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Never doubt that a small group of
thoughtful, committed citizens can
change the world. Indeed, it's the
only thing that ever has.

-Margaret Mead

Learning Objectives

* To describe a process of community change
« Identify a practical approach to community change

» lIdentify characteristics of effective and sustainable
coalitions

» Apply various theories and tools to enhance coalition
capacity




Characteristics of Viable Communities

Depth — they are much more than a single layer.

Vitality — people work at community. They struggle to preserve what is
valuable.

Strong mediating institutions (such as active faith communities) and
voluntary associations.

A high level of tolerance & respect.
Social and psychological support systems.

A wide variety of people — different ethnic and racial groups, young
and old, rich and poor, involved with each other in civic activities.

Central meeting places.
Public servants who are accessible.
Locally owned businesses.

Strong cultural base.

Characteristics of Viable Communities

Leadership that represents the people and knows how to get them involved.
Governments that partner with citizens’ initiatives.
Processes in place that:

! Enable people to come together to analyze and solve problems. The
problem solving processes include a variety of individuals — including the
stakeholders and the target population.

! Make it easy for community members to determine how they can help.

! Enable the solutions to come from the community, not the
professionals.

! Build consensus and coalitions within an uneven distribution of power.

! Keep envisioning the future.

Source: C.M. Moore. A Working Paper on Community. The National Conference on Peacemaking and Conflct Resolution. Fairfax, VA: George
Mason University, 1991

Definitions of Community

Community exists when people who are interdependent struggle with
the traditions that bind them and the interests that separate them so
that they can realize a future that is an improvement on the present.

C.M. Moore. A Working Paper on Community. The National Conference on Peacemaking and Conflict Resolution
Fairfax, VA: George Mason University, 1991

A healthy community is one that is continually creating and improving
those physical and social environments and expanding those
community resources which enable people to mutually support each
other in performing all the functions of life and in developing to their
maximum potential.

M. Minkler. Community Organizing and Community Building for Health. New Brunswick, NJ : Rutgers University
Press, 1997.




What affects our health status?

Lifestyle - 53%

Source: Ten Leading Causes of Death in the US in
1975. U.S. Centers for Diseases Control and
Prevention, Atlanta, GA, 1978

Determinants of Health

Human How we live Access to
Biology | Environment Lif estyle Health Care
* Genes |* Air, water, land * Diet/Nut rition |* Medical care
* Aging | Built environment * Physical * Dental care

* Poverty activity

* Employment * Smoking

* Social exclusion * Alcohol

* Social environment * Other Drugs

* Education * Sexual

* Transportation behavior

An Ecological Perspective: Levels of Influence

Concept Debnition,
Individual Factors  Individual characteristics that influence behavior, such as knowledge,
attitudes, beliefs, and personality traits

Interpersonal Factors Interpersonal proces:
peers, that provide s

and primary groups including family, friends,
al identity, support, and role definition

Institutional Factors Rules, regulations, policies, and informal structures, which may constrain
or promote recommended behaviors

Community Factors ~ Social network and norms, or standards, which exist as formal or
informal among individuals, groups, and organizations

Public Policy Local, state, federal policies and laws that regulate or support healthy
actions and practices for disease prevention, early detection, control,

and management

Source: K. Glanz and B. K. Rimer, Theory at a Glance, A Guide for Health Promotion Practice. U.S. Department of Health and Human Services.
National Insitutes of Health. September, 1997,




Risk & Protective Factors

Risk factors are characteristics that occur
statistically more often for those who develop
alcohol, tobacco, and other drug problems, either
as adolescents of as adults.

Protective factors are the characteristics that help
youth avoid alcohol, tobacco, and other drug
problems.

Center for Substance Abuse Prevention

Community Change Theory

Initiation Stage- Getting Started
« Define the community
« Define the scope of the issue/effort
« Assess, analyze and address community/agency readiness

Legitimation Stage - Introduce and Involve
« Involve community members
« Develop a “team”
« Create shared vision
« Seek out supporters and know the opposition

Legitimation Stage- Assess Needs and Resources
« Conduct/analyze community risk and resource assessment data
« Identify and prioritize risk and protective factors to be addressed
« Identify additional resources and gaps in services

Community Change Theory

Legitimation Stage- Create a Plan
« Develop a plan with specific desired outcomes based on assessment

data

Impl 1tation and Evaluation Stage of the Plan
« Implement new programs, policies or practices
« Evaluate

Sources: R L. Braithwaite, F. Murphy, N. Lythcott. Community Organization and Development for Health Promotion within an Urban Black
Community. Health Education, 1989. pp. 56-59; J. D. Hawkins, and R F. Catalano. Communities That Care. Tools for Community
Leaders: A Guidebook for Getting Started. South Deerfield, MA: Chaning Bete Company, Inc., 2002; C. Sower, J. Holland, K. Tiedke, W.
Freeman. Community Involvement. NY: The Free Press, 1957; C.\. Willie. Theories of Human Social Action. Dix Hills, N.Y.: General
Hall, Inc. 1994,




Why Community Coalitions?

* Address new and broader issues

« Develop widespread support for issues

« Encourage collaborative problem solving
« Create culturally relevant solutions

« Maximize the power of individuals

« Provide more cost effective and coordinated services — minimize
duplication of services

« Leverage additional/new resources

« Increase communication within community

Definition of a Coalition

An organization of individuals representing diverse
organizations, factions or constituencies who agree to
work together in order to achieve a common goal.

- Feighery & Rogers, 1989

An organization of diverse interest groups that
combine their human and material resources to effect
specific change that members are unable to bring

about independently.
- Brown, 1984

Coalition Functions

« Communication - Members have a chance to share and learn
from other members as well as become more familiar with the
various organizations involved in the coalition. Communication
needs to be honest and open.

« Coordination - Planning tasks, setting objectives, and
synchronizing services are key to successful coalition
development. The identity of each organization is not lost in this
process.

« Collaboration - Members must work together to help achieve
coalition goals and objectives set jointly by the members. The
activities of the coalition are conducted on behalf of the coalition.




Characteristics of Effective Groups

- Understanding of the “community”

* Shared Vision

* Clearly defined mission, goals, and objectives
* Active community engagement

* Organizational Competence
« Effective leadership
« Experienced staff/volunteers
« Trust
« Accountability

Characteristics of Effective Coalitions

- Organizational Structure and Function

* Task done and Team spirit

» Communicating message/benefits to community
« Linkages to other organizations

* Time and persistence

« Continually assessing progress

Source: P. Mattessich, B. Monsey, and C. Roy, Cammunity Building: What Makes It Work, Amherst H. Wilder Foundation 2001
T.Woltf and D. Foster, Codliticn Building: Basic Principles. Area Health Education Center, 1990,

Potential Obstacles
- Poor communication
» Limited experience
* Resistant leaders
» Over-committed leaders
* Not enough time

* Poor organization/unproductive meetings




Characteristics of Ineffective
Coalitions

* Lack of leadership and teamwork - conflict
* Turf and competition

* Failure to act

* Poor links to the community

* Funding - too much or too little

* Costs outweigh the benefits

Strategic Prevention Framework

Assessment

Profile population
needs, resources, and
readiness to address

needs and gaps

Evaluation Capacity

Monitor, evaluate,

sustain, and improve

or replace those that
fail

Mobilize and/or build
capacity to address needs

Sustainability &
Cultural Competence

Implement evidence-
based prevention
programs and
activities

Develop a
Comprehensive
Strategic Plan

Implementation Planning

Cultural Competence for Individuals

A set of academic and interpersonal skills that allows
individuals to increase their understanding and
appreciation of cultural differences and similarities
within, among and between groups. This requires a
willingness and the ability to draw on community-based
values, traditions, and customs, and to work with
knowledgeable persons of and from the community in

developing focused interventions, communications, and
other supports.

Source: Orlandi et.al.,(1992)




Cultural Competence for Systems

“A set of congruent behaviors, attitudes and
policies that come together in a system,
agency or among professionals and enable
that system, agency or those professionals
to work effectively in cross-cultural
situations...”

Source: HRSA/DHHS indicators of Cultural Competence in Health Care Delivery Organizations: An
Cultural Profile, prepared by the Lewin Group Inc, April 2002.

Cultural Competence Components

* Culture

+ Race/Ethnicity

» Language

* Gender

* Ability

+ Sexual orientation
* Age

Definition of Sustainability

The process of maintaining an
initiative by weaving a practice
into the fabric of the community
or making a permanent home
for a practice within the
community




Elements of Sustainability

« Institutional Capacity
« Process for replacing members/cultivating new leaders
« Creating sound organizational structure

« Strategic P itation and E ion
« Turning vision and mission into reality

« Communication: cultivating buy-in

« Marketing: building support/visibility

« Financial Security
« Developing resource plan with diverse funding streams
« Cultivating in-kind (material, human) resources

« Integration of Efforts: integrating programs/services into other initiatives

*Turn to Community Champions

+ Source: Getting fo Outcomes, SAMHSA, CSAP, June 2000.

Community Readiness...

... is the extent to which a
community is adequately
prepared to mobilize for and
implement a project or initiative

Southwest Center for the Application of Prevention Technology (CAPT), University of
Oklahoma, Norman, OK, Draft, 2003.

Stages of Community Readiness
Stage 1: Community Tolerance
Stage 2: Denial
Stage 3: Vague Awareness
Stage 4: Preplanning
Stage 5: Preparation
Stage 6: Initiation
Stage 7: Institutionalization
Stage 8: Confirmation/Expansion

Stage 9: Professionalization

ource: Ct it for Drug Abuse ion: Issues, Tips and Tools. NIDA, 199




Recruitment + Engagement =
Retention

* Who?
* What?
* When?
* Where?
* Why?
* How?

Mobilization/Recruitment

Why:
- Broad Representation
« Different Opinions
« More talent
« Create culturally relevant solutions
« Greater community support

« Leverage additional resources

- Develop a recruitment plan
« Methods of contacting potential members (face-to-face, phone)

Volunteer Recruitment
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Mobilization/Engagement

Engage representation from a broad spectrum of key community sectors to
find creative new approaches, build ownership, and ensure involvement:

Seven Practices of An Engaged Work Force
“Social Capital Drivers”

« Establish an Open Learning Environment

* Nourish teams and networks

« Generate a sense of community

« Arrange work to minimize stress/maximize balance
« Grow exceptional leaders

« Embrace personal strengths

« Develop the capacity for dialogue

Source: T. Norris, Workforce Engagement, 2003,

Mobilization/Engagement

How to keep people involved?

« Know your audience

« Recognize needs/strengths of members

« Support other interests of groups

« Recognize that groups are made up of individuals
* Match talent with coalition’s needs - “FIT”

« Welcome participants

« Show appreciation

« Know yourself

« Remain organized - use meeting time wisely

Mobilization/Retention
Benefits for Members:

« Use existing skills. Learn new information and skills- “FIT”
« Gain personal recognition

« Improve the neighborhood or community

« Chance to help others

« Support the group’s important mission and goals

« Attend meetings that are welcoming, provide social opportunities, and
are focused on the work of the group

« Networking opportunities inside and outside of meetings. Relationship
building.

« Providing incentives and benefits for members.

11



Mobilization/Retention

Costs for Members:

« Time, effort and other things people give up in other
parts of their lives to participate

« Perceived lack of appreciation

« Burn Out

« Lack of necessary skills to function in the coalition
« Feeling pressured for additional commitment

« Unresolved interpersonal conflict

« Lack of organizational progress

« Lack of direction from leadership

« Giving up activities with family and friends

gL LK

Activity: Cost/Benefit Analysis

Think of a group of which you are a member. Overall, how would
you compare the benefits with the challenges of being a member of
this group?

« Many more challenges than benefits.

« A few more challenges than benefits.

« About equal.

« A few more benefits than challenges.

« Many more benefits than challenges.

What keeps you coming back? Why did you leave?

Source: T. Wollf, Neighborhood Leadership Action Workbook, 1990

Organizational Structure
Governance
Rules and Roles
Distribution of Work

Formalize Operating Procedures

12



Organizational Structure

Establish Advisory Body/Board of Directors to:
« Govern

« Recruit additional talents, skills, and other resources

« Oversee financial operations

« Maintain non-profit status

« Maintain the mission

« Legal responsibility

« Enhance and build community connections

Organizational Structure

Rules/Roles by Which Group Operates:

- Roles of members (Officer, Chair). Clearly defined, with
written description of roles and responsibilities

« Decision-making style/process

Distribution of Work:

- Development of subcommittees/workgroups to address
particular activities

*General membership serving on and engaged in
subcommittee work (standing, ad-hoc)

Organizational Structure

Formalization of Operating Procedures:

« Specific mission

« How decisions are made

« Voting rights

« Membership including member turnover and recruitment plan
« Leadership and Facilitation

« Committee structure and leadership

« Written description of roles and responsibilities of members

« Use of written agendas (with clearly defined outcomes) at meetings
« Written minutes and distribution of minutes

« Establishment of a regular meeting time

« Providing food/child care

« Debrief/assess meetings




Activity: Charting Your Coalition

Think of the coalition you presently belong to or one in which have
been a member. Draw a diagram that depicts the organizational
structure of the coalition including the Board, the Coalition, and the
working groups (subcommittees).

«ldentify numbers.

«ldentify leadership.

«ldentify lines of supervision.
«ldentify where you are on this chart.

What are your observations?

gL LK

Organizational Structure and Function

Complete Needs Work
Roles
Written description of roles/responsibilities of members/staff
Structure
Mission and by-laws
Organizational chart with committee structure
Plan for membership, recruitment, and turnover
Plan for how leaders are selected and succeed one another
Standard orientation for new members
Written agendas and minutes of meetings
Functions
Plan for how decisions will be made
Internal communication system
External system to use in communicating with organizations
Approach to handling conflict
Identified areas members want to know more about (e.g. training)
Relevant information and reading material

Decision Making Structures

» Consensus — mutual search for solution which all can accept

* Hierarchy
— Autocratic — one-person rule
— Consultative — one-person rule with advice
— Oligarchic — experts rule
— Business or Military — chain of command

» Majority Rule — Voting
* Parliamentary Process — Roberts Rules of Order
* No Structure — Free of rules/penalties

* Unanimity — All completely agree

14



Leadership Goals

» What are the strengths of your Coalition?
* What are the challenges?
» What are the leadership training needs?

» What kinds of leadership will best support
your vision, mission, structure and goals?

Characteristics of Effective Leadership

« Ability to establish/communicate a vision
« Setting standards for performance

« Commitment and passion

« Integrity

« Ability to inspire trust and build relationships
« Risk taking

« Flexible and adaptable

« Self — confidence

« Effective communicator/listener

« Courage

« Intelligence and task competence

« Decisiveness

« Understanding of community/members

« Knows how to negotiate with people

Source: Bowman and Deal. Reframing 1991

Principles of Collaborative Leadership

* Inspire commitment and action
* Lead as a peer problem solver
* Build broad-based involvement

* Sustain hope and participation

Source: Chrislip and Larson, Collaborative Leadership, Jossey-Bass, San Francisco,1994
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Conflict

A controversy, a disagreement, or opposition
between two or more people who interact
and perceive differences between or threats
to their:

*Resources — short supply
*Needs — power, attention, friendship
*Values — sense of self, belief system

Conflict Resolution Strategies

Win/Lose

« Avoidance: Ignore/deny conflict

+ Accommodation: Give in, yield

+ Confrontation: Firm position, you
are right — other person wrong

Win/Win

» Compromise: Each side makes concessions to
meet the needs of other side.

* Collaboration: Work together to explore
alternatives and find solutions which allow all
parties to have their needs met without
compromise.

Conflict Resolution Process

Step 1: Find a good time and place to talk

Step 2: Discuss the problem
« Get all the facts and feelings
« Use active listening
« Get at underlying interests behind demands (position vs. interest.)
« Define the conflict as a mutual problem to be solved, not a win
llose struggle
« Focus on problem not person

Step 3: Brainstorm for Solutions
« Be willing to compromise.

Step 4: Choose a solution that works for all

Step 5: Try the Solution
« If it doesn’t work: go back to Step 3

16



(Strategic) Planning for Action

Why use a Strategic Plan?
- To give structure to your initiative

* To build shared agreement about what to do
and how to do it

* To create buy-in/ownership

* To help focus your efforts

The Medical ¥oundtaion, Inc.

Developing a Plan for Action
What'’s a Logic Model?

A logic model is a guide to program planning
that identifies the links between community
needs, assets, inputs, activities, and
outcomes. A logic model represents an
evaluative process that helps groups organize
their strategies/activities to achieve the best
possible outcomes.

Source: Community Anti-Drug Coalitions of America (CADCA), Building Drug-Free Communities: A Planning Guide, U.S.
Department of Justice, Office of Juvenile Justice and Delinquency Prevention, September, 2001

17



Logic Model Example

Outcomes

Outputs

Activity
‘ Inputs ‘

Implementing an Action Plan

Contents of the Action Plan

 What will occur

« Who will carry it out

« When it will take place

« What resources are needed

« Who should be informed, consulted, responsible,
accountable

Action Plan Worksheet

Desired Outcome:

Desired Strategy:

Action Steps Person Timeline for Anticipated Measure of Successful
Responsible Completion Barriers Completion

18



Elements of a Communication Plan

- Goal(s)
- Situation Analysis
-Context
- Target Audience
-Who do you want to reach?
- Message/Action
-Keep it simple and relevant
-Build in action
- Channels
- Projected Results and Measurement

Communication Planning
Step 1: Develop the Message

idelines for developing your
__Is message clear and consistent?
__Does message reflect the passion of group members?
__Does message reflect an issue that will engage community members?
__Are personal anecdotes part of the message?

Does the message:
__ Command attention?
__ Cater to the heart and the head?
__ Call others to action?
__ Communicate a benefit?
__ Create trust?

Communication Planning
Step 2: Know Your Audience

Consider your audience:

___Who is your audience?

___What do they have to offer?

__Whatis in it for them? How will they benefit?
___Are you speaking their language?

___Is your message tailored to them?

__ What is the ask?

19



Communication Planning
Step 3: Develop Media Strategies

Television Stations:

News Market | Type of Outlet

Name Station/Channel

Name of Contact

Deadline Information

Print Media:

News Market | Type of Outlet

Name Station/Channel

Name of Contact

Deadline Information

Radio:

News Market | Type of Outlet

Name Station/Channel

Name of Contact

Deadline Information

Communication Planning
Step 4: Consider Non-Media Communication

Type of Venue

Suitability

Date Initiated/ Success

Word of Mouth

E-mail campaign

Pamphlets

Newsletters

Websites

Calendars

Billboards

Meetings

Exhibits/Displays

Presentations

Events

Other

* Who is your audience?
* Why are they important?

» What is your message?

Marketing

* How and Where are you reaching them?

What is the ask?

20



+ Organizational history/Staff competence

What Funders Want

» Understanding of the issue

* Readiness

+ Mission fit

* Sound approach

* Measurable and realistic outcomes "

+ Accountability

+ Collaboration

» Cost effectiveness

Impact

Organization:

Resource Plan

Desired Outcome:

Action Steps

Person
Responsible

Timeline for
Completion

Anticipated
Barriers

Measure of Successful
Completion

Who are your Community Champions?

1.

2.

Community Champions
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Resources

WWW.Census.gov
www.ctb.ku.edu
www.foundationcenter.org
www.fedgrants.gov
www.forumforfundraising.com
www.gih.org
www.jointogether.org
www.prevention.samhsa.gov
www.samhsa.gov
www.nih.gov
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