceived need to compete for resources slow
progress and waste those resources. What many communities need is
collaboration between collaboratives.

Instead of fragmented and disconnected planning and problem-solving
efforts, healthy communities have forums or processes through which
they share information, identify priorities, and use resources in a man-
ner conducive to realizing overall community goals and potential. Sus-
taining your efforts is in part a function of the relationships built be-
tween various community coalitions and collaboratives.

4. There’s more than one way to define community.

To remain relevant over time, leaders need to be able to work with mul-
tiple definitions of community. There are geographic, professiona, socio-
economic, and cultural communities. Most of us belong to severa of these.
From the geographic perspective, a service area, city, county, or other
political jurisdiction is not aways the unit of problem-solving that makes
sense given the issues at hand.

w fhere is N0
substitute for a
local articulation
of purpose and
mission.
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Empowered, fruitful, healthy communities are areas often developed si--
multaneoudly at the regional and neighborhood levels. This open defini-
tion liberates communities to recognize their natural features, assets,
and interdependencies, and to be of value to citizens on multiple issues
addressed at multiple levels.

5. Longevity depends on measurements.

To plan for sustainability, communities need to know their current per-
formance on priority issues and to track the results of their efforts over
time. They should create baselines and benchmark goals, and measure
progress toward meeting them. They need to do this in a manner that
alows the information to be shared with the whole community.

To improve the well-being of your own community, you need to have in-
dicators of performance on such issues as education, air and water qual-
ity, population density, design, the economy, and green space, as well as
traditional health measures. By assessing such quality-of-life indicators
and charting their progress over the years, communities give themselves
the advantage not only of defining their target but of recognizing it when
they achieve it.

6. To be upset about what you don’t have is to waste
what you’'ve got.

To get past the grant-based and cash-infusion-oriented nature of many
community initiatives, healthy community efforts need to build an
asset-based approach rather that a deficit or needs-based approach. What
Is working? What resources are in place now? How can we build on exist-
ing assets rather than duplicate efforts or reinvent the wheel?

Building community assets and capacity involves investing in a
community’s civic infrastructure or social capital. How can we improve
communication and information sharing, or intersectoral and intergroup
relations? What would it mean to build our civic culture and pride? How

do we nurture emergent leaders and develop neutral forums for dialogue?
Healthy communities rest on these issues. Most communities know what
needs to be done; the bigger question is how.
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7. The right incentives will keep a community on track.

Communities that are successful in improving their quality of life over
the long run will develop incentives that reward a sustained high health
status. Our traditional incentives do not stack up well against this stan-
dard. Consider the current cost of poor health and low quality of life. As
citizens, we invest $1 trillion in medical-care services — a component of
our nation’s Gross Domestic Product (GDP) rising faster than any other.
This cost is clearly an impediment to the provision of appropriate care
for al Americans.

If we look at health broadly and include such issues as the cost of crime
and violence, the picture is equally bleak. Studies such as that done by
Business Week in November 1993 tally the annual cost of crime and re-
lated criminal-justice expenditures at $425 hillion. Not only does this
downstream investment reflect a moral crisis in a nation at risk, it saps
our productivity and global competitiveness.

So how do we develop incentives to keep people out of our hospitas and
crimina-justice system in the first place?

A current goa in many collaborative efforts is maximizing overal hedth
while containing costs. To realize this goal, our communities, states, and
the nation will need to design and realign incentives that affect the allo-
caion and use of hedth resources. For example, Crozer-Keystone, a com-
pany in Media, Pennsylvania, is linking a portion of executive pay to
improvement in community health status.

From the perspective of hedth-care organizations, the emerging capitated,
shared-risk reform strategies clearly present a bottom-line incentive to
improve community health status. “After a few rounds of managed care
with cost and quality competition,” predicts futurist Leland Kaiser,“build-
ing a healthier community will be the only competition left,”

From the community perspective, declining federal, state, and philan-
thropic dollars invested in community-related efforts also provide an
incentive to capitalize on underutilized assets by using our existing re-
sources more  effectively.
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8. There is no substitute for broad-based community
involvement.

Anything less will sabotage the staying power of any community effort.

While the call for shared responshility is nothing new, actualy engag
ing and sustaining the participation of the full community in al its di-
versity requires constant effort, If we are to effect lasting change with a
focus on the total community — social, economic, geographic, and politi-

cal = individual citizens as well as the business, nonprofit, and govern-

mental sectors need to work cooperatively to identify issues and find
solutions to them.

Sound communities build their initiatives on a commitment to collabo-
ration and to reaching consensus whenever possible. With oppositional
negotiating strategies and voting there is always a loser. In many com-
munities a traditional, majority-rule decison-making approach has left
many dissatisfied with strategies and positioned to block action,

In contrast, in a collaborative process, leaders are encouraged to be
broadly inclusive and to find common ground on issues. This approach
allows more people to feel a sense of ownership and helps to break down
barriers of mistrust. This trandates to shared responsibility for
implementation.

For many communities this is a new approach to decision making, and
practice is needed. Multisectoral collaboration becomes not only a method
in the healthy community process, but a capacity to be diffused to other
workplace and community settings,

9. Change takes time and patience.

This is perhaps the most important key to sustainability. Change is in-
cremental and occurs over time. Some call for a transformation of |ead-
ership. Others want to rebuild our families and social fabric. We all want
to heal our sick and disaffected populations. We seek to create a sustain-
able balance between economic development and preserving the health
of our environment. We want to learn to respect each other in our diver-
sity and yet find ways to work effectively together,

To create a vision of a safe community in which the needs of al members
are met may take only a day; to realize it, on the other hand, may take a
generation. Healthy communities celebrate, have fun, and pay attention
to the beauty life offers along the way. This process lasts a lifetime.
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10. Leadership is the key.

To bring about these preconditions to sustainability we will require ef-
fective leadership. Perhaps the ultimate determining factor in
community-based efforts is the capacity and skill with which leaders
engage the community in developing a common vision, shared owner-
ship, and sense of responsibility for the well-being of the community and
its residents.

As a stakeholder who strives for change to improve the quality of life for
al your community’s members, you are that leader. It is incumbent upon
you to be the catalyst for change in your community, and essential that
you consider the factors that will make that change last,

The materials in this manual are only part of what you need to harness
the power of your community The rest is the initiative that must come
from you and from your neighbors, families, and friends, Begin today
Develop your community’s capacity to sustain the initiatives it believes in.
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The following resources are provided as additional sources of information.

Coalition Building

It seems that every time a new codlition gets started, we begin the process of rein-
venting the whed. It has been very difficult for those in communities across the coun-
try to put ther fingers on wdl-written, ussful materias that can help them and ther
cadition members. In working with numerous coditions across the country, Tom Wolff,
has been able to narrow the materids he recommends to a few brief, affordable, and

readable handbooks that can be extremey helpful for coditions.

B Community Development, Community Participation and Substance
Abuse Prevention, by David Chavis and Paul Florin

This25-page pamphlet, developed for the Prevention Office of Drug Abuse
Services in San Jose, Cdlifornia, helps lay out the theoretical understand-
ing behind community development and community participation as they
relate to substance abuse prevention. Chavis and Horin define the key con-
cepts regarding community development, and then indicate the key rea
sons why the community development approach to substance abuse can be
especidly hdpful. Basing their writings on the latest research and litera-
ture, these two short papers provide a key rationde and set of definitions
for those developing substance abuse prevention coditions. This is a must
read for substance abuse coditions. Community Development, Community
participation and Substance Abuse Prevention ($5.00 p.pd.) is available from
the Bureau of Drug Abuse Services, 645 South Bascom Ave, Building H-10,
San Jose, CA, 95128. Published in  May of 1990.

# The Community Collaboration Manual, by The National Assembly
of National Voluntary Health and Social Welfare Organizations

This 76-page manud is extremey well written, very dear with many help-
ful tables and figures. It leads the reader through the process of collabora
tion, defining collaboration, talking about start-up, building the collabora
tion, mantaining the momentum, youth involvement, business involvement,
and the role of the media An example of this manud’s helpful tips include
their seven keys to successful collaboration: shared vison, skilled leader-
ship, process orientation, cultura diversty, membership-driven agenda,
multiple sectors, and accountability. Although somewhat more expensive
($12.951, it is packed with good ideas and good models. It is extremely help-
ful. To order a copy, make check payableto ‘The Nationa Assembly,” and
write to Collaboration Manua, The Nationa Assembly, 1319 F Street NW,
Suite 601, Washington, DC 20004. Published in 1991.
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Caalition Building: One Path to Empowered Communities, by Tho-
mas Wolff, Ph.D.

This37-page paper, written by Tom Wolff, is based on eight years of codli-

tion-building experience in Massachusdtts. It highlights characteristics of
dysfunctiond hdping sysems (fragmentation,duplication of effort, compe-
tition, multi-culturd insengtivity, etc.), characterigics of competent help-
ing systems (coordination, cooperation, culturd relevance, etc.) and the
codition-building strategies needed to move towards greater competence.
The paper lays the groundwork for the purpose and direction of codition
building. The author defines hedthy and competent communities as the
ultimate gods of cadition building and community development activities
Case dudies, drawn from the author’s direct experiences, give examples of
how codlitions can succeed. Available for $10.00 from Community Partners,
24 South Prospect Street, Amherst, MA 01002. 1991.

Communities Working Collaboratively for a Change, by Arthur
Turovh Himmeman (July, 1992 Edition)

Himmeman does an outstanding job of defining collaboration and digtin-
guishing it from networking, coordination and cooperation. He describes
two kinds of multi-sectora collaboration-collaborative betterment and
collaborative empowerment-and articulates both in a very helpful modd.
He then goes on to lay out his own model for collaborative empowerment,
Excdlent, thought-provoking paper from a citizen-participation-government
perspective. Cost for this monograph is $10.00 p.pd, To order, please con-
tact: The Himmeman Consulting Group, 1406 West Lake Street, Suite 209,
Minnegpolis, &2 55408.

Resour ces from The Work Group on Health Promotion and Commu-
nity Development, by Steve Fawcett,Adrienne Paine-Andrews,Vince
Francisco

The Work Group on Hedth Promotion and Community Development is
producing some of the best materids for codition building in the country,
induding:

Preventing Substance Abuse: An Action Planning Guide for Commu-
nity-Based Initiatives and Preventing Adolescent Pregnancy: An Ac-
tion Planning Guide for Community-Based Inititives,

These are excedlent step-by-step guides that take a codition through the
planning stages including identifying community changes in each sector of
the community. Superb manuals, $12 each, p.pd. Evauation Handbook:
Evaduating and Supporting Initiatives for Community Hedth and Deve-
opment, This manud begins with an overview of The Work Group's system
for successully evaduaing community hedth initigtives, induding codi-
tions. Each measurement insrument, its form and indructions, are ex-
plained and sampled, and sample datais given in a presentation form (graphs
or summary reports). Blank forms are included. $25, p.pd Write to: The
Work Group, Universty ofKansas, 4001 Dole Building, Lawrence, KS 66045.
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What Makes It Work: A Review of Research Literature on Factors
Influencing Successful Collaboration, August, 1992, 63 pages.

This is a very thorough literature review on codition building and collabo-
ration done by the Wilder Research Center in St. Paul, Minnesota. It is the
only complete literature review we have seen, and a least updates what
has been written about coditions until August of 1992. Rather than rein-

vent the whed, start with this publication and catch up on recent publica
tions since much has been published in the last two years. $11.95

Also from the Wilder Research Center, Collaboration Workbook: Creating,
Sugtaining and Enjoying the Journey 1993. Write to: Publications Center,
Amherst H. Wilder Foundation, 919 Lafond Avenue, St Paul, MN 55104 or
phone: 1-800-274-6024.

Building Communities From the Insde Out: A Path Toward Find-
ing and Mobilizing a Community’s Assets, by John Kretzman and
John McKnight.

John McKnight's writing has been an ingpiration to codition builders and
community developers for many years. This newest addition to the McKnight
library is outstanding. Up to this point, McKnight has been an ingghtful
critic of what is wrong with the hedth and human sarvice sysem. In
pBuilding Communities From the Insde Qut,b Kretzman and McKnight
lay out a clear, step-by-step process for doing asset assessment to increase
individual capacities and to release the power of local associations and or-
ganizations, They go on to describe how to capture local indtitutions for
community building, and break that down by parks, schools, libraries, com-
munity colleges, hospitds, etc. Findly, the remainder of the book focuses
on rebuilding a community economy. While you're & it, check out the rest
of the publications out of The Center for Urban Affairs and Policy Research,
including: Mapping Community Cgpacity, an earlier verson of Building
Communities From the Insde Out. Available by writing to: Center for Ur-
ban Affairs and Policy Research, Northwestern University, 2040 Sheridan
Road, Evanston, IL 60208-4100. Phone: (708) 491-8712. Fax: (708) 491-9916.
$12.00 p.pd.

Partnerships for Community Development, by Sally Habana Hafner
and Horace Reed.

This excdlent publication out of the Center for Organizationd and Com-
munity Development of the Universty of MassachusettsAmherst (an or-
ganization that followed the Citizen Involvement Training Project, whose
publications were dso excdllent) provides a wonderful overview of partner-
ship behavior and partnerships in generd. They diginguish carefully vari-
ous types of partnerships, including: networks, coordination and collabora
tion Especidly helpful in this book are the many exercises for groups to
use as they go through the text, It is available from the Center for Organi-
zationd and Community Development, 377 Hills South, University of Mas-
sachusetts, Amherst, MA 01003, $15.00 plus $2.50 shipping (Bulk discount
avalable).
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Organizing for Social Change, by Kim Bobo, Jackie Kendall, Steve
Max,

Thisis a manud for activigts in the 1990's and comes out of the Midwest
Academy, one of the most predigious organizing training centers in the
country. This is focused less on cadition building, and more on direct ac-
tion, organizing, organizing skills and the steps involved in becoming a
good organizer. Well written, clear and especidly helpful manua. Seven
Locks Press, P.0. Box 27, Cabin John, MD 20818. $19.95 plus $2 shipping.

Solving Community Problems by Consensus, Facing Racial and Cul-
tural Conflict; and Involving Citizens In Community Decision
Making

These are three excdlent manuals, al developed by a remarkable man with
a remarkable organization-Bill Potachuck and the Program for Commu-
nity Problem Solving in Washington, D.C. They have been deveoping ma
terials and programs to help communities solve problems for many years
These are excdlent and usable manuas and in addition to the above titles,

there are three volumes of case dudies, featuring successful community
problem solving, the nationd directory of problem solving consultants, and
a bibliography on building communities. Each of these is dtractively de-
signed and well-organized with no-nonsense advice and detailed resource
lists. For a complete description of materials and prices, contact: The Pro-

gram For Community Problem Solving, 915 15th Street, NW, 6th FHoor,
Washington, D.C. 20005. Phone: (202) 783-2961.

From the Ground Up! A Workbook for Coalition Building & Com-
munity Development, Tom Wolff and Gillian Kaye, Editors

This 200t page workbook covers dl the basics -how to run a meeting and

develop an action plan, what to do about evaluation — plus some of the

more advanced issues =~ multiculturdism, is this redly empowerment
codition building. Clear jargon-free language enhance the readers under-
standing of the concepts while worksheets make concepts concrete. A must
for any codlition builder. $30 p.pd. Write to AHEC/Community Partners, 24
South Prospect Street, Amherst, MA 01002.

Other resources:

Building Coalitions. The Ohio Center for Action on Coalition De-
velopment. Ohio State Univergity Extenson, Ohio State University, Room
203 Ag. Admin, 2120 Fyffe Road, Columbus, OH 43210-1084. Phone (614)
292-2533.

Developing Effective Coalitions: An Eight-Step Guide, Contra Costa
County Hedlth Services Department Prevention Program, 75 Santa Bar-
bara Road, Pleasant Hill, CA 94523. Phone: (510) 646-6511.
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Evaluation resources:

B AHEC/Community Partners, 24 Prospect Street, Amherst, MA 01002.
Phone: (413) 253-4283.

B Work Group on Health Promotion and Community Development,
4086 Dole Center, University of Kansas, Lawrence, KS  66045.Vincent Fran-
cisco is a veteran member of the Work Group.

Community Assessment

The primary god of many community hedth initigtives is to improve the hedth and

qudity of life of the dtizens of a community. Improvement implies movement from
one point to another in a pogtive direction. Recognizing this movement requires the
development of ongoing monitoring of a community hedth profile. This profile con-

tans a st of key community hedth indicators that assst in sdtting priorities and
documenting the success or relaive success of a given project. Trends, both positive
and negative, can be detected and tracked, helping to fine-tune community priorities
and dlowing appropriate action to be taken. Given time and resource congdrants,

your community will need to sdect the most reevant, useful and accurate measures
relating to priority indicators. While there are few absolute standards for indicator
sHection, following certain guiddines will asss in developing the mogt effective com-

munity profile. There are a number of models that communities have used to cregie
community health profiles. The following are examples of assessment modes used by
communities across the nation:

B Assessment Protocol for Excellence in Public Health (APEXPH)

APEXPH is a sdlf-assessment process for use by loca hedth departments
to ass3g them in better meeting the public hedth needs of their communi-
ties. The process is presented in the form of a workbook and enables local
hedth departments to:

e asess and improve their organizationa capacity;

o asss the hedth satus of ther communities,

activdy involve ther communities in improving public hedth.

For more information and to purchase the workbooks, please contact:

APEXPH Manager, NACHO, 440 First Street NW, Suite 500, Washington,
DC 20001. Phone (202) 783-5550.

m  Campbell Community Survey

This survey measures how people fed about the community in which they
live, and includes the community aspects of: educationd programs, envi-
ronmental protection, healthcare services, housing, safety, serenity, free-
dom from drugs, generd optimism, as wdl as others. Produced to assst
communities in identifying srengths and wesknesses, this survey targets
those areas of highest concern to community members.
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For more information and to purchase the source, please contact: Brenda
Bemia, Center for Cresgtive Leadership, P.O. Box 1559, Colorado Springs,
CO 80901. Phone: (7191633-3891.

Central Oklahoma 2020’s Select Community Indicators

“Central Oklahoma 2020 is a regiona, community-based drategic plan-
ning process for the four counties and more than 20 municipdities in the
Oklahoma City area,,. Arthur ,, Sargent, Executive Director of the Centrd
Oklahoma Community Council, took on the project’s primary task of devel-

oping a s&t of quality-of-life indicators for the region, The result, the Cen-
tra Oklahoma 2020—Select Community Indicators, has become the bass
for a series of public presentations and didogues, and in the future will

sarve as a dandard againgt which to measure outcomes from community
initictives over the years”

For more information, please contact: Arthur L. Sargent, Executive Direc-
tor, Community Council of Centrd Oklahoma, P.O. Box 675, Oklahoma City,
OK73101-0675. Phone (405) 272-0049. FAX: (405) 272-0020.

Claritas NPDC

With “Updatel,” Claritas NPDC presents current year estimates and five-
year projections of demographic data at the community level. Along with
Donndley Marketing Information Services, Claritas offers datidicd data
in socioeconomic areas, much like the U.S. Decennid Census, but on amore
timely beds

For more information, please contact: Marketing Department, Claritas
NPDC, P.O. Box 610, Ithaca, NY 14851-0610. Phone: |-800-234-5973.

Colorado Healthy Communities Initiative

‘The Colorado Hedlthy Communities Initiative is a five year effort to estab-
lish community-based approaches to address heath issues in Colorado. Over
the course of the Colorado Hedthy Communities Initiative, there are three
program cycles each of which is three years long. up to thirty communities
will be involved over the five year initiative. The Colorado Hedthy Com-
munities Initiative is a project of The Colorado Trust and is managed by
the Nationd Civic League.

For information, please contact Maro Zagoras, Nationa Civic League, 1445
Market Street, Suite 300, Denver, CO 80202-1728. Phone: (303) 571-4343.
FAX (803)571-4404

Community Assessment of Human Needs (CHAN)

The Community Assessment of Human Needs (CHAN) is a systematic ap-
proach to identifying and understanding the unmet human needs of popu-
lations a risk within the defined community of hedthcare providers. The
guide is a comprehensve source of information which has been designed to
be a flexible tool to provide guiddines and technica assstance. The assess-
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ment contains four phases: 1) community characteridtics, 2) human service
providers, 8) community leaders, and 4) populations at risk. Phase 1 is de-
sgned as a quantitative methodology for identifying the populations at risk
and where in the community of hedth care providers these populations are
mogt likely located. Phases 2-4 are interactive phases designed with athree
fold purpose; they provide an opportunity to vaidate the data in phase 1 by
speeking with people directly informed, they provide vehicles for gathering
information (i.e.: interview provider, community leaders and persons at risk)
and they create an opportunity to network by identifying needs and discov-
ering new and crestive ways to address those needs.

For more information, please contact: Mercy Hedth Services, 34605 Twelve
Mile Road, Farmington Hills, Ml 48331. Phone: (313) 489-6000.

B Community Health Assessment: A Process for Positive Change

A working document a the Voluntary Hospitals of America (VHA), this
report represents the work of various organizations that came together to
consder a collabortive project given the impetus of each of their commu-
nity benefit initiatives. Included are sections of date collection and evdua
tion, hedth assessment and the accountability imperative, the community
hedlth assessment process, and key management challenges. Document in
progress.

@ Community Services Workstation

A partnership initigtive of Howard University School of Socid Work and
The Hedth and Human Services Cadition of the Didrict of Columbia, Rice
Universty and Baylor College of Medicine, Marco Internationa, United
Seniors Hedth Cooperative, and Bel Atlantic Corporation, the Commu-
nity Services Workgtation seeks to build an “infrastructure for the coordi-
netion of hedth and human services for families and children,” Included in
this project is a computerized, integrated workstation that resulted from
the development of client profiles, needs assessments and service digibil-
ity, services brokering and evaluation support tools.

For more information, please contact: Jm Craigen or Joe Eaglin, Howard
University School of Socid Work, 601 Howard Place NW, Washington, DC
20059. Phone: (202) 806-4722.

s Community Vitality Index (Gallop, Inc.)

The Community Vitdity Index measures a community’s qudity of life
through identifying main themes of different communities The poll respon-
sble for this index was conducted in 14 communities where Galop has an
office. The maor categories covered in the 60 questions include: |eader-
ship, dress/persond  hedth, equity/fairness, diversty, economic/environ-
mental growth, community spirit, persona support systems.

For more information, please contact: Gallop, Inc., 301 S. 68th S., Lincoln,
NE 68505. Phone: [-800-288-8592.
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Crozer-Keystone Health System

Ddaware County, Pennsylvania completed an exhaugtive community hedth
satus assessment under the sponsorship of Crozer-Keystone, and devel-
oped with the assistance of the county government, the State hedth de-
partment, the county medicad society, hedth care providers and leading
locd and nationa hedthcare academicians. “This assessment identifies
needs and sets priorities for future action. It dso establishes very detailed
basdline indicators from which to measure progress.” A remarkabl e resource,
Crozer-Keystone learned invauable lessons from designing this commu-
nity-specific tool.

For more information, please contact: Gregory W, Hunt, Vice Presdent,
Marketing, Crozer-Keystone Headth System, Rose Tree Corporate Center
[, 1400 N. Providence Rd., Suite 4010, Media, PA 19063-2049. Phone  (215)
892-9021. FAX: (215) 892-8030.

Donnelley Marketing Information Services

Donndley Marketing, a company of Dunn and Braddtreet, collects and
makes available marketing dtatistics and information on Standard Metro-
politan Statigtical Aress in the U.S. Their information includes block-level
ddtigtics on financid data, retal trade, condruction, household mobility
and income, population by age, occupied housing by family-type, length of
resdence, etc. While not directed a primary hedth indicators, Donnelley
does provide exhaugtive information on the socid and economic hedth in-
dicators of communities,

For more information, please contact: Demographics on Cal Department,
Donndley Marketing Information Services, 70 Seaview Ave., Stamford, CT
06902. Phone: 1-800-866-2255.

Health Indicator Workbook: A Tool for Health Communities, first
edition

This workbook is desgned to hdp communities determine and measure
factors which impact individud and community hedth, incuding socio-
economic datus, socid support, and clean and safe physica environments.
Designed to help the community develop its own “measures of a hedthy
community,” this source uses both population and community indicators.

For more information, please contact: The Office of Hedlth Promotion, British
Columbia Minigry of Hedth and Ministry Responsible for Seniors, 1520
Blanchard Street, First Floor, Victoria, BC V8W 3C8, Canada. Phone: (604)
356-7439.

Health & Wedfare Canada, Community Action Pack

Produced by Hedth and Welfare Canada, this pack offers a multi-media
resource for grass-roots healthy communities initiatives. Included are guides
for assessing your community needs, creating community vision and col-
laboration, developing and assessing your program, managing all aspects
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(processes, personnel, budget) of your program, and evauating the hedthy
community program you develop.

For more information and to purchase the pack, please contact: Health and
Wedfare Canada, Community Programs Group, 643 Queens Street Eadt,
Toronto, Ontario, MGM 1G4, Canada. Phone (4161778-8727.

Healthy Futures. A Development Kit for Rural Hospitals

Community Decison Making in rurd hospitd communities (CDM) is a
process which seeks to involve resdents of rurd communities in develop-
ing solutions to problems with loca hedthcare systems. The project gener-

aes citizen participation in rurd hedth public policy decisons. The hospi-
tal board of directors endorses the CDM project and hires a community

encourager (aloca resident) to organize and coordinate the program. CDM

has provided background information and techniques to collect different
types of data A very functiond tool is a table of data collection methods
and a description of how useful the method is in obtaining certain levels of
information and its overall representativeness of the community. While CDM

did not develop specific survey toals, it did provide guidance in the types of
information that should be collected, methods for obtaining the informa:

tion (resources), key questions, interviewing techniques, and other idess
for obtaining community level data

For more information, please contact: Paul McGinnis, Mountain States
Hedth Corporation, P.O. Box 6756, Boise, ID 83707. Phone  (208) 342-4666.

Hospital Community Benefit Standards Program, New York
University

Through a grant from the W.K. Kellogg Foundation, the New Y ork Univer-
sty Robert F. Wagner Graduate School of Public Service developed and
field-tested standards for hospitals to hep improve community hedth, ad-
dress specid hedth problems of the medicaly underserved, and contain
hedthcare codts. Forty-nine hospitals and communities participated in this
program, which was trangtioned to the American Hospitd Association in
1992. The Al-IA will now provide generd information on community benefit
programs to interested hospitds and hedth systems, and will be utilizing
community benefit programs as a key drategy for the community care net-
work reform initiative.

For more information, plesse contact: Anthony R. Kovner, PhD, Director,
Hospita Community Benefit Standards Program, NYU Wagner Graduate
School of Public Service, 600 Tisch Hall, 40 West 4th St., New York, NY
100012. Phone: (212) 998-7444. FAX: (212) 995-4165. OR:

Human Development Report and Index

“Human Development Report 1990” defined human development as the pro-
cess of increasing peopl€’ s options. It stressed that the most critical choices
that people should have include the options to lead a long and hedthy life,
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to be knowledgeable, and to find access to the assets, employment, and
income needed for a decent standard of living.

“Development, thus defined, cannot be adequately measured by income
aone. The 1990 Report therefore proposed a new measure of devel opment,
the human development index (HDI), composed of three indicators: life
expectancy, education, and income. For each of the three dimensions, the
1990 Report identified minimum achievements worldwide: the lowest na-
tiond life expectancy, the lowest nationa level of adult literacy, and the
lowest level of income per capita It also established a maximum or desir-
able adequate level of attainment...

“Human development cannot take place without human life and hedth;
people do not just want to be aive; they want to know their way around in
life. They want to be knowledgesble; and they certainly may want a decent
life, one that is not congantly undermined by extreme poverty and the
constant worry about sheer physical survival. All three of the HDI compo-
nents thus deserve equa weight. And tha is why the HDI proposes an
unweighted average of a country’s rank on the life expectancy, literacy, and
income scale.”

For more information, please contact: Human Development Report Office,
United Nations Development Program, 336 East 45th Street, Uganda House,
6th Floor, New York, NY 10017. Phone: (212) 983-1530. FAX: (212) 983-
0025.

Life in Jacksonville: Quality Indicators for Progress

This sudy, commissoned by the Jacksonville Chamber of Commerce in
1983, gauges the quality of life in the Jacksonville metropolitan area. ‘The
purpose was to determine indicators that contribute to the community’s
gened fedings of wdl-being, fulfillment and satidfaction.” Seventy four
indicators are identified in this annua study, providing important longitu-
dind daa which dlow citizens to set qudity of life targets for the year
2000.

For more information, please contact: Anna Scheu, Vice Presdent of Com-
munity Affairs, Jacksonville Chamber of Commerce, 3 Independent Drive,
Jacksonville, FL. Phone: (904) 366-6650. FAX: (904) 632-0617

Minnesota Department of Public Health, Community Health Pro-
motion Kit

This kit is a manud that contains a collection of resources, tip sheets, ac-
tivities, and technicd assstance tools that have been developed and used
by communities across the United States. Key features of the program in-
clude data assessment and codition building drategies, program design
and techniques on how to involve the media Section 1 of the manud is
devoted to determining the hedth of the community by usng federd, date
and loca data resources.
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For more information, please contact: Karen McComas, Hedlth Director,
Minnesota Department of Hedlth, 717 Ddlaware Street, SE, Minneapalis,
MN 55440-9441, Phone: (6121623-5000.

National Center for Health Statistics

As part of the Depatment of Hedth and Human Services, the Nationa
Center for Hedth Statigtics publishes results of such surveys as the Na-
tiond Hedth Interview Survey, the Nationa Hedth and Examination Sur-
vey, the Hospital Discharge Survey, and the Nationd Ambulatory Medicdl
Care Survey, among other publications which list morbidity and mortaity
datistics, and other vitd gatigtics. While some information is community-
specific, this government agency aso provides an excdlent nationd hedlth
picture that individua communities can use as a comparison to ther own
hedth status.

For more information, please contact: U.S. Department of Health and Hu-
man Services, Public Hedlth Service, Centers for Disease Control, Nationa
Center for Hedth Statistics, 3700 East-West Highway, Hyattsville, MD,
20782. Phone: (301) 436-8500.

National Civic League: The Civic Index

Developed as a way to evauate communities civic infrastructure, this in-
dex provides methods for identifying a community’s strengths and wesk-
nesses as well as collaborative problem solving techniques. There are ten
components of the index which correlate to specific skills needed to address
community problems

For more information, please contact:Nationd Civic League, 1445 Market
St., Suite 300, Denver, CO 80202-1728. Phone: (303) 571-4343. FAX: (303)
571-4404,

Pasadena’s Quality of Life Index

Developed for the city of Pasadena, Cdlifornia, and from Pasadena's own
Hedthy Cities Project, this index can nonetheless be utilized as a helpful
tool for other communities that wish to develop ther own qudity of life
scde. The Index includes deven key areas, ranging from the arts to hedth
and the environment. Particularly useful in monitoring progress towards
hedthier community gods, this tool is an excdlent benchmark.

For more information, please contact: Deborah L. Slver, Hedthy Cities
Project Coordinator, City of Pasadena, 100 North Garfield Avenue, Room
136, Pasadena, CA 91109. Phone: (818) 405-4562.

Planned Approach to Community Health (PATCH)

Desgned to hdp communities plan, implement and evauae hedth pro-
motion and hedlth education programs, PATCH is a process through which
partners address the hedthcare needs of the community. Paich partners
include The Centers for Disease Control, the state hedth department, and
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the community. The program conssts of sx workshops in which participat-
ing community members gain skills in five key areas of community hedlth
promotion: community organization, data collection, establishing priorities
and sdting objectives, intervention planning, and evauation, Currently
17 gates and 50 communities have initiated PATCH programs.

For more information, please contact: Nancy B. Watkins, Division of Chronic
Disease Control and Community Intervention, Centers for Disease Con-
trol, 1600 Clifton Rd, N.E, Mailstop K-46, Atlanta, GA 30333. Phone (404)
488-5435.

Snohomish County Needs Assessment Project, Snohomish County,
Washington

“Begun in in 1989, the Snohomish County Needs Assessment Project is a
joint effort of the United Way of Shohomish County, the Snohomish County
Department of Hedth and Human Services, and the Everett/Snohomish
County Impact Coordinating Council. The purpose of the project is to es-

tablish priorities for hedth and human needs in Snhohomish County and to
develop a plan to direct community resources to meet those needs. The
assessment process was based on the United Way's community needs as-

sessment program, COMPASS.”

The project was directed by a steering committee consisting of approxi-
mately 30 community leaders who represent a wide range of perspectives
about the community. The survey information was gathered by a profes-
siond research firm directed by a separate survey committee. Socid and
economic indicators were collected by a separate data collection committee.

For more information, please contact: Patrick Soricone, Vice President for
Panning and Resource Didribution, United Way of Snohomish County,
917 134th Street SW., Suite A-6, Everett, WA98204. Phone: (206) 7425911.
FAX: (206) 743-1440.

Somerville Hospital and Somerville Health Department

Usng APEXPH, Somerville conducted an exhaudive “current hedth sa
tus® of its community, developing and digtributing their health assessment
survey to 300 community leaders and 100 hedth providers. This survey
represents a unique, community-specific marriage of a sandard assess-
ment tool and a loca survey.

For more information, please contact: Linda M. Cundiff, Vice Presdent of
Community Hedth Services, Somerville Hospitd, 230 Highland Ave,
Somerville, MA 02143, Phone: (617) 666-4400. FAX: (617) 666-0031.

Stanford Health Promotion Resource Center. Health Promotion in
Diverse Cultural Communities

The manud for this program focuses on techniques and drategies designed
to ad the “hedth educator” in the access, desgn, and implementation of a
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hedth promotion program within a diverse cultura community. Specific
techniques for conducting a needs assessment are presented.

For more information, please contact: Heath Promotion Resource Center,
Stanford University, 1000 Welch Road, Palo Alto, CA 94304-1885. Phone:
(415) 723-0003.

SF-36 Health Status Questionnaire

Based on Medical Outcomes Study (MOS) surveys, this questionnaire was
developed to measure hedth and evauate generic hedth concepts. Meant
to be used as part of a larger outcomes management system, this todl is
easy to adminigter and takes only a few minutes to complete, while main-
taining rdiability and vdidity.

For more information and to purchase the survey, please contact Hedlth
Outcomes Ingtitute, 2001 Killorew Dr., Suite 122, Bloomington, MN 55425.
Phone: (612) 8589188. FAX: (612) 858-9189.

State Data Centers

In conjunction with the U.S. Bureau of the Census, many dates have es-
tablished data centers that make census information available, and assst
date and loca governments and community, business and private organi-
zations in interpreting census maerias. Among ther services are commu-
nity and census tract daidtics in the areas of populaion and housing, in-
cluding socioeconomic date, population projections, and mortdity datistics.

For the name, address and phone number of the state data center nearest
you, please contact: U.S. Bureau of the Census, State Data Center Infor-
mation at (801) 763-1580.

The Sudtainable Seattle: Indicators of Sustainable Community

‘These proposed ‘Indicators of Sustainable Community’ are the product of
a cregtive community didogue about our common future... This array of
indicatorsis intended to provide a snapshot of the concept of sustainability.,.
Indicators are bits of information that reflect the status of large systems.
They are away of seeing the big picture by looking a a smdler piece of it.
They tdl us which direction a sysem is going: up or down, forward or
backward, getting better or worse or staying the same.”

For more information, please contact: Sustainable Seettle, ¢/o Metrocenter
YMCA, 909 4th Avenue, Sedtle WA 98103. Phone  (206) 382-5013.

United Way of America. COMPASS

“COMPASS is a comprehensive guide which will assst any community. It
isatool that enableslocal communities to learn about loca needs (dl needs,
or a gpecific issue or target group) and to develop and implement a commu-
nity action plan...Three kinds of survey questionnaires are included in both
brief and in-depth versons. Software is included which can be used on any
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IBM-compatible computer for tabulating survey results. Further, COMPASS
includes worksheets for organizing the socid and economic data that is
analyzed.”

For more information, please contact Curt Johnson, Director, Community
Problem Solving, United Way of America, 701 North Fairfax St., Alexan-
dria, VA 22314-2045. Phone:  (703) 836-7100.

U.S. Bureau of the Census

The U.S. Bureau of the Census, Department of Commerce, conducts the
decennia census of housing and populatiion as well as various five-year
census of retail, manufacturing and service indudtries. They aso conduct
regular population surveys of most urban areas. They are a rich source for
census tract and block dtatistics of education, income, occupation, size of
families housng (incduding sngle- and multi-family dwellings), languege
spoken a home, and many other socioeconomic indicators. With over 1400
federd depogtory libraries housing these materids, most communities have
ready access to this wedth of information. State and loca governments
may aso publish datidics and materids of interest to your community.

For information on the depository library nearest you, please contact your
local public library.

Washington State Hospital Association. 1992 Community and Hos-
pital Issues and Priorities Survey

Adminigered to government and community leaders, this survey assessed
“priorities civic and community |leaders place on a wide range of loca con-
cerns, including those affecting hedth care’. It evduated community needs,
views of hospitas performance on hedth care issues and community is
sues, perceptions about hospita's, awareness of hospitals performance, fu-
ture importance of hospital resources, and other areas. An excellent source
for ideas when creating your own survey or questionnaire, this survey pre-
sents an exhaudtive ligt of questions.

For more information, please contact: Stephanie A, Bradfield, Director,
Public Affairs, Washington State Hospitd Association, 190 Queen Anne
Avenue North, Third Floor, Seattle, WA 98109. Phone: (206) 281-7211.
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Advocacy
Actions targeted to produce specific organizationa or community changes.

Ageism
Discrimination against people based on their age, usualy directed againgt
older people or teenagers.

Anti-Semitism
The subordination of Jewish people by other groups, often leading to vio-
lent acts against people based on their Jewish heritage,

Change Agents
An individud who is a cadyg for change in a given community.

Charla

A tem usad in the latino community that describes a smdl mesting of
indivduas.

Classism
Subordination of people from lower socioeconomic classes by those from the
upper classes, that is, class privilege.

Coalitions
Diverse groups that combine their resources to create change.

Collaboration
Exchanging information, modifying activities, sharing resources and en-
hancing the capacity of another for mutua benefit and to achieve a com-
MoN purpose.

Collaborative Empowerment
A process for societd change; a planning and organizing method which
community and neighborhood based organizations can design, implement,
and assess problem solving gtrategies that increase ther effectiveness at
deding with community issues

Community Assessment
A collection of key community hedth indicators that asss in sgtting pri-
orities and documenting the relative success of a community-wide effort for
improving hedth and qudity of life

Community-Based
An gpproach to codlition building which focuses on weaknesses, and solv-
ing problems by addressing deficits.
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Community  Coalition
The coming together of representatives of public or private organizations
and individud citizens in a community for the purpose of collaboraion on
community concerns and seeking resolution of those concerns.

Community-Development
An gpproach to cadition building which focuses on building on strengths
and competencies. The community development approach is based on em-
powering the community as opposed to the community-based approach.

Cooperation
Exchanging information, modifying activities and sharing resources for
mutua benefit and to achieve a common purpose.

Coordination
Exchanging information and modifying activities for mutua benefit.

Cross-Cultural Communication

Communication between people of two different ethnic backgrounds. As
sarvice providers, it requires us to differentiate among ethnic norms, ste-
reotypes, and pathology so that ethnic behavior is not classfied as patho-
logicd or stereotypica, and pathologica or stereotypica behavior is not
classfied as ethnic, To begin the process of cross-culturd communication,
we must be sdf-aware of our own cultura values so we do not project them
onto others.

Cultural Competence
The state of being capable of functioning in the context of culturd differences.

Culture
A learned pattern of customs, beliefs, and behaviors, which are socidly
acquired and socially trangmitted through symbols and widdy-shared
meanings. Through culture, people of a given society adapt to one another
and to their physicd and socid environment. Culture is an organized group
of learned responses -a system of ready made solutions to the problems of
people.

Developing Sector8
Are the factions of a community which have yet to be formdly organized
but which are potentia sources for many community leeders.

Discrimination
The behavior component of prgudice. Differentid treatment of
individuds or groups because of their perceved membership in a desg
nated group. This term implies actions that represent internd attitudes.

Empower ment
The way individuas gan magery over their own lives,
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Ethnic Competence
The ability of a service provider to give aid or assstance to patients or
clients in ways that are acceptable and ussful to them because they are
congruent With the recipient’s cultural background and expectations. Eth-
nic competence aso refers to the service providers ability to learn about
the culturd context of a presenting problem and to integrate that knowl-
edge into a professond assessment, diagnosis, and intervention,

Ethnicity
A group classfication in which members share a unique socid and culturd
heritage passed on from one generation to the next. Ethnicity is often mis-
takenly assumed to have a biological or genetic foundation,

Ethnocentrism
An individud’s belief in the superiority of one€'s own groups physicd, so-
cid, culturd etc., characteristics and inferiority of other groups.

Ethnorelative
Behaviors that indicate an individud has the ability to accept, adapt and
integrate cultura differences.

Formal Leaders
Leaders within the community who are easly recognized by the public.
They may be loca eected officids, agency heads, service providers, promi-
nent civic leaders, priests or rabbis.

Governance
Ways in which business, government, community groups, and citizens can
work together to help a community reach its collective goas and mest its
common challenges.

Grassroots
Individuds or society a a locd levd.

Heterosexism
Prgjudice and oppresson againgt gays and lesbians based on their sexud
orientation,

Individual Racism (ethnocentrism)
An individud’s bdief in the superiority of one€'s own group’s physicd, so-
cid, culturd, etc., characteristics and the inferiority of those of other
group(s). Emphasis is on the positive attributes of one's own group is seen
as the sandard againgt which to measure dl others.

Informal Leader-8
Leaders which may not have a title, a conventiond office or even a tele-
phone. Informal Leaders may run or work at a local store, be the adopted
“grandmother” of a neighborhood who Sits out on her porch or be a drug
dedler out on a street comer.
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Minority Group Status
Applies to subjugated, powerless, and/or oppressed segments of a society,
who are singled out for unequa trestment and discrimination by the domi-
nant segments of society; i.e., Blacks in South Africa, Women in the U.S,,
People of color in the world, (The term does not imply a numerica minority.)

Mission Statement
An organizationd statement which tells people who you are, what you are
about and where you are going.

Multiculturalism
The incluson of a variety of cultures or ethnic groups.

Multi-sector Collaboration
A voluntary, drategic dliance of public, private and non-profit organiza-
tions to enhance each others capacity to achieve a common purpose by
sharing risks, resources, responghilities and rewards.

Nationalism
Favoritiam of the interests of people from one nation over those from others.

Networking
Exchanging information for mutud benfit.

Organized Sectors
Are the factions of a community which are “formaly” organized.

Parochial
Narrowly regtricted in scope or outlook; provincidl.

“Perfect consensus”
An ided dae in which al involved can agree to support a plan and its
implementation.

Positional Leadership

A leadership style associated with being a the top of a functiond sruc-
ture.

Prejudice
A negdive/podtive predetermined attitude toward any person or group,
based on a process of sociad comparison where one's own group is seen as
the point of reference (most Smilar to individud raciam).

Race
A subgroup of people possessing a definite combination of physical charac-
teristics, of genetic origin, the combination of which to varying degrees
distinguishes the subgroup from other subgroups.
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Racism

The subordination of one group by another based on race. Unlike prejudice
or discrimination, which are individudly initisted acts racism as defined
by Ddgado is “an inditutiondized sysem which perpetuates both indi-
vidud acts of discrimination and racid subordination-a system supported
by culturally sanctioned beliefs which, regardless of intentions, upholds
the advantages of whites” Although Delgado was spesking specificaly of
the predominant form of inditutiondized racism in the United States, many
groups have been subjected to racism, and participants in a multicultural
codition, paticularly if recent immigrants may have ther own experi-
ences to relate.

“Rough consensus”

A stuation in which areas of ambivaence and/or agreement and disagree-
ment exist.

Sectoral

Different parts of the community that wied power and leadership (i.e,
schools, busness, government).

Servant Leadership
A leadership style in which the leader acts as a trusted servant working in
the best interest of higher followers. A servant leader looks out for the
broader needs of society. A centrd ethic of leadership is foresight — the

ability to see how things might be in the future and to act now in that
direction.

Sexism
The subordination of one sex by the other, amost dways used to mean
subordination of women by men.

Stakeholders
Anyone who has a gake in an effort, initiative or program.

Tactical Leadership
A leadership style used when the objective is very clear, a plan for achiev-

ing the objective has been developed, and the members of the collective
effort are being led in the execution of the plan.

Task Force
A group within the structure of a codition which does a particular job and
brings ther findings and recommendations back to the whole group for

review. Task forces are based upon issues, and are often short-term ori-
ented and collaborative in nature.

Tokenism
Symbolic gestures rather than effective action towards a god.
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Vision
A compdling statement of what one wants to create; the engine that drives
drategies and gives them ther force.

Volunteer Leaders
Leaders that may be members of volunteer neighborhood groups (includ-
ing block associations, parent associations, merchant associations and neigh-
borhood organizations. Not only do these leaders have red grassroots con-
stituencies but they have an access “high risk” and “yet to be reached” popu-
lations that may live in ther communities.

Portions of the above definitions came from Arthur Himmdman and Beth
Rosenthd.

Developing Community Capacity




	Table of Contents
	Acknowledgements
	Preface
	Introduction
	Chapter 1 - Leadership: Building Capacity to Lead a Community-Based Process
	Chapter 2 - Multiculturalism and Coalitions
	Chapter 3 - Building the Coalition
	Chapter 4 - Grassroots Organizations: Building Capacity
	Chapter 5 - Community Assessment: A Tool for Mobilizing the Community and Action Planning
	Conclusion: Making Change That Lasts
	Bibliography
	Glossary

