SECTION F
USING A SYSTEMS CHANGE APPROACH
TO BUILDING COMMUNITIES







Using a Systems Change
ﬁ to Buﬂding

Communities

Approac

Prepared by
Beverly Parsons
InSites
Boulder, cO

Prepared £Or
The Danforth Foundation

St. Louis, MO




©InSites, Boulder, CO 1997



CONTENTS

Aclznowleclg’ements ............................... F-7
Abstract . ... . ... F-9
Cllapter I

Using Systems Chang’e in Redesig’ning’

Communities in Response to Social Change ... ... ... ... F-11
Introduction . .. ........ .. ... .. ... F-11
Resources . ... . F-13

Chapter IT

Competing Types of Social Systems ................... F-15
Community—Buﬂding System Choices ... ............. F-15
Further Reaclings on Community Builcling ............. F-21

Chapter 111

Principles for Designing Today’s Social Systems . ......... F-23
Systemic Approaches ............................ F-23
Results-Oriented Approaches ...................... F-24
Resident-Based Approaclles ........................ F-26
Composite Picture of Change ...................... F-28
Further Rea(lings on Systems Thinlzing and Learning ... .. F-30
Further Rea(lings on Purpose and Results-Oriented Change . F-31
Further Rea&ings on Resident-Based Change ........... F-32

Chapter v

Selecting’ Stakeholders and Partners to Analyze the

Status of Community Systems . ...................... F-33
What Is the “Community?” ... ... F-33
Who Should Do the Analysis? ..................... F-35
Readiness for Change ............................ F-37
Further Readings on Analyzing Community Systems . . . . . . F-39

Chapter \

Mapping the Status of Community-Based Systems Chang’e. . F-41
Stages of Change ............................... F-41
Levers of Change ............................... F-48
Further Reaclings on Stages and Strategies of Change ...... F-56

C}lapter VI

Assessing Community-Base(l Systems Chang’e ........... F-59
Customizing the Analysis ......................... F-59
Further Readings on Assessing Systems Change ......... F-61

Figure 1 — The Foundation of Changing from

Institutional to Community—Based Systems . ............... F-29

Figure 2 — Continuum of Community—Building

System Change .................................... F-62

F-5







ACKNOWLEDGEMENTS

The way of conceptualizing the approacil taken here has been silape(i mainiy
’ci'irougil our work with the Danforth Foundation’s Poiicymaizers7 Program,
the Education Commission of the States, the W.K. Ke]logg Foundation’s
Families and Neigiii)oriioods Initiative, and work with state, uri)an, and rural
systemic initiatives funded ]oy the National Science Foundation. This work
builds on the tilinizing of many other peopie , most of whose work is referenced
in the document. Various Healthier Communities efforts across the country
have also influenced our tilinizing consi(ierai)iy.

This paper has been enriched i)y the comments of the foiiowing reviewers:

Lioy(i Frandsen, Sid Gardner, Jane Gerioer(iing, Hoiiy Halverson, Cornelius
Hogan, Sharon ]oimson, Ann Kubisch, Steven Kukic, Peter R. Lee, Ted
Mariaie, and Linda Swenson.

Amy Anderson (researcii associate), Andra N icoii, (research associate),

Keith Bromiey (e(ii’cor), and Carol Bosserman (evaiuation/ administrative
assistant) assisted in the preparation of this document.

This document was prepareci under a grant from The Danforth
Foundation. The information and opinions provicieci herein are the sole
responsibility of the author and do not represent agreement or positions of the
Danforth Foundation, reviewers, or i:un(iing agents. Not for attribution or
citation without permission from the Danforth Foundation or InSites.

InSites is a Colorado-based non—profit 501(c)3 organization that con-
ducts research and evaluation and provi(ies technical assistance to education-
al and social institutions/ agencies and poiicymaizers engageci in major Change
within their social systems.

F-7







ABSTRACT

This paper was clesignecl to help people who have become cliscouragecl on their
journeys toward changing social systems within communities. This paper pro-
vides leaders and facilitators of community-change efforts with both a model
for change in social systems and a tool to work with others to analyze the sta-
tus of their change efforts. The reclesign of social systems is an essential part
of l)uilding/rebuilding our communities to better support the Weﬂ—l)eing of
children and families. Deep, and often invisible, fundamental principles sup-
port these systems, carrying assumptions so ingrainecl in us, we scarcely rec-
ognize their existence.

Three types of systems—bureaucratic , pro£essiona1, and community—are
intertwined in the social systems of a community. Curren’tly, the balance tilts
toward a combination of the bureaucratic and professional, creating an insti-
tutional focus. Given toclay7s social conditions, this paper argues that the bal-
ance needs to shift toward a community—pro£essional combination, grounded
in the assets and desires of the community.

Three fundamental principles appear important in re]ouilding communi-
ties. The first concerns systems thinlzing and 1earning, including 1ooleing at
systems holisticaﬂy, with changing, fluid rela’cions}lips rather than unchang—
ing entities. The second principle emphasizes attention to the purposes of our
systems and the results Jchey achieved. The third principle focuses on the
rel)uilcling of community, groundecl in the strengths, needs, hopes, and
dreams of its residents.

This paper considers which community members should be involved in
assessing the community’s status and orientation toward systems change.
Four groups of people are highligh’ced: community residents, nonresidents
with special 12now1e(lge of the community, members of informal multipurpose
social units (such as £amﬂy units or organizecl city ]:)locles), and representatives
of systems established for a specific purpose such as education or health. This
paper examines: (a) the stages of change that individuals and groups go
through as they move from an institutionaﬂy centered system to a more com-
muni’ty—l)ased system and (l)) the “levers” for systems change—the mecha-
nisms loy which people recreate systems.

The stages and 1evers of change serve as the ]gases for (lesigning a
Continuum o][ Community-Bui/a’ing Systems Clzange. The continuum is the
tool a cross-role group uses to analyze the current status of systems change
and to generate ideas about next steps.

Finaﬂy, this paper discusses how the continuum of change can be tailored
to speciﬁc situations.
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CHAPTER | — USING SYSTEMS CHANGE IN

REDESIGNING COMMUNITIES IN
RESPONSE TO SOCIAL CHANGE

INTRODUCTION

Have you become ctiscourage(t on your journey toward changing social sys-
tems within communities to better meet the needs of toctay’s society? This
paper provi(tes leaders and facilitators of community-ctlange efforts with a way
of ttlintzing about the process of ctlanging a social system. [t also contains a
tool to help them work with others to assess both the status of their ctlange
efforts and the next steps. [t addresses the formal and informal systems affect-
ing children and families within communities.

The primary purpose of designing or redesigning social systems in today’s
society is to tletp build communities that promote the weﬂ—l)eing of children
and families. These are the core elements of our society. Community build-
ing means strengthening the capacity of local residents, associations, and
organizations to work in(tividuaﬂy and coﬂectivety toward sustained commu-
nity improvement. Community t)uitcting involves ctevetoping the capacity of
neight)ortlood residents to identity and gain access to opportunities and effect
ctlange as well as developing leaders within the community.

Community ]ouilcting also focuses on the nature, strengttl, and scope of
relationships between individuals in the community and in organizations,
government entities, foundations, and other groups inside and outside the
community. Ttlrougtl this tzinstlip , community builders can exctlange and use
information, resources, and assistance. Qrganizationaﬂy, community—t)uild—
ing initiatives can ctevetop the capacity of formal and informal institutions
within the community to provicte goods and services ettectively and can devel-
op relationstlips between organizations within and t)eyon(t the community to
maximize resources and coordinate strategies.l

Bach level of community t)uitcting—trom individuals to organizations—
requires capacity t)uitcting and the acceptance of the role of ongoing learner.
Buitcting stakeholder capacities (t)ottl organizational and inctivi(tuat) and con-
necting these components is what community building is all about.
Community t)uitcting is as much about how transformations occur as creat-
ing proctuct—orientect results. It is about increasing the capacities of individu-
als as well as neigtlt)orhoods to create systems which work with ttlern, not at
them or for them.

Consi(lering Three Social Systems

Three competing types of social systems are evident—the bureaucratic, pro-
tessionat, and community models. Currently, our community systems are
tleavily based on bureaucratic and protessionat models. As a result, systems
are growing more distant from the realities, assets, and tlopes of a communi-
ty’s residents.

1
For further information on compretlensive community initiatives, see the work of the Aspen
Institute’s Roundtable on Comprehensive Community Initiatives for Children and Families.




[t is important to encourage greater consideration of the community
model in combination with the proiessionai model. This new balance would
emphasize the assets of a community’s residents and shift the role of proies—
sionals such as educators and human-service and medical professionais to one
of i)uii(iing on the assets of the community rather than emphasizing needs.

Three Essential Principles

Basic principies or beliefs can resiiape social systems within communities to
better support children and families. Deep and often invisible fundamental
principies support these systems—the interiocieing and inter(iepen(ient parts
—ot our society. Certain assumptions are ’cypically SO ingraineci in us that we
scarceiy recognize their existence. If we want our systems to ciiange in fun-
damental ways, it is necessary that these principles ciiange.

Three fundamental principles are important in re]ouii(iing communi-
ties. The first concerns systems thinizing and 1earning. This includes iooizing
at systems iioiisticaiiy—not oniy at the parts but also at the relationships
between the parts—as well as seeing that systems are ever ci'langing This
requires that we see ourselves as ongoing learners and a(ijusters of systems.
The second principie concerns the purposes of our systems (an(i the results
expecte(i from tiiern). This purpose must be empiiasize(i and, in many cases,
redefined. The third principie concerns resiiaping community, groun(ieci in
the strengths, nee(is, iiopes, and dreams of its residents.

Deﬁning’ the Community

In the ci'iange process, one must determine what constitutes a community
and who needs to be involved in assessing the community’s status and orien-
tation toward systems change. We i)egin with an expianation of how to define
the community and then i(ien’tiiy four groups to consider when (ietermining
who will be involved in the anaiysis: community residents, nonresidents with
speciai iznowiecige of the community, informal muitipurpose social units such
as neighborhoocl associations, and representatives of purpose—i)ase(i systems
that have a distinctive purpose such as e(iucation, social services, heaith, eco-
nomic (ieveiopment, piiysicai and environmental arenas, and social jus’cice.2

The focal point of the paper is a continuum of community—]oaseci systems
ciiange. This continuum is a tool and a way of iooieing at (a) the stages of
cilange that individuals and groups go ’tilrougii as they move from the current
coniiguration of formal and informal systems to the desired systems configu—
rations, and (i)) the “levers” for systems ciiange. By this we mean the mecha-
nisms i)y which peopie can recreate systems (ior exampie, changing the meth-
ods of governance, reaiiocating financial resources, investing in the training
and (ieveiopment of peopie, and communications strategies).

This continuum of systems ci'lange i'leips peopie move forward to under-
take the next piiase of their community systems ciiange initiative.

2 . « ”
Hereai:ter, these systems will be referred to as purpose-i)aseci systems.



RESOURCES

Throughou’c the paper, references to complementary materials are provided.
These references represent only a few of the many fine materials available.
The ones referenced tend to be lzey documents we used in developing this
paper or short, easy—to—reacl articles that might be given to community mem-

ers.

In addition to the specific materials reference(l, you are encouraged to
contact the following organizations to obtain their pu]alication lists and talk
with 1zey staff. Materials from these groups are seldom listed in the “Further
Reaclings" sections of the paper because the numbers of relevant materials are
very extensive. Resources from these organizations and/or references they can
provide to other groups will connect youtoa full array of ideas for how to pro-
ceed with community—l)ased systems change efforts.

Bush Center for Child Development and Social Policy
310 Prospect Street

New Haven, CN 06510

203 432-9944 » FAX: 203 432-9949

Finance Project

1341 G Street, NW, Suite 820
Washington, DC 20005
202 628-4200 ¢ FAX: 202 628-4205

Center for Collaboration for Children
California State University at Fullerton
Fuﬂerton, CA 92834.-6868

714 773-2166 * FAX: 714 449-5235

Healthcare Forum

425 Market Street

San Francisco, CA 94105

415 356-4300 * FAX: 415 356-9300

Center for the Study of Social Policy
1250 Eye Street, NW, Suite 503
Washington, DC 20005

202 371-1565 » FAX: 202 371-1472,

Institute for Educational Lea(lership

1001 Connecticut Avenue, NW, Suite 310
Washington, DC 20036

202 822-8405 * FAX 202-872-4050

Education Commission of the States
707 17th Street, Suite 2700

Denver, CO 80202-3427

303 299-3600 * FAX: 303 296-8332




National Civic League

1445 Market Street

Denver, CO 80202

303 571-4343  FAX: 303 571-4404

F‘amﬂy Impact Seminar

1100 Seventeenth Street, NW, Suite 901
Washington, DC 20036
202 467-5114 » FAX: 202 223-2329

National Governors” Association

444 N. Capitol Street

Washington, DC 20001-1512

202 624-5300 * FAX: 202 624-5313

F‘amﬂy Resource Coalition

200 South Michigan Avenue, 16th Floor
Chicago, L 60604
312 341-0900 ¢ FAX: 312 341-9361

Roundtable on Comprehensive Community
Initiatives for Children and Families

The Aspen Institute

345 East 46th Street, Suite 700

New York, NY 10017-3562

212 697-1226 « FAX: 212 697-2258



CHAPTER Il — COMPETING TYPES OF SOCIAL SYSTEMS

When our efforts to create signiﬁcant change in how people work and inter-
act within a community 1ag, it is often because the changes have been focused
on symptoms and super{:icial issues rather than fundamental characteristics
that shape community life. For the growing number of community—hasecl ini-
tiatives springing up around the country, we are 1earning that the needed
changes lie much deeper and are more interconnected than many ini‘ciaﬂy
assumed.

As we peel back the 1ayers of our social systems, we see that many of the
systems we have were designed for a different set of conditions and circum-
stances than we find ourselves in today. The systems that worked in low-tech
times with smaller popula’cions are not able to handle the increasing com-
plexities resulting from new technologies and a 1arger and more diverse pop-
ulation. Our ways of designing systems are closely tied to our history.

In a broad sense, three different systems (discussed Lelow) are competing:
the bureaucratic, professional, and community models. The chaﬂenge we face
is un(lerstancling what these three system types are and (letermining when
cach is most useful. There is no perfec’c system. We need to 12eep acljusting our
systems to fit our purposes. Much of the community-building struggle cen-
ters on the lack of clarity about these basic systems and how they can be inte-
gratecl to support a strong, vibrant environment for children and families.

COMMUNITY-BUILDING SYSTEM CHOICES
Consider these three system models:

e The lﬁerarchica], bureaucratic model uses top—down decision mak-
ing and has fixed rules and regula’cions. For many years, this model has
been the preclominant approach for most organizations in this coun-
try. While it is the appropriate approach in the case of policies that
need to be consistent—hiring practices and payroll management, for
example—it traditionaﬂy has covered a wide range of functions within
a given system. When workers feel like “numbers,” it is often because
they are Leing treated from a bureaucratic model perspec’cive.3

* The professional model evolved as a l)yprocluct of the clevelopment of
the service in(lus’try. The professional model relies on people with spe-
cialized lenowledge and skills. Tt defines “clients” as those in need of a
particular service or product and “professionals” as the experts who can
provi(le what the clients need.

For example, if the pro£essiona1 model is used in a school setting,
educators are the professionals responsible for deﬁning what students
should learn and for provi(ling the evidence that teaching and 1earning

3Tlle term “bureaucracy” was origina]ly used to neutraﬂy describe a certain type of organizational struc-

ture. However, over time, it has taken on a negative connotation because of frequent misapplication. For

further information on this model as well as other variations of the prmcessional model, see Mintzkerg,
H. (1979). The Structuring 0][ Organizations. Englewoocl Cligs, NJ: Prentice Haﬂ, Ine.



have been successful. In human services, social workers, psychologis’cs,

’cherapis’cs, and others are those responsil)le for “treating” a person wit
[ ”

a “need.

At the core of both the bureaucratic and pro£essional models is a
strong element of control outside the person served.

o The community model, lay contrast, emphasizes consent. The
clients/beneficiaries in the professional model become active partici-
pants in decision malzing.

Applying this model to education, parents and students may take
the lead in identi£ying needs , Worlzing through choices , coming up with
solutions, and creating the conditions and environments they believe
will work best in meeting the needs of all those involved. The profes—
sionals would support their direction. In the case of social services,
families and communities define their needs , and professionals work in
supportive roles to help them accomplish their goals and use their
assets. This model emphasizes interconnectedness as well as meaning-
ful and productive work for community residents.

As our society has moved away from bureaucratic organizations over the
last few decades, we have been moving toward professional organizations and
services. There is growing recognition that pro£essionalism has its shortcom-
ings and can actuaﬂy undermine community louilcling.

Bach of these three models can operate simultaneously in a community,
separately in some areas and overlapping in others. In the best-case scenario,
each model would be used when appropriate, with effective communication
providing the necessary connections among all three within and among sys-
tems. A major community—l)uilcling issue is fincling the appropriate balance
between professional services and community—l:)asecl caring and action.

The professional and community models warrant further considera’tion,
since the distinction between the two is crucial as groups develop their goals
and strategies for systems change.

The Professional Model

The premise of this model is that well-trained professionals can help society
ameliorate prohlems and chaﬂenges. Professionals become experts in certain
clisciplines or fields of stucly ancl, in medicine, human services, education, and
other fields, provide services to clients or beneficiaries. Special training is a
12ey definer of professional work. Professionals are ’cypicaﬂy also socialized into
the norms of their formal organizations/institutions and professional societies
in ways that benefit the profession and the organization. Professional institu-
tions surrender considerable control over their choices of workers and ways of
perforrning work to outside institutions (e.g., universities) that train and cer-
tify the pro£essionals. Professional practices increase the quality of the services
provided.



Society is moving toward “professionalization” of services because of effi-
ciency and expected increase in quality. According to national statistics, in
1900, approximately 10 percent of the workforce proclucect services while the
remaining 90 percent proctucect goocts. Current projections suggest that t)y
the year 2000, the service workforce will represent 90 percent of the
employed workforce.* In some ways, this indicates that society is tacing pre-
Viously unsatisfied need; in other ways, this indicates that protessionals are
assuming functions that previously were personal and community functions.

In his book, The Careless Society, author Jotln McKnigtlt expresses con-
cern that caring within communities has been transformed into a technical
process—a service—that protessionals are trained to pertorrn on clients.” He
believes the evolution of bereavement counseling illustrates this point.

Before the advent of bereavement counseling, when a townsperson (tiect,
friends and relatives came together to mourn. Ttley met griet togettler as a
community, ottering ptlysical and emotional support to the bereaved tamily.

Then came bereavement counseling. The counselor offered a method for
“processing” griet. A college ctiploma and protessional license made the coun-
selor “credible.” Many—trained in the use of innovative tools and certified t)y
universities and medical centers—seek this protessional service out of habit.

Now, when a townsperson dies, tamily and friends hesitate to go to the
bereaved tamily because these people believe that the bereavement counselor
knows best how to process griet. Local clergy even seek technical assistance
from the bereavement counselor to learn the correct form for ctealing with
griet. But as an unintended consequence, the grieving tamily misinterprets
the absence of tamily and friends as signs of their lack of caring.

With this story, McKnight illustrates that new protessional expertise or
tools have trayect the social fabric of community and undermined neight)orly
o]oligations and community ways of coming togettler. As citizens see profes-
sionalized services assume more community functions, citizens are loeginning
to doubt their common capacity to care. As a result, citizens and communi-
ties have become partiaﬂy (tepen(tent on “counterfeit caring”—tluman ser-
vices—as a substitute for their own 12now1edge, wisdom, and tlumanity in
solving prot)lems within their communities.

Accorcting to McKnight, society in general has grown frustrated with the
minor impact increasing numbers of protessionals have on escalating social
pro]alems and rapi(ﬂy deteriorating families and communities. Society criti-
cizes the protessional approactl as inefficient, but the move toward protes—
sionalism was originaﬂy conceived as a more efficient way of dealing with
social prot)lems. Professionals are currently criticized for costing more money
but proctucing inaotequate results. Professionals also are criticized as elitist,
arrogant, and dominant. Professionals may have the power to identity pro]a—
1ems, create solutions, implement ttlem, and evaluate the etticacy of the treat-

* See McKnight, ]otln. (1995). The Careless Society: Community and Its Counterfeits. New York, NY:
Basic Books.

° Many of the ideas in this cllapter are based on the insigtlts McKnight shared in The Careless Society:
Community and Its Caunterf;zits.




ment. But clients have been strippecl of personal opportunities to participate
in this process because of assumed lack of expertise.

A further criticism is that professionalism works to the detriment of soci-
ety. Professional dominance exerts negative effects upon the pro]glem—solving
capacities of the primary social structures of society: families, neighborhoods,
churches/ synagogues, and ethnic groups. The ultimate ’tragedy is that profes—
sionals can create a cycle of dependence and impotence which may affect
other social and economic pro]olems for which further pro£essional treatment
only creates (leeper (lepenclence. To justi£y the continuation of professional
services, pro£essionals may define “need” as a deficiency within individuals
and communities. In this case, human-service tools can place people at risk
for low self-esteem and low self—worth, poverty, and clisempowerment.

The Community Model

Unlike the professional model that focuses on eradica’cing the “need” in fam-
ilies and communities, the community model focuses on maximizing each
person’s existing capalailities. Individuals initiate capacity Luilding and the
pooling of resources and power among members, rather than relying on out-
side people or institutions.

In this model informal community associations and structures are power-
ful vehicles for community decision malzing, critical clialogue, and opinion
formation that influences the problem—solving capacities of community mem-
bers. “Community guides" act as counterpoints to credentialed, licensed pro-
fessional service workers in communities. These guicles are themselves mem-
bers of a community and help other members navigate and make connections
within the community.

Instead of the professionals, community members are seen as pro]alem
definers and problem solvers. The raw material of community is capacity,
because community interactions are built on the importance of each person.
It is the sum of community members’ capacities that represents the power of
the group, not deficiencies or needs.

The Professional and Community
Collaboration Model

Currently, the most promising model for a community’s social system is like-
1y one that ljrings ’together pro£essionals and community to rebuild commu-
nities and strengthen families, weaving in threads of })ureaucracy or hierarchy
to provide a depencla]ole, but flexible structure. Central to this model is over-
coming the inherent tension between communities and institutions. The
associations of the community represent social tools that are unlike those of
managed institutions.

For example, the structure of institutions is designed to control people.
On the other hancl, the less formal structure of associations is the result of
people acting through consent. It is critical that people distinguish between
these two motivating £orces, because there are many goals that can be fulfilled



oniy ttirougii consent, while in other cases controls preserve justice and fair-

ness.

In worieing out a combined bureaucratic, protessionai, and community

moctei, it's important to recognize the differences between community asso-

.. . . . . 6
ciations anct protess10nal or ottier institutions.

Interdependence defines associations in communities. To weaken one
association weakens them all. For exampie, if the local church cioses,
several seit—iieip groups that meet in the church basement will lose their
home. If the American Legion disbands, several community fund-rais-
ing events and the maintenance of the local ioaiipariz will stop. Contrast
these events with the individualistic perception of service (ieiivery in
human services, eciucation, and medicine where institutions have sep-
arate facilities and operate inctepenctentiy of one another.

In community environments, peopie aciznowiectge their tendencies to
make mistakes. But most institutions are (iesigne(i to adhere to a
vision in which things can be done rigtlt and an or(ieriy pertection can
be achieved. Ciients, too, must meet this standard.

In community associations, there is room for many leaders and room
for ieactersiiip capacity to (ieveiop. This democratic structure assumes
that the best ideas come from the ienowie(ige of the collected members
of the community. Effective life in community associations incorpo-
rates all of those weaknesses and reveals a unique community intelli-
gence. Contrast this with the hierarchical structure of institutions that
reserves iea(iersiiip roles for a few.

Associations can respon(i more quiciziy. Tiiey are not constrained i)y
institutional iayers like pianning committees, i)uctget offices, adminis-
tration, and so forth.

Because ttley are so interconnected, associations within communities
can often responci quiciziy and speciticaiiy to the needs of peopie who
come to them for tieip. In institutions, peopie often inherit iat)eis,
while in associations, peopie are not defined t)y labels. Insteact, their
“silortcomings" are accepte(i and dealt with.

The intormaiity of community associations allows for spontaneous,
creative solutions. Institutions often require those with creative ideas
to follow channels and adhere to poiicy.

Relationships in a community are individual and conducted face-to-
face. Institutions, on the other hand, have great (iitticuity (teveioping
programs or activities that recognize the unique characteristics of eac
individual involved. An institution’s tiigti-ievei focus is not on louii(iing
relationships, but on remaining detached.

Associations (an(i the community tiiey create) are forums that encour-
age citizensiiip. Institutions, t)y virtue of their managect structures,
typicaiiy find it more difficult to act as forums for citizenstiip.

0 For more information on this, see McKnigtit (19995).




e Ifit is care that families or individuals need rather than service, insti-
tutions seldom sa’cisfy that need. When care is needed, communities
are much more hleely to produce and deliver it.

Professional organizations and institutions migh’c take several actions to
build a relationship with the community to potentiaﬂy enhance community
capacity. These actions include:

* reinvesting resources to s’crengthen the local community economy and
income of individuals

Worlzing with the community to create “community frien(ﬂy" maps of
capacities and assets within the community—drawing on the institu-
tion's analytic capacities and information sources

i educating community residents in the skills of their profession to allow
residents to be more self-sufficient and less depenclent on professional
services
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McKnight builds a case for focusing on the competence of communities and warns
of the clangers of over “professionaliza’cion” of social services. Three chapters dis-
cuss community l)uilcling in depth. Community Organizing in the Eiglzties: Toward
a Post—A/insLy Agenda, (w1t11 John Kretzmann) discusses how the structure of
neigh})orhoocls has changecl consicleraljly since the 1940s when Saul Alinslzy was
organizing communities, yet the strategies for organizing communities have
remained rela’cively constant. McKnight presents new approaches to l)uilcling the
capacity of individuals and organizations from within the community to clevelop
the a})ility to meet their own needs.

Realef;'ning Community defines communities as collective associations—formal and
informal—and how to build community ]oy &eveloping relationships across com-
munity life. Regenerating Community discusses the evolving roles and characteris-
tics of individual and institutional stakeholders within a community and the poten-
tial struggles these groups will encounter.

McKnight, ]ol’m L.and Jo}ln P. Kretzmann. (1993). Bui/aling Communities ﬁ'om the Inside
Out: A Path Toward Finding and Mol)i/izing a Community’s Assets. Evanston, IL:
Center for Urban Affairs and Policy Researcl'l, Neigh]aorhoo& Innovations
Networlz, Northwestern University.

This workbook is intended to help communities engage in the community build-
ing process. The workbook offers useful tec}miques for })uilcling capacity, mobiliz-
ing resources, tleveloping supportive policies, and malzing connec’cions/l)uilcling
rela’cions}lips among stakeholders.

Sergiovanni, Thomas J. (1996). “Building Community in Schools.” Community
Education Journal, Vol. XXII, Nos. 1 & 2.

This article describes the coﬂapse of community that has occurred in our society

and offers suggestions for reljuilcling procluc’cive communities.







CHAPTER Il — PRINCIPLES FOR

DESIGNING TODAY’S SOCIAL SYSTEMS

As discussed in the previous ciiapter, no one system is good or bad in and of
itself. The issue is how to (iesign and combine systems to foster health at the
level of community. In (ioing so, it is important to consider the opera’cionai
principies or values embedded within and across systems. Three guiciing prin-
cipies appear especiaﬂy important to consider in today’s social environment:

1) Talzing’ a “systems tllinlzing’" perspective. This means iooizing at
the relationships and connections among parts of systems and
across systems. The current and past tendencies have been to focus
on isolated systems and components of systems.

2)  Determining if systems are aclﬁeving’ results congruent with
their intended purpose. Many systems currentiy engage in activ-
ities that follow the rules based on what worked in the past, whether
or not the systems produce desired results today or foster iieaitiiy
r}c;lationships with the other systems that have grown up around
them.

3) Emphasizing’ system cllang’es that are driven l)y the perspec-
tives of community residents. Currentiy, proiessionai service
provi(iers usuaiiy determine changes based on what they determine
is best for clients or for themselves.

In the remainder of this chapter we describe each of these principles in
greater detail.

SYSTEMIC APPROACHES

A ciesign that considers the whole picture rather than just parts of it is a desir-
able system characteristic that communities seek today. That is, the approach
is systemic. This approach involves consiclering the interrelatedness of parts
within a system. This appi'oacii also recognizes the structure within the struc-
ture and aciznowie(iges that the parts must interconnect. In fact, the defini-
tion of a system is in the relationship of its parts.

While it may ]oegin as a superiiciai assessment of parts interconnecting,
compreilensive systems tilinizing goes well ]aeyon(i this point and anaiyzes pat-
terns of interreiationsi'lips and their clynarnic movements — often “two steps
forward and one step back” as decisions and clianges are i)eing made.”

Systemic tiiinizing and action seck an holistic and sustainable improve-
ment in the pattern of interrelationships between parts of a process or sys-
tem—for instance, the neighi)oriioo&. Bach part of a neighijoriioo& is influ-
enced l)y the actions and reactions of systems i)eyonci it. Anaiyzing the pat-
terns and i)uii(iing iinizages among systems and within components of systems

7

This a.pproa.cli is different from some compreliensive community initiatives that look i)roa(ily at all
the components or separate systems of a community, but fail to focus on their interconnections and
interactions.




requires facilitation skills, ﬂexii)iiity, and an ai)ility to move between all levels,
instead of iocusing on one. Analyzing and £ocusing also require an openness
to cilange at all levels.

This is a (iynamic, fluid, and ongoing process. This type of orientation is
often antithetical to the fundamental characteristics of many of the existing
social systems which are rigid and iormally separatecl into isolated and dis-
conzliecte(i components with an orientation toward a(i(iressing individual
needs.

Systems tiiinizing eventuaﬂy leads to comprehensive ciiange, but compre-
ensiveness is not the initial focus. Ra’ther, the focus is on un(iers’tancling the
interconnections, clynamics, and fundamental principies of the system, and
how to use these characteristics to lead to change across all community sys-
tems. One looks for patterns and natural clynamics to move desired ciianges
from one system to another. There is an opportunistic quaiity to the process,
instead of an emphasis on “iorcing" Change.

Systemic ti'iinieing begins with strategic consideration involving the
nature of an un(iertalzing and the central ci'iaiienges or assumptions the
un(iertaizing poses. System thinieing focuses on the patterns and cycies of
in’cerreiationships among the lzey components of a system. Just as cycies dom-
inate nature, so too ’ciiey dominate relationships among peopie and organiza-
tions.

Peopie go througli stages of change as systems are changing. To isolate
one from another is unnatural. People create systems; systems are a reflection
of people. Systems thinlzing accepts that, but because of the number of inter-
actions and levels aclcli‘esseci, inciivicluais, communities, and systems need con-
siderable time to act, react, and interact tiirougii the change process.

Time alone, however, is not the oniy consideration. Systems tiiinizing ,
pianning , and action require ways of 1ooieing at the un(ierlying structures that
create the cycies within reia’cionsiiips.8 Systems tl'iinlzing , planning , and
action also impiy i)eing in a mode of continual iearning. Systems are ciynarn—
ic. What used to work may no ionger toclay. Asa result, we need ongoing ways
to analyze systems.

RESULTS-ORIENTED APPROACHES

As we consider many of Jcoclay’s social systems, we find that Jchey often focus
on carrying out activities and cieiivering sets of services with the assumption
that certain results will be aciiieve(i, but with little attention to whether the
results ac’tuaﬂy are proclucecl. Two patterns account for much of this behav-
ior.

First, when systems were originaﬂy established, tiiey were well-connected
to results. However, over time conditions have ciiange(i, but the systems have
continued on without a(iequate a(ijustments to those changing conditions.

: For a detailed discussion of this, see Ciiapter 13 in Sense, P. M., et. al. (1994). The Fiftll Discip/ine
Fieldbook. New York, NY: Doui)ie(iay.



Secon(i, peopie have assumed that if tiiey took certain actions, results

would automaticaiiy follow. The story of a man who got a new (iog illustrates
this.

One (iay, while waiieing his new (iog, Jim ran into his neigiii)or,
Bill. Jim Sai(i, “Guess what? | ’taugiit my ciog how to talk!” “Weii,
that is incre(iiioie," Bill said. “Have him say a few words.” “Oil, i
repiieci Jim, “I just taugi'it him. He didn’t learn.”

Simiiariy, many of our systems perpetuate activities with the iiope, but
not necessariiy the evidence, that tiiey are accomplishing desired results.

Given the marked cilanges in Jco<iay"s communities, it is essential to focus
expiicitiy on what a system will accompiisi'i. In (ioing so, it is important to get
down to authentic purposes and call into question actions that have become
habitual but are superiiciai. A purposefui, results-oriented system defines the
outcomes or results expecte(i, then works backwards to (iesign actions that dis-
piay these results. The actions may need to be different for different peopie
and conditions. The commonality is around results, not the means of achiev-
ing those results.

As community systems move toward a results orientation, these systems
often experience a tension regar(iing “processes” and “prociucts." For some
peopie, results are defined in terms of a “prociuct" such as iauiiciing a recre-
ation center, provi(iing iiousing for someone in need, reciucing the amount of
litter on the streets, or cieaning up a vacant lot. For otiiers, the results tiiey
seek are defined in terms of “processes” such as iouii(iing and s‘crengtilening
reiziltionsiiips that serve as the basis for icientiiying and eiiectiveiy carrying out
tasks.

Within community initiatives, there are often strong advocates of a
process orientation and strong advocates of a product orientation. One group
sees the process of community ]ouii(iing as the most signiiicant aspect. The
other group sees the prociuct as the most valuable. There is typicaiiy an ongo-
ing tug of war between the two.

Effective results-oriented systems focus on both processes and products.
Products of a community project—a new pariz, a gym, a ilousing (ieveiop-
ment—are important in creating a sense of achievement and iegitimacy
among participants, outsiders, and the community as a whole. These visible
achievements can be izey to future iuncling for other projects and i)uii(iing
pi‘i(ie and inspiration based on achievement and aioiiity. Products often are the
measurable successes desired i)y residents as well as funders. Yet all too often,
these products are of short-term vaiue, because community members do not
have a sense of ownersilip of them. It is crucial that these produc’ts grow out
of relationships that have the poten’ciai to prO(iuce further produc’cs.

Such reia’cionsiiip—iauiiciing processes are essential components of creating
sustainable ciiange. Process is essential to iaciiitating social networks and
i)uiiciing capacity. Processes create the framework of reguiar interaction which
ileips (ieveiop and strengtiien reiationships. Neigilioors worizing toward posi-
tive ciiange in their communities build a iearning process and an awareness of




who lives and works within the streets ttley occupy. This lenowledge can be
critical to diagnosing and sotving pro]otems such as poverty, homelessness,
crime, and gang issues, and estat)listling the links that operate among them.

This is like maleing a cake. One needs all the ingrectients (ttle proctucts),
but one is not going to make a cake without certain processes—t)eating the
sugar and butter togettler, totding in the ﬂour, and t)alzing the cake in the
oven. Both pro&ucts and processes are essential.

Perspectives on the importance of process or pro&uct often ctlange with-
in an initiative. Perspectives may shift because of feedback regarcting irnple—
mentation efforts, whether the initiative responds to critical community
needs, which social assets and tunding are availat)le, or the value other com-
munity members place on the efforts of their neigtll)ors. As a result, when
t)uil(ting a purposetut, results-oriented approach, participants must caretuﬂy
discuss the balance between processes and prootucts.

This balance is ctosely tied to the dynamic of short-term vs. 1ong-term
results. Results-oriented initiatives that also incorporate systemic ttnntzing
strive to achieve short-term results that inspire 1ong—terrn change. Long-term
change, in turn, ultimately deals with basic prot)lerns and issues rather than
symptoms. Without systemic ttlinlzing, short-term results often are directed
toward symptoms. [t can be very valuable to address symptoms as 1ong as that
is not the end of the work. Too o{'ten, however, once the symptoms are gone,
peopte lose interest in act(tressing the more fundamental prot)lerns.

RESIDENT-BASED APPROACHES

The third fundamental assumption concerning the rectesign of formal and
informal community systems is that the perspectives of residents stlape the
ctlanges made. Too often, service provicters drive system ctlanges, and com-
munity residents are viewed as beneficiaries of services or as clients rather
than the ones who are 12ey to improving the quality of life in the community.
A community-t)uﬂ(ting orientation is about increasing the capacities of indi-
viduals as well as neigtltjortloocts to create systems which work with them, not
at them or for them. Eventuaﬂy, througtl these individuals in a group or
groups, accountat)ility ctevelops, as does a method for the community to work
to regenerate itself.

Currentty, most communities’ formal systems are built around hierarchi-
cal, top—ctown structures. These systems are often crisis- and prot)lem—orient—
ed. They focus on cteticits, create dependent relationships, and are character-
ized t)y competition. A community-t)uil(ting orientation promotes a sense of
equal partnership between protessionals and residents. This orientation focus-
es on the assets of all members of the community and on prevention of prot)—
lems. Tt builds interdependent, responsi]ale, accountable retationships.

On the wtlote, institutions typicaﬂy don’t look to the community until
ttley need to gain support for their strategies. To achieve cornrnunity-t)ase(t
systems ctlange, fundamental ctlanges must tlappen and be driven at the com-



munity level (e.g., neigh]oorhood schools). To 12eep the focus at the commu-
nity 1eve1, the broader levels of the system (e.g., state depar’cments of educa-
tion) need to support changes (clesirecl by the community), lending expertise
and perspective in the process, rather than determining what they think is best
for the community.

The notion of resident-initiated capacity l)uil(ling is illustrated in the
storyg of a community on Chicago’s west side:

A community of 60,000 people was 1arge1y poor and African
American—the majority dependent on welfare payments.
Residents had formed a Voluntary community organization that
encompassed an area where there were two hospitals. These hospi-
tals had not been accessible to the black residents in this neigh—

})OI']’IOOCL

The community organization })egan a political struggle to
“capture” the two hospitals. Tl'ley were successful in convincing
the board of directors of the hospitals to accept more neighbor—
hood people as patients and employ more community residents on
their staffs. After several years, the community organization
assessed the health status of the community. They found that
although they had “capturecl" the hospitals, there was no signiﬁ—
cant evidence that residents’ health had change(l since the com-
munity had greater access to the medical facilities in their neigh—

]OOI’l’lOOCl.

To determine the residents’ most common ailments, the com-
munity organization examined the hospitars medical records.
Examiners were surprise(l to learn that the top reasons for seeleing
medical treatment had little to do with disease. Ailments included
car acciclents, interpersonal attaclzs, bronchial infections, clog
]oites, and &mg/ alcohol-related prolalems. “Disease” was not the
main prol)lem the hospi’cals addressed. Instead, the hospitals dealt
with maladies related to social problems. The residents in the com-
munity organization recognizecl that there were social pro]olems in
their communities, and the hospitals were only treating the symp-

toms.

A group of concerned citizens from the community organiza-
tion analyzed this information and used it to get to the root caus-
es of these social problems. Then, they clevelopecl a strategy for
addressing these problems in their communities. To reduce the
number of car accidents, residents inves’cigated their neighborhood
to learn where these accidents were happening and why. With help
from an outside city—planning group that proviclecl detailed data on
neighborhood traffic patterns, residents learned that most acci-
dents occurred at the entrance to a clepartmen’c store parleing lot.

The group then peti’cioned the store owner to make changes. This
greatly reduced the number of acci(lents, and the number of peo-

J This story is from McKnigh’c, J. (19995).



ple in the neighl)orhood seelzing medical treatment for related
injuries.

To reduce the number of bronchial problems, residents learned
that good nutrition was a factor. A(lequa’ce fresh fruits and vegeta-
bles, especiaﬂy in winter, were too expensive for many residents.
So they sought solutions: growing their own fruits and Vegeta]:)les.
Since gar(lening space is limited in the city, residents built an
experimental greenhouse on the flat roof of an apartment house.
Citizens viewed the greenhouse as a tool to gain control of their
own health, but quiclely citizens also discovered that it was an eco-
nomic-clevelopment tool. The greenhouse increased their income,
because they now produced a commodity to use and sell. There
was another use for the greenhouse, one that maximized the
capacities of the community. The greenhouse trapped lost heat
and turned it into an asset, becoming an energy-conservation tool.

The community organization that spearheaclecl the greenhouse
project also owned a retirement home for elclerly members of the
community. The retirement home residents became regular plant
caretakers. They became excited and rejuvenated. They were able
to use some of the 12nowlec1ge they had learned as children and
young adults in rural areas, and the greenhouse became a tool to
empower older people in the community.

This story illustrates the hidden capacities within communities to define
and solve community—specific prol)lems and maximize their skills and talents
through a collective effort. It also illustrates how the community had a
results-oriented approach—inves’tigating whether the health of the people in
the community improved. And ﬁnaﬂy, the expanded use of the greenhouse
illustrates the systemic nature of the change process.

COMPOSITE PICTURE OF CHANGE

The previous perspectives present an overall picture of systems transitioning
from primarﬂy bureaucratic and professional (Wltl’l a touch of the communi-
ty model) to ones that are grounded in the community. These systems blend
the professional and community models previously discussed with appropriate
threads of the bureaucratic model. This shift involves moving from one set o
underlying principles to another, as depictecl in Figure 1, The Foundation of
Changing from Institutional to Community-Based Systems, below.

The arrow between the two types of systems represent the strategies and
initiatives that a community develops to move from one type of system to
another. The strategies and initiatives are multiple , and the progress from one
system type to another is in interconnected and overlapping stages.



Strategies/Initiatives for Chang’e

Bureaucratic/ Professional
Systems

Rules-Oriented

* Focused on short-term
activities

* TFocused on £ollowing rules

i Conﬂioting, clisjointecl rules

Piecemeal/ Parts-Oriented

* Isolated, disjoin’ced systems
* Separate parts

* Rigid

* Static

* Task-oriented projects

Service Delivery-Orientecl

e Deficit focused
e Hierarchical

o Crisis- and prol)lem—

oriente
° Monocultural

* Competitive

)

Community/ Professional
Systems

Purpose/Results-Oriented
* Purpose/mission drive
choices

° Process/product results are
value

e Long-term sustainable
results are sought

Systemically-Oriente(l

* Interconnected systems
* Holistic orientation

o Flexible

* Dynamic

i Evolving, comprehensive

initiatives

Community Buil(ling-
Oriented
. Asset—foeused

* Community/ Professionals
as equal partners

* Prevention-oriented
* Interdependent
d Accountalole

FIGURE 1 — THE FOUNDATION OF CHANGING FROM
INSTITUTIONAL TO COMMUNITY-BASED SYSTEMS




FURTHER READINGS ON SYSTEMS
THINKING AND LEARNING

Gates, Chris’cop}ler T. (1995/1996). “Maleing a Case for Collaborative Problem Solving."
Community Education ]ourna/, Vol. XXII, Nos. 1 & 2, Falmnter.

Discusses how all over America, dedicated community problem solvers are {inding
new ways of }oringing toget]ner the pu]olic, private, and nonprofit sectors in collab-
orative pro]olem—solving efforts.

Sense, PM. (1990). The Fiftk Discip/ine. New York, NY: Dou])leday/Currency.

This book has become a classic. It describes and encourages systems thinlzing. The
author considers systems thinlzing as the “fifth (liscipline" that organizations need
to cultivate to become learning organizations. The other Aisciplines are personal
mastery, shared vision, mental moclels, and team learning.

Sommerfeld, Meg. (1995). “A Community of Learners.” Education Week , 14, 25.

This article discusses the Community Learning Centers (CLC) project, a systemic
school—change clesign in Minnesota. Examples from actual CLC schools will be
help{:ul for communities that are interested in innovative ways to create a local hub
of learning that engages mul’ciple and diverse stakeholders.

Wheatley, M.J. (1992). Leaa]erslzfp and the New Science. San Francisco, CA: Berrett-
Hoehler Publishers.

Whea’cley looks at organizations through the eyes of new science. This includes dis-
cussing relationships and nonlinear connections as the sources of new lenowledge.
In this frameworlz, roles and structures are created from need and interest which
nurture individual and team creativity, the basis of learning organizations. An
inventive and compeﬂing book that looks at natural processes (suc]a as “relational
holism” in quantum physics) that maintain integrity and then asks central ques-
tions concerning organizational structure and processes in the same ligh’c.




FURTHER READINGS ON PURPOSE AND
RESULTS-ORIENTED CHANGE

Dry{oos, Joy G. (1994). Full-Service Schools. San Francisco, CA: Jossey-Bass Publishers.

This book provides examples of how communities are redefining the purposes for
their schools and creating new types of social centers that fit the conditions of the
community. Integrated support services in schools which include health, mental
health, and social service agencies are discussed as the “wave of the {:uture,” par-
ticularly in improving the social environment of disa&vantaged communities.
Projects/initiatives are included.

The Family Criteria Task Force. (1988). “A Strategy for Streng’chening Families: Using
Family Criteria in Policymalzing and Program Evaluation.” Washington, DC:
AAMFT Research and Education Foundation.

This paper ana.lyzes what can be done to ensure that policies are supportive of fam-
ily life. The paper underscores that the family is regularly affected 10y government
programs and policies whether at the fecleral, state, or local levels. However, the
family is seldom forma”y referred to Leyon(l rhetoric in policymalzing and a.naly-
sis. Program evaluation and policy ana.lysis regarding family programs are discussed
1)y aclznowledging the need for formal measurements of program outcomes and
discussion of how these measurements can be created.

Raacle, Lenaya. (1995). “An Effective School Model.” City Schools: A Research Magazine
About Urban Schools and Communities, Volume 1 , Number 3.

If schools are to affect students positively, schools must believe in students and that
all children can learn and flourish. There must be an unwavering commitment to
the po’cential of students and to their academic needs and concerns. This article
shows how communities have rethough’c the purposes of their schools.

Schae{‘fer, R.H. (1988). The Brea]etlzrouglz Strategy. New Yorlz, NY: Harper & Row.

This book provides an approach to deﬁning small units of c]nange to achieve early
results and build momentum for long-term c]nange.

Theo])alcl, Paul and Paul Nachtigal. (1995). “Culture, Community, and the Promise of
Rural Education.” Phi Delta KAPPAN, November.

This article focuses on the need for the rural school to stop emula’cing the urban
or suburban SC}IOOL and attend to its own pla.ce. Article sections include: industri-
alization: the name of the old game; ecology: the name of the new game; the
promise of rural education; and the task before rural educators. This article shows
how the rural context is 12ey to shaping the purpose and consequently the nature
of the education system.

United Way of America. (1996). Measuring Program Outcomes: A Practical Appraaclz.
Alexanclria, VA: United Way.

This guicle explains how to measure outcomes of United Way programs.

Work Group on Health Promotion and Community Development. (1995). Work Group
Fvaluation Handbook: Eva/uating and Supporting Community Initiatives for Health
and Deve/opment. Lawrence, Kansas: The Schiefelbusch Institute for Life Span
Studies.

This handbook outlines a system to support and evaluate nearly 20 different com-
munity initiatives.




FURTHER READINGS ON RESIDENT-BASED CHANGE

C]nrislip, David, Carl Larsen. (1995/ 1996) “Collaborative Leaders]nip: How Clitizens and
Civic Leaders Can Make a Difference.” Community BHducation ]ourna/, Vol. XXII,
Nos. 1 & 2, Fall [Winter.

This book discusses and demonstrates how citizens and civic leaders can make a
difference by serving as catalysts for collaboration.

Cortes, Ermesto, Jr. (1995/1996). “Engaging the Community in Education Reform.”
Community Education ]ouma/, Vol. XXII, Nos. 1 & 2, Fall/Winter.

The author argues that the community needs to be included at the core of every
effort to improve pul)lic education.

Heclaman, Paul E. and Jean M. Peacock. (1995). “Joining Schools and Families in
Community Change: A Context for Student Learning and Development." New
Sclzoo/s/ New Communities, Vol. 12, No 1, Fall.

As an overview of the Educational and Communi’cy Change (ECC) Project in
Tucson, AZ , the authors describe several ideas and concepts that merge school and
community; give examples of activities that teacllers, parents, and project staff
have created and implementecl; and i(lentify cl'lauenges and lessons learned.

Ma’chews, David. (1995/1996). “W]ay We Need to C]nange Our Concept of Community
Leaders]nip." Community Education ]ourna/, Vol. XXII, Nos. 1 & 2, Fall/Winter.

For fundamental change to occur, community citizens have to act, says the author.
Large groups of people need to be engaged fuﬂy in the process. Ul’cima’cely, when
citizens talk about leadership within their communities, these citizens are taﬂeing
about themselves.

Thompson, Scott. (1995). “Creating Community Alliances: A Guide to Improving
Project A(lvocacy and Dissemination.” New Schools, New Communities, Vol. 12
No. 1, Fall.

The author provi(les practical gui&ance for community initiatives interested in
establishing local atlvocacy groups to support the progress and Visibility of their
efforts.

Weiss, Al)]oy R. (1995). “The School—Community Connection.” New Schools, New
Communities, Vol. 12, No. 1, Eall.

Weirs shares the his’cory of the School—Communi’cy Connection project, an effort
designed to make real differences in the lives of children and families 1)y s’creng’ch—
ening relationsl'lips with their communities. The author also provi(les descriptions
of the six schools that par’cicipate(]. in the project and shares lessons learned in the
implementa’cion of these (lesigns.




CHAPTER IV — SELECTING STAKEHOLDERS AND

PARTNERS TO ANALYZE THE
STATUS OF COMMUNITY SYSTEMS

Who should analyze a community’s social systems to determine the next steps
in moving the whole set of community systems—formal and informal? How
can the principles discussed in the previous c}lapter become the normal modes
ot operation in the community? The choices seem endless.

In this chapter, we first define “community” for purposes of this analysis.
Next, we focus on identifying people to analyze the status of system change
in the community.

WHAT IS THE “COMMUNITY”?

Communities are often considered collections of ﬁiendships related to each
other l)y proximity. In actuality, a community is more than a place and more
than a series of friendships. Instead, it comprises various groups of people who
work together, face-to-face, in pul)lic and private life. The 1zey feature of com-
munity is its ’cenclency toward associations. The (lriving force behind the for-
mation and maintenance of community is not just the continuation and
expansion of familial ties, but the coming together of common citizens to
form both formal and informal associations that solve prololems.

Communities are comprisecl of inclivicluals, associations, and institutions
—all of which have assets for community Luilcling.

The associations that express and create “community” take several forms.
These associations can be relatively formal, with official names and officers
elected l)y the members—like the American Legion, the local church Lowling
1eague, or the local peace feﬂowship.

A second type is not so formal. It usuaﬂy has no officers or official name.
Nonetheless, it represents a gathering of citizens who solve pro]alems, cele-
brate together, and enjoy a social compact. These associations include polzer
clulas, coffee lzlatches, or neighborhood gatherings. Though ’chey may not
have a formal name and structure, they are often sites of critical clialogue,
opinion formation, information sharing, and decision maleing. These inter-
actions influence the values and proljlem—solving capacities of citizens.

A third form of association is less obvious, because it typicaﬂy occurs as
an enterprise or business. However, much of this kind of association activity
also takes place in local restaurants, loeauty parlors, ]oarloershops, ]oars, hard-
ware stores, and other places of business. People ga’cher in these places for
interaction as well as transaction.

Often, institutions have viewed communities and these three types of
associations as a collection of parochial, inexpert, unschooled, uniformed peo-
ple. Those accustomed to managed experiences and rela’cionships can see




communities as disordered and inefficient. Yet, there is often a hidden order
to communities and their associations created along six dimensions: "’

* Capacity — We build community associations on the strengti'is of
each community member. The sum of each person’s capacities repre-
sents the power of the group. This contrasts with the dominant pro-
fessional model, iocusing on the deficits or needs of communities and
their members.

* Collective Effort — The essence of community 1is people worizing
togetiler. One of the characteristics of community work is shared
responsiloility requiring many talents. Thus, a person labeled deficient
]Jy institutions can often find support in the collective capacities of a
community that can shape itself to the unique character of each per-
son.

¢ Informality — Community associations are critical elements of the
informal economy that 12eeps communities going. These associations
also are izey to authentic relationships. When authentic relationships
(ieveiop, a strong sense of caring also (ievelops in communities. This
informaiity allows for more ﬂexii)iiity in the community’s alaiiity to
incorporate both the capacities and weaknesses of members.

* Stories — In universities, peopie gatiler 12nowiecige tiirougi'l studies.
In institutions, peopie ga’cher lenowie(ige through reports. In commu-
nities, peopie ga’ther 12nowie(ige tilrough stories. These community sto-
ries allow peopie to reach back into their common histories and their
individual experiences for iznowie(ige about ciefining proi)iems and solv-
ing them. Successful community associations resist efforts to impose
the ioreign ianguage of studies and reports, because that ianguage
ignores their own capacities and insigi'its.

* Celebration — Community groups constan’ciy incorporate celebra-
tion, parties, and social events into their activities. The line between
work and piay is blurred, and the human nature of every(iay life
becomes part of the way of work.

* Trag’e(ly — One of the surest, most consistent strands of community
life is the expiicit common 12now1e(ige of trage(iy, death, and sui‘fering.
Professionals and institutions have tradi’cionaﬂy left little space for
these and have ignoreci them in their uncierstanciing of individual
capacities and deficiencies. Trage(iy heips humans acienowie(ige their
Iﬁortahty, but also heips them recognize their capacities to survive and
thrive.

The institutions within a community range from private businesses to pu]oiic

F institutions such as schoois, 1il)raries, hospitais, social service agencies, poiice
and fire stations, and recreational facilities. Such institutions are often the
most visible and formal aspect of a community’s structure.

To analyze the status of a community’s systems, we have used the term
“community” to refer to a group of peopie who are geograpi'iicaﬂy located

m 10 These dimensions are drawn from McKnigl'it (1995).



close to each other and bound together in ways described above. This group is
also bound together by other types of pu]olic governmental systems, trans-
portation systems, and economic conditions.

A community constitutes a collection of people who are in the process of
creating a collective Value—improving their Weﬂ—l)eing . For purposes of both
analysis and change, the most useful unit, that is a “community,” is a subset
of a city o, in a rural area, a geographical area that encompasses several small
t(lj;l)vns, £olr1 example, a county. A unit of 10,000 people seems to be a reason-
able size.

WHO SHOULD DO THE ANALYSIS?

Once you have identified your ‘community,” generate a list of the people
po’centiauy involved in the analysis. In our experience, the group size can vary
consiclerably—from 12 to 15 people to 100 people. If a 1arge group is
involved, small groups would handle portions of the analysis.

When selecting people for the analysis, consider two purposes for the
analysis: produc’c and process. The product purpose is to obtain the infor-
mation that comes from the analysis. The process purpose is to create a dia-
1ogue and shared unclerstan(ling of change within a leey group of people whose
commitment to change undertaken in the community is necessary.

By having this 12ey group involved in the analysis, the facilitator can
ecome acquainte(l with lzey people and gain insig}l’cs into the identification
of the people who may be important to involve in future phases of communi-
ty change. The facilitator can Lring toget}ler people for this analysis without
malzing a 1ong—term or specific commitment to their future involvement.

We will consider people with several different connections with the com-
munity: community residents, nonresidents with special lznowleclge, represen-
tatives of social units within the community, and representatives of purpose-
based pul)lic systems. Although it is difficult to determine all the types of peo-
ple and interactions of importance in the community, having a full range of
stakeholders and partners involved in the analysis is important for generating
meaningﬁll information and &eveloping the broad base of 12nowleclge and
understan(ling needed for fundamental systems change. Coﬂectively, the
group will see how one sector affects another in terms of underlying system
structures in the community.

Community Residents

At the core of the analysis and su]gsequent action are the residents of the com-
munity or neighbor}loocl to be analyze&. You need a broad range of residents
—representatives of the full age range, from youth to senior citizens, as well
as residents involved with the full range of social systems that operate within
the community. When selecting residents to be involved in the analysis, look
for people who are informal opinion leaders within the community. For this

11
We hope to learn more about the appropriate size unit of analysis from your experiences. Using the
catchment area of the hig}l schools appears to be a useful way to subdivide larger cities.




’tasiz, it may be valuable to select peopie who have some iamiiiarity with the
ianguage of systems. The other option is to spen(i time with the residents,
iamiiiarizing them with the concepts to i'leip them deflect intimidation from
proiessionais in the group.

Nonresidents with Special Knowle(lg’e

The community may have been the focus of community—ciiange efforts in the
past or have been involved in studies. A researcher or facilitator involved in
such an effort may have gaine(i a speciai iamiiiarity with the community that
would be valuable in the anaiysis.

Informal Multipurpose Social Units

“Informal multipurpose social units”are groups of individuals, such as iamiiy
memi)ers, neigili)ors who have organizecl tilemseives, or informal groups of
volunteers who have banded togetiler. Each of these “units”can be a 12ey focus
for ]ouiiciing strengtii and social capi’cai.12

Representatives of Purpose-Base(l Systems

Another way to view the community is to divide it into the purposes (e.g.,
education, governance, and ileaitii) that often serve as the basis for (ieiining
systems—iinizing to ways of soiving proi)iems and realizing ilopes and dreams.
Bach purpose—i)ase(i unit tends to have different (possi]:)iy overiapping) speciai—
irllterest groups involved, and also different priorities and different proiession—
als.

When consiciering these groups, distinguish between organizations that
have originateci in the community and those that are an extension of a sys-
tem external to the community. For exampie, a social service agency that is
an extension of state government operates and is viewed very (iii‘ferentiy from
a local nonproiit service agency affiliated with a local church, yet both may
be focused on the same purpose, e.g., mental health.

Many purpose—l)ase(i systems are formal bodies such as county, district,
state, and federal agencies that work within a structured pu]oiic sector system
such as health, education, or human services. These systems are often iiigil—
iy speciaiizeci, with proiessionais and some nonproiessionais worizing within
the constraints of the system and oHering services to the community,
ai’tilough the service provi(iers may irequentiy live outside the neigh]aoriloocl.
Others are local associations, reiigious institutions, cultural organizations,
and libraries that may have many more volunteers and nonproiessionais.13

2 For more information on building social capital, see the National Civic League (1993). The Civic
Index. New Yoriz, NY: National Civic League, Inc.

B For excellent information on i(ientii;ying the variety of associations, organizations, and institutions
within a community, see Kretzmann, J. P. and McKnight, J. L. (1993). Building Communities from the
Inside Out: A Path Toward Finc]ing and Molﬂ'/izing a Community’s Assets. Evanston, 1L: Northwestern
University.



Tasks and product outcomes are typicaﬂy defined around these units. And
within each unit, several different formal and informal systems may be oper-
ating. For our purposes, we have categorized the purpose—]jased systems into
seven categories, recognizing that some of these categories overlap:

* Social services and personal Well-]oeing' — The systems in this cat-
egory may be governmentat human services agencies as well as church-
es and community-]oased organizations. The types of services provided
encompass spiritual Weu—]oeing as well as social and emotional condi-
tions.

* Education — Communities may have a wide range of educational
institutions, but, minimaﬂy, cach one has connections to the put)lic
school system for K-12 education. Nearly all communities also encom-
pass or have links to community coﬂeges, technical coﬂeges, and/or
universities.

e Health — The pult)lic health systems, tlospitals, medical ctoctors, clin-
ics, complementary health practitioners (e.g., chiropractors, acupunc-
turists, massage ttlerapists, psyctlologists), and other private health-
care provicters may be relevant groups to include.

* Economic development — A wide variety of groups involved in eco-
nomic ctevelopment may be considered: community development cor-
porations, chambers of commerce, large and small businesses and their
associations, ]oanlzs, venture capitalists, and others.

. Physical and environmental maintenance/revitalization — Some
communities may have groups that emptlasize maintaining or revital-
izing the visible assets of the community by Luﬂding gyms, parlzs, and
tlousing ; cleaning up vacant lots; or actctressing air pollution and other
aspects of the environment. A local Community Development
Corporation, a put)lic tlousing agency, or private sector investors may
be tunctioning within the community.

* Social justice — Police departments and the court systems may be lzey
players in the community.

* Governance — Altl’lOU_gl'l all of the above categories encompass gov-
ernmental agencies, it is important to consider the overall governance
structure, particutarly emptrasizing clected officials (the mayor, city
council mem]oers, county commissioners, and the town clertz).

READINESS FOR CHANGE

When setecting peopte within and across these and other categories, consider
that there may be distinct cate§ories of peopte in terms of how ttley respond
to innovations and new ideas.' (The toﬂowing numbers in parenttleses indi-
cate the typical percentage of people who fall in each category relative to an

innovation.):
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see Rogers, E. M. (1983). Diﬁ[usion of Innovations. New York, NY: Macmillan Pul)listling Co.



Innovators — Innovators tend to be adventurous, eager to try new ideas,
and untroubled ]oy setbacks and incompleteness of ideas or methods. They
network quiclzly outside their local circles. (A]aout 3 percent)

Early A(lopters — Early aclopters are a part of the local social system and
include local opinion leaders. Early adopters are not as far ahead of the
average individual as innovators and are more trusted 1ocaﬂy. (Al)out 13
percent)

Early Majority — Members of the early majority aclopt new ideas just
before the average person and seldom hold 1ea(lersl1ip positions. They tend
to deliberate at length before adopting an innovation and decide to adopt an
innovation later than innovators and early adop’cers. (A]oout 34 percent)

Late Majority — Members of the late majority aclopt new ideas just after
the average persomn. They often don’t aclopt until it is an economic necessity
and/or there is growing peer pressure. They tend to have few resources and
are therefore more reluctant to take risks. (A]oou’c 34 percent)

Late Minority — Members of the late minority are the last to adopt an
innovation or may never aclopt it. They are not opinion leaders. They tend
to be isolated and their points of reference are in the past. (About 16 per-
cent)

When it comes to any given community, the proportion of people in the
various categories may be different than the figures given above. This is espe-
ciaﬂy true in poor communities when change involves some type of econom-
ic risk. More people are unable to take such risks and are more Iilzely to be in
the late majority category. Ifa system is going to Change ona 1a1'ge scale, 1a1'ge
proportions of nearly all of these categories of people must be functioning
under the mode of the new system.

When selecting people to be part of the analysis team, many will come
from the early adopter category. However, it may be useful to consider people
from the other categories to be sure that 12nowlec1ge of the full spectrum of
the community is present among the group.

Using the ideas a]aove, we suggest that the facilitator work with lzey groups
and individuals to generate a list of possible people to involve. It may be use-
ful to establish an informal advisory committee that chooses the selection cri-
teria and helps make the choices among possil)le participants.



FURTHER READINGS ON ANALYZING COMMUNITY SYSTEMS

Eclucation Commission of the States. (1991) Restructuring the Ea[ucation System:
Communication. Denver, CO: Education Commission of the States.

This was written speciiicaiiy to iieip schools cieveiop communication pians, howev-
er, the information provi(ieci will be ileipiui for any community and/or institution
interested in iearning how to ei'fectiveiy communicate with the pui)iic.

Mathews, Forrest David. (1994). Politics ][or Peop/e: Finaling a Responsi[y/e Public Voice.
Uri)ana, IL: University of linois Press.

This book discusses wily communication, inclusiveness, and iis’cening are critical
to i)uii(iing effective democracies.

Moore, G.A. (1991) Crossing t]ze Clzasm. New Yoriz, NY: Harper Business.

Moore cieveiops a continuum entitled the “Teci'inoiogy A(ioption Life Cycie” which
contends that teci'inoiogy is absorbed into any given community in stages corre-
spon(iing to the psyci'ioiogicai and social proﬁies of various segments within the
community. The ti'iiniaing is similar to that of Rogers. This psychograpiiic pro)tiie
—comi)ining psyciloiogy and ciemograpiiics—is used to market iiigi'i—’cecii products
i)y ioiiowing the users an(i/ or nonusers identified as: innovators, eariy a(iopters,
eariy majority, late majority, and iaggar(is. The patterns provicie ideas of what one
migiﬂ: expect in other fields such as community work.

Rogers, E.M. (1983). Diﬁ[usion 0][ Innovations. New Yorie, NY: Macmillan Pu]oiisi)ing Co.

Diffusion is the process of disseminating new ideas tiirougil channels (iormai and
in{ormai) in society. Diffusion can be seen as an act of social cilange. When new
ideas are diffused and are a(iopte(i or rejecteci, the process creates a ciiange in the
social environment. New ideas can be spread ina pianneci or spontaneous way. In
this book, Rogers syntiiesizes important {inclings from past researcii, criticizes the
work (Wi’liCi’l includes his own), and charts new directions in diffusion research and

anaiysis.

Weishbord, Marvin R. (1995). Future Search: An Action Program Guide to Fina]ing Common
Ground in Organizations and Communities. San Prancisco, CA: Berrett-Koehler.

This book encourages the use of a teciinique called “Future Search Conferences”
for iaringing peopie togetiler to achieve shared vision, iareaiztilrougil innovation,
empowerment, and collaborative action.







CHAPTER V — MAPPING THE STATUS OF

COMMUNITY-BASED SYSTEMS CHANGE

This chap’ter lays the groun(lworlz for use of a tool that determines the extent
and progress of systemic change within a community. This kind of informa-
tion can be used to structure a new initiative or the next phase of an initia-
tive for continual progress toward the new types of systems desired for the
community. A matrix relates the stages of the change process to various
“levers” for change that appear to be particularly important in 1eeeping the
change process moving.

This matrix or “Continuum of Communi’cy—Basecl Systems Change" pre-
sented in Figure 2 (p. F-62) is designed as a tool for a communi’ty—change
facilitator to use with a cross-role group of people to assess the status of the
community’s change initiatives to date. Chapter VI explains how to modify
the continuum for your situation.

Cllange is an ever—evolving process whose stages often have amloiguous
edges. There is no one correct place to loegin. Choices clepend on the person-
alities of those interacting, the conditions people seek to change or create,
and, of course, the context. The starting point for structuring an initiative
may be focused on individuals (e.g., lea(lersllip development) , neighborhoods
(e.g., developing trust among residents), or within a formal system (e.g.,
reducing duplica’cion and malzing human service agencies more accessi]ole).
Participants may be bui ding upon existing assets, respon&ing to community
needs, mobﬂizing residents or professionals, targeting selected social systems,
or 1everaging other types of change.

Regardless of the starting point, these poclee’cs of change must be gradu-
aﬂy intertwined if 1ong—te1‘m and comprehensive change is ul’cima’cely to
result. The stages and levers of change presentecl in this chapter help groups
find ways to weave together actions that lead to long—term comprehensive
change.

To simplify use, the continuum is presented in rows and columns. In real-
ity, the stages and levers of change are much more cyclical and intertwined.
First, we describe the stages of change in the continuum, then the levers of
change. Each stage or lever includes an example.

STAGES OF CHANGE

It takes considerable time to {‘un&amentauy change a system. Many people
must think and act diﬁerently. People and systems cannot be separatecl. As
systems go through changes, so do the people involved in malzing the systems
work. Al’though the process is complex and varies from community to com-




munity, there are six recognizalale stages of the change process that commu-
nities and individuals go through as ’chey recreate their social sys’tems:b

* Maintenance of Institution-Oriented Systems

* Awareness (of the need for change)

° Exploration (of new outcomes and ways of operating)
* Transitioning (from the old to the new system)

° Emerging New Fundamentals (of the new system)

¢ Predominance of Community—Based Systems

Within the clescription of each stage of change is a community example
(in italics) that illustrates what might be happening at this stage. The exam-
ples are drawn from actual situations (or a composite of more than one situ-
ation).

Maintenance of Institution-Oriented Systems

In this stage, people expect to overcome prol)lems and Challenges loy improv-
ing the approaches alreacly in use rather than trying a new approach. The
power (lynamics of dominant cultures and organizations are firmly held in
place. Even’cuaﬂy a few lzey people realize that if ’chey continue to do what ’chey
have always done, ’chey will continue to get the same (unsa’cisfac’cory) results,
no matter how hard they try.

Example: The local paper is criticizing the county social service
agency ][or Zaeing ineﬁ[icient and not ac[dressing the needs 0][ clients.
The agency head decides that all staﬁ[ members should have time-man-
agement and stress-management training. How staﬁ[ members work
with other agencies remains the same.

There may be a few small projects or efforts (prol:)alaly led ]3y people with
little power) that are attempting to change the systems. However, it is 1ileely
that there are no initiatives in the community to address the interconnections
among systems (e.g., eclucation, health, and human services).

Awareness

Key people in the community become increasingly aware that the efforts made
to improve services and their ideas about what works have made little or no
difference in the life of the community. They Legin to wonder whether there
might be some better approach, but they don’t know what to do next. There
is fear of le’c’ting go of the familiar even though 12ey players may recognize it
as essential.

1o The stages presentec] here are congruent with other models of the stages of change, e.g., see Briclges,
W. (1991). Managing Transitions: Making the Most o)[ Clzange. New Yorlz, NY: A(Jclison—Wesley; and
Land, G. and Jarman, B. (1992). Brealzpoint and Beyond. New York, NY: Harper Business. However,
the stages presentecl here are divided into more parts and have an emphasis on groups of people chang—
ing the systems that s}lape their lives. These characteristics are based on our experiences and stucly of
the stages related to changing systems.



Often in this stage, people feel guilty or unhappy about their per£or—
mances and })egin to blame others. The emphasis is on what has gone wrong
or is being done poorly rather than on new possﬂ)ilities. Getting past this
Maming periocl is critical to the clevelopment of new initiatives and alterna-
tive practices. However, it is not until the Transitioning stage that people
})egin to band ’coge’cher and let go of the blame and anger.

During the Awareness stage, people in power often exhibit tokenism.
They make efforts to include those they realize have been excluded, but their
efforts (conscious or unconscious) still ensure that the locus of power remains
the same. During this stage, people discuss small projects and Legin to talk
about collaboration, but there is still great distrust and lack of commitment
to new ways. People are just Leginning to break free from their old para(ligms
of how the systems should work. They are only Leginning to see other possi-
bilities.

Example: The chamber o][ commerce has just pu])/islzec] a report that
criticizes the administration o][ the schools and local social service
agencies. Accoraiing to the report, too much money is going into
administration and not enougk is reaclzing clients and students. The
report ia[enti][ies ][ive other cities that are Jecentra/izing their bureau-
cracies. The chamber o][ commerce clza//enges the local schools and
agencies to fo//ow examp/e of these ﬁue cities. Key peop/e Z)egin to take
notice o][ the ineﬁ[ectiveness.

As people move ’through the Awareness stage and hear of new ways of
(loing things and as tensions increase, people open to the possi]aility that
change is needed. This leads to the Explora’cion stage.

Exploration

During Exploration, communities piclz up new ideas from many sources. [t
is critical for people to see the change in action and hear about it from their
peers. For example, they visit communities experiencing success in their arcas
of interest, have one-on-one conversations with various s‘calzeholders, partici-
pate in Internet discussion groups, attend conferences, establish stucly groups,
watch video tapes, etc. Community groups and organizations Legin to talk
about l)ancling together as they explore, but there are lots of turf issues and
power struggles that occur as people begin to try these new roles and respon-
sibilities and to change their mental images of how they should be operating.
For example, a manager may feel useless and inferior as she realizes she needs
to be a supporter rather than a director of people.

At the Awareness and the EXplora’cion stages, conversations are extreme-
1y important. [t is through these interactions that people learn and ]oegin to
change their mental images of what is the “right” way to do things. The
ground rules of effective dialogue become particularly important to make

. .o
these conversations procluctlve.

' For more information on effective dialogue, see Senge, P. M. (1990). The Fifth Discipline. New York, m
NY: Doubleday/Currency.



Another 1zey activity at the Exploration stage is for people at all parts of
the system to ac’tuaﬂy try out new approaches in as many arenas of the com-
munity as possi]sle based on personal interests and commitments which are
1zey to motivating change. It is also essential that all parts of the formal and
informal systems of the community start to shake loose from their habitual
and often unconscious ways of operating. Unless change starts to happen at
all levels of a system (e.g., governance, leadership, management, workers), it
is unlileely that the work will lead to fundamental change in how any given
system operates. Ins’cea(l, the foundations of the old systems will remain, and
only a few interesting projects will model the new assumptions without sig-
niﬂcantly chaﬂenging the dominant community systems.

Example: Nonprojfit and governmenta/ social service agencies and
schools wrote a proposa/ and were awarded ][unaiing from a national
][ozmc!ation to a’eve/op a sing/e-entry intake ][orm ][or clients in the coun-
ty. These agencies and schools established a restructuring committee
with representation ﬁom each agency that would work togetlzer to
aleve/op the ][orm and process. Once this eﬁ[ort was unaierway, the agen-
cies and schools moved on to a literature review o][ case-management
models and concepts ][ocusing on community and client assets rather

than a’e][icits.

Other initiatives ][ocused on assets Legan to network with the agen-
cies and schools, and tkey izjenti][iea] others who shared a common
vision and plzi/osopl:y. mey are now reaa[y to talk with county com-
missioners about needed po/icy c]mnges. Un][ortunate/y, their external
][unaling is about to expire, and the members oftlze group are very con-
cerned that the top administrators o][ some key agencies got involve
just to get the external money without a commitment to continue the
support.

At the Exploration stage, people l)egin to understand new practices and
phﬂosop}lies at a deeper more personal level. They recognize the connection
etween assumptions, beliefs, and daﬂy practice. They recognize incongruities
between current practice and the new beliefs and assumptions that Jchey want
to drive their operations.

A couple of precautions cluring this stage: Often, certain stakeholders will
latch onto one technique, thinleing it is going to solve all of the proljlems of
the system. They may become strong advocates for the chosen approach and
criticize others for not using it. This undermines the environment of trust
and encouragement essential to move forward. Also, people may try too many
new approaches at a very superﬁcial level.

For example, a school may try to institute cooperative 1earning , but teach-
ers do not have time to train students in how to do it well. They make feeble
attempts and then declare it an ineffective approach, rather than realizing that
’chey have taken just one of many steps needed to use this method as it is
intended.



This phenomenon links closely to the problem of people trying to use new
practices without challenging their fundamental beliefs about how systems
need to operate or how they view other people. For example, people in power
attempt to reach out to community members but still maintain their position
of superiority. Community members view these attempts as tokenism and can
become hostile.

As people leave the Exploration stage and move toward Transition, they
are often overwhelmed with all the choices and issues, yet they begin to see
themes, patterns, and connections among parts of the system. They are able
to look more deeply at the commonalties among promising practices and rec-
ognize their potential to make some of these practices a reality. They also
come face-to-face with issues of power, equity, trust, and respect.

The move from the Exploration stage to the Transition stage is typicaﬂy
the bigges’c 1eap from one stage to another. One writer refers to this type of
move as “‘crossing the chasm.”"” This is where deep commitment to a new set
of unclerlying principles is requirecl. Without this commitment, people will
either get caught in an endless 1oop of explorations or will revert back to the
old ways of doing business.

Transition

It is in the Transition stage that initiatives coalesce and new structures are put
in place that could })egin to define the new connections. For example, exist-
ing associations and organizations might agree jointly to fund a coordinator
who works across associations/ organizations to accomplish a particular pur-
pose such as coordinated services for children’s health and social needs. Such
a position may have been funded cluring the Exploration stage, but in the
Explora’cion stage, special funding—from a foundation—was used. In the
Transitioning stage people are, at least in part, using their own funds.

Problems inevita]oly occur when people make the switch to the new sys-
tem. Typicaﬂy, they will hang on to some aspects of the old system until ’chey
are comfortable with the new ways of doing things. Those who succeed real-
ize they don’t have the resources to do both and they need to make a choice
between the old and the new.

Recognizing when one has to give up the old way and cling to the new is
’triclzy. It involves ]aalancing what worked in the old way (rather than throw-
ing everytl'ling out from the past or trying to keep all of both old and new)
with what is needed in the new context and (lecicling how to allocate resources
to support the change. Those tough decisions must be based on a deliberate
commitment to the new underlying assumptions that will anchor their sys-
tems— for example, a commitment to shared and communi’cy-driven deci-
sion malzing around the priorities of a system rather than hierarchicaﬂy based
decisions.

1 For more information, see Moore, G.A. (1991). Crossing the Chasm. New Yorlz, NY: Harper

Business.




Example: The school superintena]ent and the director o][ the county
social service agency have known each other awhile, but have not
talked about the clzanges that each was making to decentralize deci-
sion making to teachers and social workers res;oectiue/y. The superin-
tendent and director discovered the commonalties in their approac]'zes
c!uring a conversation at a chamber o][ commerce pane/ with business
leaders. The superintendent will soon be taking a jo]a with a /arger dis-
trict and has asked ][or the support o][ business leaders and the social
services director when she goes to the school board to make some po/i—
cy clzanges that will establish the new approaclzes ][or the /ong term.
The business leaders also talked about how the chamber and other
inf]uentia/ peop/e in the community miglzt work with the school board
to /fze/p ensure that the kiring process ][or the new superintena]ent
includes criteria that results in the Zziring o][ someone who supports this
same plzi/osoplzy.

During this stage, outside sources typicaﬂy supply some funcling, howev-
er, increasingly arge amounts will be reallocated from within the existing for-
mal and informal systems. For example , @ community decides that sports uni-
forms will no 1onger be paid for out of the school ]oudget, instead those dol-
lars will be used for professional clevelopment and training for teachers and
community volunteers engage(l in school activities.

The Transition stage is £ragi1e. Often external funders puﬂ out at the
Exploration stage, 1eaving people too vulnerable to weather the assaults of
those still llol(ling on to their old power positions and perspectives. The
Transitioning stage represents the clying of the ol(l—letting go of past priori-
ties and frameworks.

Emerging’ New Fundamentals

During this stage, players Legin Luﬂding the new in a consistent and com-
mitted fashion. It is like going ljeyond the periodic diet to a long—term new set
of eating habits and patterns. It is the time when those who may not have
been wi]ling to commit up until now are convinced that this is the better way
of (loing things or at least it is the one that will be rewarded and expectecl.

About one-fourth or one-third of the people in any stakeholder group will
be quite comfortable with the new way of doing ’chings and regularly use new
1anguage and practices (e.g., shared decision malzing) at this stage. There will
be poclzets where efforts remain piecemeal. For example, in neighl)orhoocls
there are 1ilzely to be stakeholders whose assets have not been tapped (e.g.,
families with multiple needs). This is the stage, however, where leaders within
nearly all stakeholder groups are confident in their abilities to build their com-
munities from within and to 1everage outside resources to further their goals.

For example, in a SCl’lOOl, {‘unding to support community—hasecl change
comes from its regular ]Juclget, showing it is committed and able to sustain
this effort.



Example: Six community agencies and organizations have been
working as a collaborative ][or five years. Funa[ing ][or a sing/e-entry
intake process and ffor a liaison within each organization (a person
who as part o][ his/her regu/ar job a]escription works co//alwrative/y with
the community and other agencies) is a regu/ar part o][ the buc]geting
process o][ each agency. Recent/y, the steering committee—comprise
o][ primari/y agency representative—uwas ckangea]. It is now comprise
of 00 percent community residents served or aﬁ[ectea’ Z)y the agencies
and 40 percent agency staﬁ[. The steering committee is now consider-
ing how agency and organization services can better build the assets
of the community. Last year, two agency leaders were new. Both sup-
port the collaborative work and have continued /[unaling even tlzouglt
tlrey had some Zma[getary cutbacks. Hospita/ liaisons are now ta/]eing
to the collaborative about how t]fley miglzt work togetlzer. Peop/e
terouglzout the state (ana’ even Leyona] state /ines) who want to learn
more about the collaborative’s processes are now visiting the collabo-
rative.

Predominance of Community-Basecl Systems

At this stage, key systems that shape the character of the community are gen-
erally operating according to the fundamental assumptions (results-orientecl,
resident—]aase&, systemic) that were sought as the basis for the community’s
systems. This stage is called “Predominance of Community—Basecl Systems,”
because communities selclom, if ever, have the new systems fuﬂy in place.

As communities approach their desired systems, they typicaﬂy see some-
’thing I)eyoncl that is even more desirable.

It is like the story of the city man who went to the country loolzing for
Joe Jones’ house. He stoppe(l at a farmhouse and asked the woman who
answered the door if she knew where Joe Jones lived. “Oh yes,” she said. “Just
go three C’s down the road and turn left.” “Three C’s?” the city man asked.
“What do you mean?” “Weﬂ,” she said, “go as far as you can see, then do it
again, then again, and then you turn left.” Frequently, we get a vision as far
as we can see based on what our current 12n0w1e(lge is. Then, as we get closer
and closer, we see some’ching over the horizon that is even more intriguing
and seems more appropriate. As the systems ofa community reach this stage,
the systems are most 1ileely ready to recycle through the whole continuum
again, having learned a considerable amount about the process of change.

At this point, systems are also more flexible and better able to incorpo-
rate small changes with less dramatic shifts in thinleing and action than the
first time &esigners worked through the process of fundamental reclesign. At
this point, 12ey people have shifted to a learning mode and have created what

some refer to as a ulearning organiza’tion” or ulearning communi’cy.”

Because system change is a dynamic process, movement is constant—
forward and ljacleward—along the continuum. People graduaﬂy clevelop a dif-
ferent perspective of the world they work in or the community they are trying
to build. They recognize the patterns of change and gain confidence that once




tiiey have worked tiirougii one set of issues or proi)iems, tiiey will be better
prepare(i to face the inevitable next set. Tiley don’t expect things to ever be
periect but are increasingiy prepare(i to deal with the cycies of life.

Example: Most agencies and community organizations view collab-
orative worLing re/ationskips as essential, and community residents
are regu/ar/y involved on the boards o][ many o][ the agencies. Major
issues are now surfacing about how to rebuild businesses within low-
income neiglzborlzooa’s and what approaclzes to use ][or improving
kousing conditions. Community leaders are rea/izing that /ong-stana’-
ing racial and economic issues are still not aa]equate/y resolved, and
new approaclzes are needed. Houwever, these leaders ][ee/ that tlzey have
a strong cadre o][ citizens connected with Ley organizations that have
worked tlzroug/q clfzanges Zae][ore and are positionea’ to address these
touglz issues.

LEVERS OF CHANGE

The process of changing muitipie systems and the fundamental norms and
principies of a community is a ciaunting and often overwhelming task. How
can a community approacii the task in a manageai)ie way?

There are certain “levers” for ciiange that seem to be present in neariy all
system—ciiange efforts. One clictionary defines a “lever” as “a bar used to pry
sometiiing loose.” These levers for ci'ianging systems are entry points into sys-
tems that iieip to (iisiocige the systems from the principies and practices that
may have worked well in the past but no ionger are aciequate or appropriate
for new community conditions. Once systems are prie(i ioose—“unirozen," as
some migilt say—’ciiey are piia]oie and easiiy resiiape(i.

These ievers, iiowever, are integrai parts of systems themselves. Ti’ius, the
metamorpiiosis of these levers creates the new systems. The levers of ciiange
look different and are used cliiieren’tiy at each of the stages of ciiange discussed
previousiy. The eigiit levers addressed here are:

e Shared Principles and Norms

* Vision and Goals

e Stakeholder Roles

* Projects, Programs, and Initiatives
* Human Capacity Buii(iing

* Governance/ Leaclersiiip

* Communications/ Networizing

* Financial Resources

The levers are not mutuaiiy exciusive; tiiey overiap, but each provicies a
different way of iooizing at the system. It is anaiogous toa ieaieicioscope where
each turn gives a different view, and yet each is recognizaloie as a different view
of a common collection.



The transformation of each of these features of the community’s systems
results in systems that have the desired new characteristics. Review the fol-
1owing clescriptions of these levers, contrasting how they look within the old
systems versus the new systems.

When considering these levers, one can apply them to individual systems
within a community or to a collection of systems. Typically people need to be
going back and forth, from thinlzing and worlzing on par‘cicular systems (e.g.,
the clynamics among families in a neighborhoocl or a church, the human ser-
vices departrnent, the pu]olic health department, or the education system) to
thinlzing and worlzing on the interconnections and interfaces among formal
and informal systems.

Shared Principles and Norms

In institution-oriented systems, common community norms may be those of
confrontational s’cyle, short-term results, single—issue focus, top—clown
social/ organizational hierarchy, one-way communication, clepenclency, and
competition for scarce resources. The basic principle is that systems are orga-
nized around activities, isolated from one another and hierarchically struc-
tured, and focused on problems, needs, and deficits to work in an orclerly and
efficient fashion to improve the community. (These characteristics may have
been appropriate for the industrial age, for which they were designecl, but no
onger are.)

The new communi‘cy—]oased systems create common norms that are
respect{‘ul of other ideas rather than confrontational. And these norms dis-
play shared leadership, a focus on 1ong—term capacity lz)uilding rather than
short-term crisis interventions, and an expanclecl view of stakeholders.

These norms grow out of a new set of principles that serve as the foun-
dation for social systems: (a) a purpose and results-orientation both in terms
of proclucts and processes that contribute to the Weﬂ—]neing of children and
families as well as the community at 1arge (1)) a focus on interconnectedness
and dynamic relationships (a systemic approach) and (c) an orientation to
community building, recognizing assets of all citizens and the importance of
cleveloping shared responsibility and 1eaclership with a sense of equality among
all parties.

Example: The director o][ the Community Deve/opment Corporation
and the chair ojf the Inter][aitll Council in Summitville met a]uring a
con][erence on substance abuse prevention sponsorea] ZJy the governor.
ney had not recognizea’ how ][ocuseal tlrey were on c[e][icits 0][ the
community and its residents. The concept o][ ][ocusing on assets was
revo/utionary ][or them. TZzey agreed to start ta/kfng with a ffew Ley
peop/e about this clzange in perspective and what it migkt mean ][or
their work. Soon the conversation expana/ea[ to many others. ney
loegan o]aserving interactions among their staﬁ[s and others, and
Legan taking note o][ the subtle ways in which a]e][icft tlzinking tended
to s]zape behavior. Mey noted examp/es o][ behaviors that were based
on a ][ocus on assets. These served as the basis ][or educational ses-




sions held within the community. Over the course o][ three years, even

outsiders Zvegan to notice sometking a/iﬁ[erent about interactions in the

community and the amount o][ ownerslzip Zmi/a[ing around the new
ousing project on the west side o][ town.

Vision & Goals

Typical community systems, formal or informal, focus on and perpetuate
activities that have proven to work in the past. Key people pay little attention
to changing conditions and contexts. Short-term strategies and successes are
rewarded, without consideration of their 1ong—term impact. Thinlzing is
inward rather than outward, with priority given to beneﬁting the organization
or group itself rather than those it is intended to serve. In many cases this is

one almost unconsciously, since people in the system have little or no dis-
cussion of their visions, purposes, and goals.

As systems move into new modes of operating, these systems focus on cre-
ating or recreating a vision of their roles and purposes in the community, on
who should be involved in cletermining this, and how to connect their claily
activities to this vision. System leaders focus on moving people toward criti-
cal analysis of prol)lems and issues to un&erstanding and a&dressing root caus-
es. They work toward chaﬂenging the root causes head-on.

As a result, the goals that derive from the vision involve ﬂexil)ility, analy—
sis of prevailing conditions/contexts, and relevant interventions based upon
controllable factors. Since these conditions/contexts affect many services an
people, the move is toward a cross-sector approach that is both client- and
community—focusecl. As people work through the stages of change, clients and
other stakeholders become increasingly involved in the creation of the vision
and all other levers as they are the 1zeys to real change. Personal commitment
is high because of involvement and respect for ideas of all groups and because
the focus is on the assets of clients and the community.

Example: An agency pan‘ners]'zip Zvegcm among a group of health,
ea]ucation, and social services agencies serving 12 rural counties. A
coup/e o][ the agency heads wrote a grant that was funa]ec[ to support
the eﬁ[on‘. When the ][unds actua//y arrived, the new/y hired director of
the partners/q{p wanted to have all o][ the agency heads get togetker ][or
a one—Jay visioning session to be sure everyone shared the goa/s in the
proposa/. Most o][ the agency heads were not interested in such a gatlz-
ering. Fina//y the partnerslzip director Z)@gan surveying the communi-
ty on her own, with minimal interest f;'om the partners, to determine
what seemed to be the major issues the partnersllip should address.

A][ter a year o][ meetings o][ the partnerslzip, usua//y with poor
attendance and low interest, the partnerslzip members ]yegan ta/king
about mission and vision statements. Several worked with peop/e n
their own agencies to create an agency—/eve/ mission and vision state-
ment. Two years later, the partnerslzip members agreea[ to a retreat to
rethink their direction and create a vision statement and goa/s ][or the



next pkase o][ the partnership. A][ter three years, tlzey realized that cit-
izens had to be involved in the year/y retreats t]/zey were now kaving.
The agencies were also gmclua//y invo/ving clients in the Jeve/opment
o][ their vision statements, and a new level o][energy and commitment
was emerging within and across agencies as well as among those
receiving assistance ][rom the agencies.

Stalzellol(ler Roles

In institutional systems (L)oth formal and in£ormal), people with power—
professional staff (ins’cead of ]oeneﬁciaries) , administrators (ins‘cea(l of front-
line Worlzers), parents (insteacl of chﬂdren)—are traclitionaﬂy viewed as the 1zey
stakeholders and the ones primarily involved in decision rnaleing. Citizens,
clien’ts, and workers who are at lower levels of the system hierarchies have lit-
tle or no involvement in the decision—maleing process. Decisions are “deliv-
ered” to the community and others, and support for the decision is taken for
grantecl.

When community systems arise and reach the Predominance of
Community-Based Systems stage, citizens, beneficiaries, and other stake-
holders become equal partners in decision malzing. They are empowerecl
through involvement. Authority within systems is more distributed, and sys-
tems are more interconnected throug}l the overlap of stakeholder involvement
across systems. A mutual respect evolves, with each seeing the other as mak-
ing a valuable contribution.

Example: Ansbury is an urban neigMJorlzooal that has experiencea’
continual deterioration since the steel inazustry economy co//apseal more
than 20 years ago. More and more peop/e have become a]epena[ent on
we/][are, Iwusing has deteriorated, and i//ega/ a]umping has ﬁ//ea7 vacant
Iots with garéage. Ten years ago, a group o concerned citizens Zyegan
to mobilize citizens to take action. T%ey ][ormea’ a ne@lzlvorlftooa] asso-
ciation that obtained lze/p ][rom the city to take over vacant lots and
remove the garZJage. It has been a painstakingiy /ong jprocess, but now
agencies whose boards had been /arge/y comprisea’ o][ peop/e from out-
side the neig]alwrlzooa’ have Zaegzm to Zm'ng residents on as board mem-
bers. The agencies are ][orming a collaborative to a[eve/op communica-
tion, conf]ict resolution, community organization, and other skills
among resident board members to give them greater control over their
community. Residents, outsiders, and agency personne/ are a’eve/oping
mutual trust and respect and are seeing that each has an important
perspective.

Projects, Programs, and Initiatives

Within institutional systems, projects and programs typically have a narrow
focus. They build upon old norms and assumptions and are isolated from
other programs (lespite similar goals or other related features.

Within community-based s stems, projects, programs, and initiatives are
Y y proj prog
12ey 1evers during the change process. They 1zeep the focus on desired results.




They look for linleages—cross—agency and/or cross—community—an(l are like-
1y to have mul’tiple purposes. They are designed for both short- and 1ong—term
results and emphasize louilding human assets at the same time they are
accomplishing visible community improvements (i.e., processes and procl—
ucts). They use the assets of persons within the community as well as those
outside. Bvaluations look at a full range of results (in terms of process and
product) and help evolve the theory of change guiding the initiative.

Projects are lilzely to be embedded within broader initiatives that are
defined primarily l)y community—l)uilding assumptions—purpose and results-
oriented, systemic, and resident-based. Smaller units within the community
create specific projects that put these principles into practice.

Example: Many o][ the Anslmry agencies were started as specia//y
funa’ezj projects. Some were related to lzousing, some to youtlz a’eve/op-
ment, some to substance almse, etc. Hach was ][ocuseai on a segment
o][ the community: youtlz, senior citizens, peop/e with substance-abuse
pro])/ems. Often these agencies competec[ with one another ][or ][oun-
dation func]ing. Erf protecting was the norm. A specia/ ][unaiing
opportunity arose that requirea’ that organizations ][orm collaboratives
to app/y. The agencies Zaegcm to look at how tlzey could address ZJigger
clza//enges Z)y woréing togetlzer. These agencies also Zvegan to ook at
/onger—term goa/s and ways to be f]exila/e in their approaclzes both in
making immediate clfzanges in their neigklvorlzooa’s and also in posi-
tioning themselves ][or other clla//enges.

As a result, tlzey have mobilized residents to reclaim two parks ][rom
a’rug dealers, and now agencies are working on éui/ding economic
opportunities /[or neiglzbarizooa’ youtlz. These agencies re][er to their col-
lective work as the Anslmry Neigklvorlmoc] Initiative, with smaller pro-
jects coming and going as needed.

Human Capacity Buil(ling’

In predominantly institutional systems, there is a narrow view of resources
within the community. People look outside for community support and invest
primarily in programs and facilities rather than training and &evelopment of
people. Volunteerism is limited and unfocused. ]OL training programs are nar-
rowly focused or ou’cclated, and there is little encouragement toward 1i£elong
1earning .

In the new systems, ]ouilcling social capital is stressed.'® Leaclership is
clevelopecl through training and support. Volunteerism is used as a way to
incorporate stakeholders and 1zeep systems flexible and dynamic. Technical
skills used in community Luilding are taught and practiced in the communi-
ty—clevelopment process. Communities organize their own community—]auilcl—
ing activities. This s’crengthens the capacity of local people inclivi(luaﬂy and
collectively to nurture and sustain positive community change.

18 For more information on building social capital, see the National Civic League (1993). The Civic
Index. New Yorlz, NY: National Civic League, Inc.



Example: The university’s school o][ social work has been provia’ing
in-service training for community agency personne/ for many years.
However, the movement was toward prof;zssiona/s with increasing spe-
cializations and service categories. Churches and nonprofit organiza-
tions were ldauing more and more allﬁ;'cu/ty recruiting volunteers. ]ol)
training programs were preparing peop/e ][or nonexistent jol;s.

Spurretj Z)y external ][una[ing that requiretj a university-community-
agency partnerslzip, a collaborative was ][ormea7 to revamp social work
preparation programs within the university, in-service ][or agency per-
sonnel, and new training programs ][or community residents. The uni-
versity ][acu/ty involved in aleve/oping the proposa/ were }leavi/y ][ocusec[
on a community-c{rfven approaclz and worked out a balanced distrib-
ution of the funa’s among the partners.

The partnerslzip Zvegcm its p/cm ][or a’eve/oping human capacity
l)ui/c[ing in the neiglzljorlzooals. TZley c!eve/opec[ small collectives o][
agency, university, and resident members who did surveys o][tlzeir par-
ticular areas to ][mai out what kinds o]f training and technical support
the residents wanted. %rLing back f;'om these areas, tkey a’eve/opeai
a p/an that reslzapec[ the role o][ the agency personne/ in the commu-
nity and the type o][ education o]%rea] tl;rouglz the university. Agency
personne/ are /earning how to work in support o][ Zmi/aiing on resident
assets to meet resident-determined needs. University students now
spenc] time in the community /eaming to build re/ationslzips, rather
than a]e/ivering “services” to clients.

Governance/ Lea(lership

In the institutional approach, systems are defined hierarchicaﬂy, with those at
the top of the hierarchy clefining boundaries and malzing leey policy decisions.
Individual community members are expec’cecl to implement but not be
involved in maleing policy decisions. There is little or no cross-sector involve-
ment. Governance is defined separa’cely for each formal system, and informal
systems go either unrecognizecl or undervalued. The purpose or mission of
one system shows little connection to other systems in the community.
Efficiency is valued far more than participation. The focus is 1arge1y on the
internal management of each system. Learning is defined as something you
did in school. Personal commitment is low. Governance is defined within for-
mal systems with few, if any, governance structures that cross systems. Little
evaluation of the work of the system is done, or it is done in a judgmental way
that does little to promote new thinlzing. Rather, evaluation is oriented toward
ensuring that people are “foﬂowing the rules” and/or it is focused on individ-
ual projects.

In community—l)asecl systems, distributed/shared decision malzing is val-
ued both within systems and across systems. Community residents and
clients participate in the decision—maleing process. Cross-sector involve-
ment is advocated. A redistribution of power, authority, and accounta})ility
occurs with governing groups established with representation across formal




and informal systems. These governing groups create a web of connections
that results in all community stakeholders ]oeing involved in signilrtican’c
decision malzing and policy malzing.

Governance and leaclership are viewed as lzeeping the system responsive
to, and in tune with, the needs and vision of the community, rather than
micromanagement of the system. Evaluation is done with an emphasis on
1earning and improvement and using data to make decisions. Evaluations
are also focused on loolzing at benchmarks of progress toward 1ong-term
goals and provi(ling information that helps governing bodies recognize
adjustmen’cs ’t}ley need to make within and across systems to achieve their
ultimate goals. Rewards flow from community strength and creativity.

Example: Nine agencies that serve a rural 1 S-county area decided
to work togetker to support a training center ][or child care wor/eers,
because provia/ing qua/ity child care is crucial to the economic c!eve/o;o-
ment o][ the region. The heads o][ the agencies started out as the gov-
erning éoa’y ffor the center. Over the ﬁrst two years, the director o][ the
center became involved in a /eaaierslzip program sponsorea’ Ly the local
chamber o][ commerce. She is now getting small ][ami/y child-care
provic[ers involved in the /eacjerslzip program and in the governance o][
the center. Training programs also are Leing Jeve/opeaZ to lze/p peop/e
be more eﬁ[ecﬁve board members. Community forums are being held to
generate more involvement o][ the residents in the operation 0][ the
training center as well as in the agencies in the collaborative. The lead-
ersizip program, initia//y ][ocuseci on business leaders, is now expamj-
ed to include nonprofits, pué/ic agencies, and individuals who are seen
as lzauing /eaalerslzip potenﬁa/ within the community, a/tlzougiz tlzey
are not aﬁ%atea[ with a particu/ar organization.

Communications/N etworlzing’

In an institution-oriented system, the pul)lic is informed after decisions have
been made or a project has ]oegun. One-way communication through press
releases and speeches is the main method of communication. Dissemination
of information has little or no focus on how it benefits individuals or organi-
zations, and is seen as a way of directing acceptance of policies rather than
encouraging dialogue and coming to general agreement.

Ina community—l)ase& approacl'l, communication is seen as a two-way
street involving hs‘cening and un(lerstancling. There is an immediate or direct
information flow. The pu})hc is a part of the clecision—malzing process as well
as the dissemination effort. The pulolic is clear on opportunities for participa-
tion in decision maleing. Written materials are tailored to the audience. Two-
way interactions are preferrecl. Formal and informal networlzing is a 1zey part
of the new infrastructure. Regular community forums are offered where peo-
ple can express points of view and brainstorm ideas, where professionals can
offer appropriate expertise—that is, where they can act as resources rather
than superintenclents of resources.



Example: Until about ][iue years ago, the local schools provic!eai little
student perj[ormance in][ormation to the community. Because o][ a state
mana’ate, the schools éegan prow'a]ing a report on student per][or-
mance, but the report contained the minimum information requirea’ Z)y
the state. Press releases tended to ][ocus main/y on the ][ew positive
areas o][ performance and ignorea[ the /ess—tlzan-satis][actory situations.
Soon, the newspaper encouragea] ]9y a group o][ unlzappy parents
ZJegan to puslt for more in][ormation. Tensions mounted. Fina//y, an
outside ][aci/itator was Z)rougln‘ n.

Guided Zay outside faci/itators, a series of community ][orums was
convened. Residents were asked to c[e][ine the skills and Lnow/ec]ge tlzey
wanted their students to have ZJy the time tlzey /e][t lziglz school
Graa’ua//y, the emp]fzasis shiftea’ ][rom what was wrong to what was
desired. A committee that included community mem]aers, teaclzers,
parents, administrators, and business peop/e Zvegan c]eve/oping a com-
munication p/an ][or the schools. This p/an faci/itates ongoing c]ia/ogue
and exchange o][ views. Networks among the neigl@lvorizoozjs served Zvy
each o][ the ][our e/ementary schools are l)eginning to ][orm.

Financial Resources

In an institution-oriented system, categorical f‘uncling is ’typical, and the cat-
egories are defined at locations outside the community. There is emphasis on
Lringing in outside resources and maintaining past resource-allocation cate-
gories and patterns. In a community—basecl system, ]Juclgeting and funding is
driven l)y the results sought. “Budgeting for results” becomes the watch-
pl’lrase. Desired results are defined, and then ]:)udgets are &esigna’ce& to achieve
each of the results. Some funds may be allocated speciﬁcaﬂy in ways that help
to build hnleages across systems, provicling better support to communities.

Example: A Midwestern state /egis/ature passea] a bill that allowed
poo/ing o][ ][unc[s ][or child we/][are. This action was driven ]ay a 40 per-
cent increase in children requiring ][oster care in the previous ﬁve years.
“Decategorizing” funa’s was seen as the best method to serve fami/ies
and children. Counties go tlzroug% a process to be a[esignatea[ as a
“decat” county. A key ][eature 0][ Jecategorization is that counties can
carry money over from year to year, making decat a major incentive
or counties. 1his approaclz moves money into /ong-term p/anning
and Le/ps to move to ear/y intervention and investment in the ][uture.
Within decat counties, results-oriented per][ormance measures are
Leing established within programs ][o//oweal [ay ]yuaigeting based on
these desired results. The state is also working on a way to calculate
a Return On Investment (ROI) ][or pul)/ic/y funa[ea’ programs. The
benchmarks and results-oriented program performance measures are
Leing imp/ementec[ in selected agencies this year.

Bach of these levers for change becomes a means by which an initiative
or project can help to move systems forward from one stage of change to
another.




FURTHER READINGS ON STAGES AND
STRATEGIES OF CHANGE

Anderson (Parsons), B.L. (1993). “The Stages of Systemic Ciiange." Educational
Leac]erslzip, 51, 1.

This article presents an easy-to-rea(i discussion of the stages and levers of ciiange
in the education field. It presents a continuum of cilange similar to that present-

ed in this paper, but focused oniy on education. A fuller discussion of the topic is
presented in Anderson (Parsons) B.L. (1993). A Framework for Unc]erstana]ing and
Assessing Systemic Clzange. Fort Collins, CO: InSites.

Anderson (Parsons), B.L. and Cox, PL. (1988). Conﬁguring the HEducation System ]for a
Shared Future: Collaborative Vision, Action, Ref]ection. Anciover, MA: Regionai
Lai)oratory for the Northeast and the Islands.

This paper describes the importance of collaborative groups (ieveioping vision and
action pians followed in time to reflect on the consequences of their actions.

Bri(iges, W. (1991). Managing Transitions: Making the Most 0][ Clzange. New Yorie, NY:
A(i(iison—Wesiey.

Briciges describes what cilange does to empioyees and what employees in transition
do to an organization. He describes how to minimize the distress and disruptions
that occur ciuring times of cilange.

Flower, Joe and Norris, Ty]er‘ (1994). “Sustaining the Effort: Buii(iing a Learning
Community. " The Healthcare Forum'’s Hea/tlzy Communities Action Kits, Module 4.

This article touches on many aspects of the continuum for community-i)ased sys-
tems cilange presente(i in this paper and provi(ies ileipi:ui exampies and advice for
communities engage(i in a cilange process. This article discusses: governance,
structure, and ieaciersiiip; process; maintaining participation; resources; transfer-
ring ienowie(ige and capacity; measurement; and celebration.

Fuiian, Michael. (1993). CZzange Forces: Pro[aing the Deptks o][ FEducational Re][orm.
Bristoi, PA: Falmer Press.

Cllange Forces focuses on educational reform and tackles the nonlinear and chaot-
ic nature of the forces of ciiange at all levels of society. It shows wiiy we need a new
mindset for contentiing with the real compiexi’cy of (iynamic and continuous
ciiange. Clmnge Forces debunks many of the current mytils about roles of vision
and strategic pianning, site-based management, strong ieadersilip, consensus, and

accountai:)iiity.

Fuiian, M. and Steigeii)auer, S. (1991). The New Meaning of FHducational Clzcmge. New
Yorie, NY: Teachers Couege Press: Columbia University.

Buii(iing on the previous worie, The Meaning of FHducational Clzange , this book ana-
iyzes the proi)iem of {in(iing meaning in ciiange. It stipuiates that if reforms are to
be successiui, both individuals and groups must find meaning concerning what
should ciiange as well as how to go about ciiange. This book (iistiiis, from 30 years
of pianne(i educational change, those experiences which provi(ie lessons on how to
cope with and influence the ciiange process.
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Gardner, John W. (1996). “School and Community.” Community Education ]ourna/, Vol.
XXII, Nos. 1 & 2.

The article discusses the four main resources necessary for creating a sense of com-
munity: city government, the media, the schools, and the civic infrastructure.

InSites. (1995). Ana/ysis o][ System Clzange in Hducation and Human Services: A
Facilitator’s Guide. Ft. CoHins, CQO: InSites.

This is a team guide providing background readin s, a detailed continuum, trans-
g p g g g

parencies, and handouts for use in explaining system change in state-level activi-

ties.

Katzenlaach, J.R,, Smi’th, D.K. (1993). The Wisdom o][ Teams. New Yorlz, NY: Harper

Business.

The authors believe that teams and performance are inextricaljly linked. Teams can
have many purposes and forms. Characteristics of a “committed team” are identi-
fied as a common purpose, a set of related performance goals, and an approach for
which they are mutuany accountable. The focal point of the book is the section on
team stories. These can be a stimulus for managers to use teams to their most

fruithul advantage.

Lancl, G. and Jarman, B. (1992). Breakpoint and Beyona7. New Yorle, NY: Harper

Business.

Change itself has changecl. Old rules mandated change of clegree. Toclay we see
changes of kind. At ]jrealzpoint, the old rules no longer apply and can even create
barriers to success. Breakpaint and Beyona’ discusses how unclerstancling the change
process in nature and applying it to our lives and organizations can help us unrav-
el many seemingly irreconcilable proljlems.

Lipnacle, Jessica and Jegrey Stamps. (1993). The TeamNet Factor. Bssex Junction, VT:
Oliver Wght Publications.

A TeamNet involves people Worleing in small groups across boundaries that sepa-
rate functional expertise and command chains. The TeamNet Factor presents five
principles in ac]nieving a TeamNet: unifying purpose, independent mem]oers, vol-
untary linlzs, mul’ciple leaders, and interactive levels.

Moore, Linda R. (1995). “A Lesson from the Field: Leadership Matters.” New Schools,
New Communities, Vol. 12, No. 1.

The author shares her insights on Wlly projects tl'lat connect SCllOOlS and commu-
nities require skills in collaborative leaclership.

Price Waterhouse Change Integration Team. (1995). Better Clzange. New Yorle, NY: Irwin
Professional Puhlishing.

A prac’cical “tool kit” for managers worleing from the first stage of envisioning
c}lange to implementing inclusive change efforts. This guicle provides case studies
as well as checklists to give support and encouragement to those entering the
change process.
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Rees, Fran. (1991). How 1o Lead Work Teams. San Diego, CA: Pfeiffer.

Rees discusses power and the cl'xanging role of the manager (from over—responsi]oil—
ity to shared responsil)ility, and from con’croﬂing to facili’cating) ) myths about facil-
itation, what is a lea(].er—facilita’cor, and Lalancing managing with facilita’cing.

Richards, Ronald W. (1996). Bui/ding Partnerslzips. San Francisco, CA: Jossey-Bass
Publishers.

As a report on (Jevelopments in the Community Partnerships with Health
Professions Education initiative, this book illuminates new approaches to educat-
ing primary care practitioners ]oy linlzing universities and communities.
Hlustrations of various approaches to this partnership are identified in Hawaii,
Massachusetts, Michigan, and Georgia, among others. The premise of this initia-
tive is that, if given appropriate tools, individuals, institutions, and communities
can work together to make changes in loridging the gap between the culture of com-
munities and the academic culture of health education to create better multidisci-
plinary education in primary care.




CHAPTER VI — ASSESSING COMMUNITY-

BASED SYSTEMS CHANGE

CUSTOMIZING THE ANALYSIS

Once the appropriate parties have been identified for the analysis, the next
step is to determine the method for actually conducting the analysis. It's often
effective to convene the group for a one-day work session. The session typi-
caﬂy I)egins with the group cliscussing the concept of systems change and the
principles that they believe should guicle the changes t}ley make (as discussed
in Chap’ters IT and 11I).

Next they discuss the types of systems and results that ’they believe are
desirable. In education, for example, the results for the Leneﬁciary (s’cuclent)
could be defined in terms of what students should learn and which skills they
should be able to use. In human services, customer results may be defined in
terms of change& conditions and skills for children, youth, in&ividuals, and
families. These definitions are hleely to be similar to the column of the con-
tinuum labeled “Predominance of Communi’cy—Based Systems.”

Next, participants use the continuum in small mixed-role groups. Each
group is given an enlarged version of Figure 2. Bach group determines at what
stage(s) of change they think their systems are in regard to the element ]oeing
analyze&. There are many ways to do this. Tt may be useful to have small
groups analyze each of the purpose-based systems (as defined in Chapter IV)
within the community. In other cases, the groups may attempt to look more
holisticaﬂy at the community’s systems. Another approach is to have differ-
ent small groups work on each row of the continuum. The group may use
sticlzy notes or simply write on the continuum to indicate its assessment o
the community’s status.

Once the groups have complete& their analyses, the group members use
sticlzy notes to indicate their analyses on a very 1arge (e.g., 4 x 6) version of
the continuum—a continuum outline—that is postecl on the wall in the front
of the room. The analyses give a visual picture of the full situation. This is,
of course, a very rough approximation since the continuum may not fully fit
the group members” situations. We have found, however, that it is usuaﬂy
close enough, or people can make impromptu changes to make the analyses
more meaning{:ul and provide many ideas about lilzely next steps in their com-
munity-change efforts.

A separate documen’c, Ana/ysis o][ State-Level System Clzange in Bducation
and Human Services, which InSites prepare(l in 1995 for the Danforth
Foundation Policymaleers’ Program, gives a detailed example of a one—day
seminar that uses a state-level continuum of change in education and human
services. The guide includes sample handouts and transparencies that can be
modified to fit this new community—]oasecl continuum.

The basic idea is for the group to discuss each row of the continuum and
identi£y at which stage(s) of change they think their community as a whole or
particular systems within the community are. Once the group members have




compieted cach row, tiiey can see a pattern across the matrix. This pattern will
show which leverage points within the systems have been most transformed
and which are iagging behind. This information is intended to generate cre-
ative ideas about how to reciesign current initiatives to better take acivantage

of tiie fuii range oi ievers.

The generai principie in anaiyzing the community using the continuum
is that, within and across the rows of the continuum, the groups cannot get
too spreaci out, otherwise, tilings start to (iisintegrate. [magine that rubber
bands connect the various locations which the group members marked on the
continuum. If the rubber bands are stretched too far, tiley can break.

On the other hand, there must be pioneers within and across groups to
i'leip propei the whole system forward (e.g., Innovators) in an ongoing ciynam—
ic tiirougii the system. However, there is no one right way to move institu-
tion-oriented systems toward new community—i)asecl coniigurations. In some
cases, policies may lead. In other cases, schools and human service adminis-
trators may lead, and in yet others, churches or individual community resi-
dents may lead. The izey lies in (ieepening the ciiaiogue and iﬁ)uiiciing relation-
ships within and among groups to improve the quaiity of implementation of
desired changes and to ciarii;y the basic principies upon which the new sys-
tems rest.

Once a group members have worked througil the continuum described in
Chapter V, it is iiieeiy that they will find that their situations are not quite
reflected in the stages and/or the defined goai of their change processes as pre-
sented in the final column of the continuum. If the group expects to use the
continuum for reguiar monitoring of their progress, tixey may wish to devel-
op their own continuum that more accurateiy reflects their situations.

One process for modifying the continuum is to convene a mixed stake-
ilol(ier-an(i—partner group to define what the community systems would be
like when {-unctioning as desired in a certain number of years. The group will
need to achieve a reasonable balance of idealism and realism in (ieiining the
desired system, aware that this is an evoiu’tionary process. They can define the
best version of the system to date. After a few years, as Jchey understand more
of the ciynamics of change in context, they can redo the continuum or devel-
op another one as the sequel to the one they are worieing on.

For more information on taiioring a continuum to fit your speciiic needs ,

contact InSites, 1460 Quince Avenue, S101, Boul(ier, CQO, 80304..



FURTHER READINGS ON ASSESSING SYSTEMS CHANGE
Senge, PM., et. al. (1994). The Fl:][t}l Discip/ine Fieldbook. New Yorle, NY: Dou]oleclay.

This nearly 600—page pragmatic guide shows how people are deve]oping 1ea1‘ning
organizations based on the concepts in The Fi:][tll Discip/ine. This guicle is filled
with practical suggestions and stories of how formal and informal organizations are
recreating themselves. In cleveloping the strategies to use as discussed a})ove, teams
are encouraged to refer to Chapter 13 of The Fiftlz Discip/ine Fieldbook for a deep—
er unders’canding of patterns of behavior that are common within and across sys-

tems, and how best to a(ljust these patterns to lzeep moving the process forward.




Stages of Change

LEVERS OF M
AINTENANCE OF
AWARENESS EXPLORATION
CHANGE INSTITUTION-ORIENTED SYSTEMS 2 - -
SHARED Assumptions: Pockets of stakeholders: * New norms consciously used in
PRINCIPLES/ * Activity-oriented * Recognize broader social / economic designing and reviewing projects or
* Isolated, rigid systems issues impacting community programs
NORMS » Service delivery-oriented » Recognize need for cooperation » Extensive dialogue about norms and
» Hierarchical * See new connections among people, underlying assumptions among people
Norms: ideas, issues, problems developing action plans
» Confrontational, judgmental *  Become conscious of dysfunctional
*  Competition norms
*  Top-down style » Token steps toward new
» Problem/crisis-oriented norms/assumptions
* Separation of systems/services
< Little attention to local, state, or e Recognition of need for a vision an * Separate entities establish vision an
VISION & GOALS Little attention to local, stat Recog £ need f d Sep blish d
national context of problem goals within organizations goals with limited stakeholder
» Focus on short-term successes and  Strategic planning discussed involvement
strategies » Notion of shared vision and goals  Short-term/immediate results used to
* Vision, goals more focused on across entities discussed keep interest and motivation toward
benefiting organizations than citizens |+ Attention to development of mission vision
» Limited personal commitment statements with citizen focus « Initial efforts to build shared vision
among compatible groups
» Vision/goals becoming citizen-focused
STAKEHOLDER + Leaders, professional staff primarily *» National or state reports on need for » Structured efforts (e.g., surveys) to
ROLES involved in decision making gmader (sitetl)ke{loléler involvement gather citizen and other stakeholder
* Decisions “delivered” to communi 1scussed by leaders . mput .
o Ve ity » Controlled citizen input discussed » Dominant stakeholders begin
rather than community engaged in O A >ed | . ! ¢
L : * Beginning recognition of the diversity involving previously neglected stake-
decision makin :
> g of stakeholder involvement holders
* Public support taken for granted by * Stakeholder groups become more
associations and organizations vocal
PROJECTS, + Built on narrowly focused organiza- . Djsgussiqlrl of cross-agency projects . Proj?cts behglin connecting short-term
tional norms with similar visions results with long-term visions
PROGRAMS, « Isolated within separate associations/ » Beginning discussions of how to » Developing human capacity becomes
INITIATIVES organizations design projects to reflect new . g)cllllsbo rrtlany prqe?s A initai
. ;rl‘c’lj‘;gt:u:egr‘f :}?O?(:Zrirl:l tr}éi{ﬁ:elves assumptions or norms er?le?ge?ra ive projects and initiatives
HUMAN * Invest in the development of facilities/ |* Realize that relying on external * Research and pilot methods for
programs rather than people resources is not building community assessing the interests, skills, and_
CAPACITY « Limited or unfocused 3r 1nte(§nal capacity but instead capacity }?’f 1n}(111v1duals and o(rgamza-
f : ependency on others . tions within the community (e.g.,
BUILDING volunteerism/philanthropy | * Realize importance of developing community resources audit)
* Job training programs narrowly human resources and capacity and * Networking within/across current
focused and/or outdated evaluating what assets already exist systems ar}d groups encouraged as a
within community way to build capacity
GOVERNANCE/ * Leaders and managers define bound- |+ Leaders recognize a need to involve * More people from community invited
LEADERSHIP aries and make key policy decisions }n(f)re sta}keho ders in fie(gsw}rll_-makmg to galjtlclpate in key policy meetings
top-d + Informal community leadership and give input _ ) )
. gn(:gviglﬁ?)commmiw members gcl(igglzed s d q ¢ Growing atte_nno? tolpolipymaklng
: » Collaborative initiatives discussed, rocess, not just final policy
Iezxpecte]:gi to implement but not make issues of their governance explored * Importance of systemic thinking
ey policy decisions + Collaborative initiatives designed with recognized )
* No cross-group or system governance little shift in power » New reform initiatives require greater
* Predominant orientation is to systems community governance .
efficiency « Initiatives struggle with power issues
COMMUNICA- * Inform public after decisions are made |+ Recognize that early communication | ¢ Pilot new ways of solicitin
TIONS/ and/or effort is moving forward with stakeholders is critical information and feedback from
+  One-way communication (e.g., press » See need for targeted material community (e.g., commumtf forums)
NETWORKING releases, speeches) *  Monitor succ¢ss<t:§ and prtob elr(ns in
* Information disseminated with little nmegzthg(()irsnmumca tons, networking
regard for recipients’ interests or « Networks of peers emerging
applicability of topic
FINANCIAL » Emphasis on bringing in outside * Recognize that dependency cycle . fLooking at so(cialdas_sets l?f community
resources (dependent exists or resources (traditional/non-
RESOURCES . Resources(usepd to su;))port what has » Need seen for new (internal) methods traditional assets and funding groqu)
been done in past for generating funding . (S)g:gglréunds support new ways o
* Allocation categories determined
external to the community, activity—
rather than outcome-focused

FIGURE 2—CONTINUUM OF COMMUNITY-BUILDING SYSTEM CHANGE




Stages of Change

EMERGING NEW PREDOMINANCE OF NEW LEVERS OF
-> TRANSITION -> ->
FUNDAMENTALS COMMUNITY-BASED SYSTEMS CHANGE
Leaders make explicit existing norms |+ Key associations and organizations Predominant assumptions: SHARED
and their contrasts with desired norms consciously operate on some of the » Results (process and product) oriented PRINCIPLES/
Explicit, hard choices are made for new norms/assumptions * Systemic thinking, action
community-based norms/assumptions |+ Leaders attend to congruence of * Resident-based, community-building, | NORMS
rather than institutionally-oriented ones actions with new norms/assumptions assets
Spotty application of new norms Predominant norms:
within entities » Shared leadership & responsibility
* Coordinated service/support
» Flexible
*  Multicultural
* Long-term capacity building
» Collaboration/equality
Broad-based stakeholder involvement |+ Continual shared vision development » Extensive personal commitment VISION & GOALS
in vision and goal-setting initiates seen as a major force for change » Established process for developing
Continuing focus on citizen input in * Vision and goals include attention to and refining shared community vision
stating vision, goals full range of community conditions that includes all stakeholders
Vision links activities of associations and formal and informal systems » Vision/goals of separate entities
and organizations more closely to * Movement beyond initial issues to complement one another and support
desired results for citizens encompass more community needs a shared vision
* Vision/goals more focused on well-
being of children and families than
that of organization
Community residents becoming very » Emerging comfort with each other as *  All stakeholders (not just profession- | STAKEHOLDER
vocal and involved in shaping vision, equal partners . als)v are actlv@ly mvolved 1n critical R
making decisions * Rewards and incentives for decision making and action roles OLES
Increasing number of opportunities for pafrltllm qtlé)n fm colllab(zjratlfves arle . Conimue(til attention tct) public involve-
clizn imolementacrow assoca: | Mused o formal andinformal | ment iy dypamic syeme
tions/organizations . » Key associations and organizations worked together through diverse
Organizational structures changing to have new policies about who their stakeholders
regularly incorporate broad range of stakeholders are and how they are to
stakeholders in decision making and be involved
action
Projects seen as vehicles for develop- |+ Expanding pattern of cross-agency « Projects seen as vehicles for develop- | PROJECTS,
ing new norms, human capacity initiatives ing new norms, human capacity PROGRAMS
Projects comfortably link short- and * Mechanisms to develop human * Projects comfortably link short- and >
longom rsil capacty e basic 0 prosis and | eng e sl Ll |INITIATIVES
Assumption-based initiatives develop * Projects become a way to change from pPojects P
from projects standard operating mode of agencies
A resource map used to identify and * Committed corps of volunteers » Use of resources of community are HUMAN
connect human and organizational emerges . . e broadly evident
capacities and interests with potential | * Human resources increasingly utilized |  Investment in the development of CAPACITY
community issues and/or projects . ?r?d?vrie ulzilla;ntgmrsoup learning seen as pfggrlgnﬁ important as facilities and BUILDING
More community-based ways of learn- an ongoing and essential process . Elolunteerism and philanthropy are
ing and doing becoming evident leveraged to keep formal and infor-
Emphasis on reflection, improvement mal systems flexible, dynamic
New stakeholders invited to give input |+ Emerging comfort with new roles and |+ Collective decision making about key | GOVERNANCE/
and make decisions responsibilities . . policy issues (e.g., personnel, budget, L
Group recognizes a need for a facilita- | * All stakeholders represented in making curriculum, service delivery, etc.) EADERSHIP
tor/coordinator to encourage open dia- gnppr_tant policy decisions * Residents in leadership and governing
logue prior to decision makin * Decisions made about how to hold ositions
Suc p v & . each other accountable » Redistribution of power and account-
Shared responsibility and accountabili- |+ Governance of collaborative initiatives ability across and within formal and
ty discussed operating more smoothly; grounded in informal systems
Decisions made about new roles and community-based norms and » Participation, efficiency, and
responsibilities assumptions production are balanced concerns for
the systems
Communication patterns begin to + Information regularly reviewed for * Public aware of the wide range of COMMUNICA-
develop that broaden dialogue and 3pality_and applicability before options for community participation TIONS/
support community-based ideas issemination o o » Communication begins well before
On-going refinement of methods * Two-way communication s_tratefgy is in decisions are made and continues NETWORKING
Public debate on specific changes place with active participation from through implementation and review
ixed supnort diverse stakeholders »  Written materials tailored to audience
carn mixead supp . * Networks recognized as valuable * Two-way communication is the norm
Greater recognition of community communication vehicles + Formal and informal networking is
diversity and need for different key part of infrastructure
involvement strategies
Collaborative decisions about resource | * Developing internal capacity for * Collaborative funding mechanisms FINANCIAL
allocations across formal and informal generating assets and external in place so systems jointly support
systems f{uppomng 'collabqratllonsu d f{lared vision arlld olz;ls Hocated RESOURCES
: o » Resources increasingly allocate » Resources regularly being allocate
Basic resources beginning to be based on results, sys%e};ns thinking, based on resuglts, S)ystemsgthinking,
allocated to new ways of operating and community building and community building
Special funds strategically used to
solidify new ways of operating

FIGURE 2—CONTINUUM OF COMMUNITY-BUILDING SYSTEM CHANGE






