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Chapter 1

A New Vision of Public Service

ELIZABETH L. HOLLANDER

In the spring of 1992, a distinguished monthly magazine
publisbed by the Congressional Quarterly changed ils
name from The Bureaucrat fo The Public Manager.
“Bureaucrat” bad become a dirty word. In 1990, the
Hllinois Commission on the Future of Public Service held
Jfocus groups of State of Hllinois public managers. When
asked why they worked for the state, their overwhelming
response was, ‘Because I can make a difference” When
these same public managers were asked bow they felt
when people said, ‘And what do you do?” they groaned
and put their beads down on their desks. Mandgers
responsible for the lives of children, the condition of the
environment, and the safely of roads felt embarrassed
that they beld these jobs.

hese examples reflect the plummeting regard of many U.S. citizens

for their public servants. In fact, it was concern over this falling

esteem that led Paul Volcker, the former chairman of the federal

reserve board, to address the “quiet crisis’” in the federal gov-

ernment, namely, the crisis of keeping and recruiting first class

managers. His report, Leadership for America, Rebuilding the
Public Service[l], argues that the lack of public trust in government, the
need for higher standards of accountability, inadequate pay scales, as well
as cumbersome recruitment and hiring procedures have created this crisis
of confidence. In fact, this seminal Volcker report set off an avalanche of
special commissions and books on the need to “reinvent government.”
As a result of this movement, widespread interest in finding better ways
to deliver government service is growing.
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At the same time, alarms about American political life are also being
sounded. The popular political writer E. J. Dionne and the Kettering
Foundation of Dayton, Ohio, long concerned about citizen engagement,
are among the influential voices articulating the public’s frustration
about its ability to influence public policy. Congress, these voices said,
is dominated by large and well-funded political action committees and
advancing special interests. These critics see efforts to get public input,
such as public hearings, as shams, occurring only after the real decisions
are made. Political campaigns are hugely expensive media events
focused on personalities. Little time or effort is put into engaging voters
in substantive policy discourse or debate. Politics, it is argued, has lost
all sense of “the public good.” Robert Bellah, sociologist and author of
Habits of the Heart, a widely read exploration of the contradictions
between individualism and community in American society, argues for
reestablishment of a sense of the common good of the civil society[2].

Dionne notes furthermore that the American middle class sees gov-
ernment as failing to deliver on such basics as education, health care, road
building, and crime fighting. As a consequence, “The broad American
middle gave up on government, misread by conservatives as a demand for
less government when, in fact, it was a demand for better government”[3].
The extent to which the “broad American middle” has given up on gov-
ernment has created a crisis of confidence in both the politics and public
administration of government in the United States. This crisis of confi-
dence requires us to paint a new vision of public service that can inspire
private citizens as well as those who serve in government. At least the
beginning elements of a new vision are driving the efforts to “redesign”
government and to reengage citizens in the enterprise of government.

A New Vision

A question posed to me by David Rosenbloom, editor of the Public
Administration Review, awakened me to the importance of a new vision.
“What is your vision of the public servant?” he asked, at a meeting of the
National Academy of Public Administration in 1991, where 1 was
reporting on the work of the Illinois Commission on the Future of Public
Service. It was a defining moment for me because I had no ready answer.
How, I thought, can we citizens “reinvent” the public service if we do
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not have a clear vision that guides us? Is there, I wondered, some central
idea about public service that is pushing the ever-increasing demand for
change? How have our notions of public service changed and why?

Can we paint a new vision for the public servant that fits our times,
hard times, in which we are not clear that the American dream of
upward mobility for each new generation will hold? Fundamental
changes in the role of the U.S. in a global economy have changed the
nature of work, as the dramatic reduction of blue collar jobs that pay a
“middle class” wage indicates. Huge federal deficits have curtailed the
U.S. ability to invest in domestic needs. The gap between the very rich and
very poor has widened dramatically and the middle class has shrunk. All
of these economic realities create a governmental climate in which the
pressures to “do more with less” are unrelenting. A new vision for the
public service needs to confront these realities.

The new vision of public service also needs to be one uniquely
American, one that requires us to acknowledge a deep distrust for govern-
ment, yet still maintains a deep respect for the general public’s role in
carrying out the responsibilities of government. The 19th century
commentator on American life, Alexis de Tocqueville, expressed the
following insight into American democracy:

[The] duties of private citizens are not supposed to have
lapsed because the state has come into action; but every
one is ready, on the contrary, to guide and support it. This
action of individuals, joined to that of the public authori-
ties, frequently accomplishes what the most energetic
centralized administration would be unable to do[4].

American present-day discontent with both political systems and
public agencies seems to reflect a feeling that citizens are no longer in
a position to “guide and support” the actions of their public authorities.
The idealism de Tocqueville saw in his vision of American democracy
seems to have completely vanished.

Is there some way that a new vision of the public servant could help
reestablish these relationships with the citizenry, the relationships that are
a centerpiece of the case studies in this book? Several ideas underlying
both the government reinvention and citizen involvement movements
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can help us paint a new vision of the public servant as the “collaborator’
in the best sense of the word, as one who according to a dictionary defi-
nition “works jointly with others for a common goal.” Working jointly with
others for a common goal applies both to how government workers relate
to each other and how they relate to their constituents.

Notions of Bureaucracy

Our traditional notions of how government should be organized have
been governed by traditional Weberian notions of bureaucracy formed in
the 1890s. According to Max Weber, “Ideally bureaucracy is characterized
by hierarchical authority relations, defined spheres of competence subject
to impersonal rules, recruitment by competence, and fixed salaries. Its
goal is to be rational, efficient, and professional.” This ideal of public
service was a compelling alternative in the late nineteenth century days
of the free-wheeling political bosses of the big city halls. Pursuit of this
ideal in the 1890s was evident in the founding of the National Civic
League and the city management movement.

Now, however, the fundamental assumptions underlying this way of
organizing government bureaucracy are being seriously challenged. Civil
service systems have not accomplished the task of preventing patronage
appointments. One example was the startling evidence presented in a
U.S. Supreme Court case, Rutan v. the State of lllinois. It showed that
obtaining a low-level state job often required a signed statement from the
political committeeman documenting how the job applicant had voted
in the last three elections. If he or she were too young, the applicant’s
parents voting record was reviewed. This case addressed only one of the
failures of the civil service system. Even internally the systems have not
provided enough sense of protection to workers to reduce their interest
in union membership. In fact, union membership in government is rising
at the same time that it is declining in the private sector. This reality
leaves government managers with the constraints of two systems
designed to protect the interests of workers.

Impersonal rules have not ensured the fairness they promised either;
instead they have become a substitute for reasoned judgment. For example,
case workers in the Illinois Department of Children and Family Services are
governed by a 2,400 page manual with multiple changes to the document
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issued every month. At the federal level, Vice President Gore has compiled
extensive evidence of such rules including the 100,000 pages of personnel
rules on how to hire, promote, or fire federal employees [6].

Examples of this kind of bureaucratic excess are all too easy to uncover.
Even the Columbia Desk Encyclopedia gives this definition of bureaucracy:

...because of the shortcomings that have in practice
afflicted...large administrative structures, the terms bureau-
cracy and bureaucrat in popular usage usually carry a
suggestion of reprobation and imply incompetence, a
narrow outlook, duplication of effort, and application of a
rigid rule without due consideration of specific cases[7].

Let the Record Show

Beyond encyclopedia entries, historical evidence shows that the ideal
of the fair-minded, rule-driven bureaucrat has failed us. So has another
compelling vision of the public servant fostered during the 1930s. In the
era of the New Deal, we had faith in the idea of the government worker as
a social engineer who both formulated and implemented public policies.
We had great optimism that the New Deal programs would bring sub-
stantial change and that public intervention to reduce poverty and
increase job opportunities was both appropriate and workable. This
vision reappeared during the 1960s in such initiatives as the “War on
Poverty” This Johnson Administration program put much greater
emphasis on the involvement of citizens in solutions, and a high level of
suspicion about the ability of professionals to engineer solutions. This was
the era in which federal legislation carried such mandates as “maximum
feasible participation” by the public.

That vision of the 1960s failed us,too. The 1970s reflected a very deep
disappointment in the ability of government to bring effective social
change, and marked the time when we began to lose faith as a nation in
the American dream of upward mobility. For many Americans, it was not
clear that the next generation was going to do better than their own.
Alice Rivlin, in her 1992 book, Reviving the American Dream, makes the
case that it is this loss of faith in the American economy and its ability to
sustain an increase in the quality of American life that is at the root of
the disillusionment with government[8].
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For whatever reasons, the late 1970s through the 1980s evolved into
the era of government bashing. Starting with President Carter and
reaching a zenith under President Reagan, government bureaucracy was
cited as “the problem.” Bloated, inefficient bureaucracies were blamed
for soaking up resources at a time when deficits were growing, and with
them, resource constraints on social programs. Major scandals in federal
agencies like the Department of Housing and Urban Development and
the Environmental Protection Agency added to public disillusionment.
Public polls conducted by the Institute for Social Research at the
University of Michigan, the Washington Post, and ABC News showed
that the number of citizens who trusted the government in Washington
to do what is “right only some of the time” rose from 22% in 1964, to
73% in 1980, and leveled at 60% in 1985 and 1986[9].

Politicians joined the bandwagon in bashing government’s ability to
do its job well, and many did an about-face and ran against their own
bureaucracies at the federal, state, and local levels. At the same time,
legislatures continued to pass mandates to address public concerns about
such matters as environmental conditions. The city of Chicago, in con-
junction with Roosevelt University’s Institute for Metropolitan Affairs, con-
ducted an in-depth study of problems posed by unfunded federal mandates
and overregulation. Released in 1992, the study cited one finding estimat-
ing that between the years 1996 to 2000, “environmental compliance”
with federal and state regulation will cost the city of Chicago an average
of $135 million annually, or 23 percent of the total municipal budget[10].
Moreover, on the environment and other issues, politicians across the
nation have promised that services could be maintained without tax
increases if waste and inefficiencies were rooted out.

During the 1980s business practice was increasingly held up as the
model of efficiency and government was urged to adopt more businesslike
practices. At the federal level, President Reagan in 1984 established the
Grace Commission as a group of big-business leaders led by J. Peter
Grace, chief executive officer of W. R. Grace & Co. In 1984, the Grace
Commission made news by recommending 2, 478 ways to reduce federal
spending and save $424 billion over three years. At the state level,
Governor Arne Carlson of Minnesota in 1991 formed the Commission on
Reform and Efficiency (CORE) to address problems in the state bureau-
cracy. The charge was given to make deep changes in state services and
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programs. Both of these government reform efforts engaged leading
business leaders in the enterprise of helping government increase its
efficiency. Privatization became another popular strategy for introduc-
ing the discipline of business practice in delivering government services.

Total Quality Management

As government was looking to business practice as an alternative
model, business itself was going through a major self-examination. Japan’s
extraordinary success in competing in American markets for such goods as
automobiles was calling into question the ability of major American com-
panies to produce competitive quality products efficiently. Business, too,
was finding the traditional hierarchical corporate organization insufficient
to the task of global competition. American business “discovered” the
power of the total quality management principles that Edward Deming had
taught the Japanese after World War II. Dr. Deming urged that instead of
trying to achieve quality through a hierarchy of “inspectors,” it would
be far more effective to allow front line workers to be engaged in the
enterprise of producing what customers want. Teams of front-line
workers were trained to reexamine and redesign the systems in which
they worked; their managers were trained to be coaches in this enterprise,
rather than “controllers” and top management was assigned the task of
creating a vision of producing a consistently high-quality product that
met or, better yet, exceeded the desires of their customers.

The Deming approach to the organization of a company and the
roles and responsibilities of the people in it was a revolution in the U.S.
way of thinking about how to organize a large enterprise. It is a revo-
lution that is, in its own unique form, being adopted increasingly by
government because it contains at least two powerful ideas that address
the quandary facing government administration in the United States
today. The first principle is that the quality of products should be dri-
ven by the needs of the customer. The second tenet is that traditional
hierarchical systems should be replaced with systems redesigned by
those who actually produce the product, i.e. front-line workers should
be trusted and empowered. These ideas are the basis for helping to
sketch a new vision of the public servant.
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Focus on the Customer

Let’s first examine the Deming focus on the customer as the one who
defines the quality of the product. We do not ordinarily think of
American citizens as “customers” of government. They do not have the
alternative of shopping elsewhere for most of what government provides.
Nevertheless, there is a powerful effect when large organizations turn
their attention to those for whom they are providing service. Large orga-
nizations, in whatever sector, have a tendency to fall into patterns of serv-
ing their own needs and doing things they way they have “always done
them.” For example, private companies like Sears Roebuck lost touch
with the change in their customers’ lifestyles, and continued to produce
catalogues aimed at a mythical four-person middle class family. Other orga-
nizations that fail to focus on customers include museums that clear their
galleries at 4:45 p.m. so the guards can go home at the 5:00 p.m. posted
closing time, or city health clinics that are not open evenings or weekends.

Government can be much more effective when it turns to its users
(Deming would call them “external customers.), as Cook County,
Illinois, did in trying to extend information about contract opportunities
for minorities. In that instance a team of government employees in the
Cook County Contract Compliance division asked a minority business
vendor to join them in devising new ways of getting the word out about
job opportunities. He was able to help identify the kind of information
minority contractors needed, and the right timeframe to compete effec-
tively for county contracts. Many more examples of this kind of outreach
can be found in Chapter 8 on the Chicago Models of Excellence.

Staff functions of government — budget, comptroller, purchasing, law,
personnel — similarly forget their users or “internal customers” the other
government agencies. Centralization of the above functions was designed
to provide uniformity and efficiency. While staff agencies may provide a
modicum of uniformity, they are often the least efficient in getting the job
done. In Minnesota, when the Department of Administration sought to
treat other government agencies as their customers, it transformed the way
they did business (Chapter 7). For example, the consulting and training
division became a competitive consultant and raised all of its costs through
selling its services to state and other government agencies[11].
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Citizen Involvement

For government, involving the citizen requires more than focus groups
or opinion surveys. In the words of Ernie Cortez, organizer for the Industrial
Areas Foundation in the Southwest, “Does my opinion really matter, or is
what matters my judgment?...Judgment is a public process of discussion and
debate”[12]. The implication is that time should be taken to teach citizens
their choices and involve them in policy development. In that way, they can
become a powerful force in “supporting and guiding it,’ and achieving more
than any centralized administration. Just one example, from my time in
Mayor Harold Washington's administration of Chicago government, was a
1983 taskforce created to develop policy for homeless shelters. The group
involved many city agencies and shelter providers, as well as state and fed-
eral agencies. Because all of these groups shared power, they were able to
get new laws enacted to provide for homeless shelters. Coordinated fund-
ing of new shelters across the city was also achieved within a year.

Citizen involvement is, of course, not a strategy of Democrats alone.
Jack Kemp, President Reagan’s Secretary of Housing and Urban
Development, touted the advantages of tenant management in transform-
ing public housing. In fact, the 1980s was a time when both liberals and
conservatives promoted similar strategies for citizen involvement, although
not always clothed in the same rhetoric.

In the late 1980s and early 1990s, at all levels of government, federal, state,
and local, it became obvious that citizen initiatives were finding their places.
The 1992 federal elections were marked by attempts to reengage citizens in
the political process. During the campaign Bill Clinton reached out to the
voters through town meetings, bus trips, and appearances on popular TV
shows. As President, he continued this trend in such undertakings as the
Economic Summit, in which citizens’ varying points of view were debated.

The recent federal Empowerment Zone legislation is a powerful exam-
ple of the assertion that citizens need to engage in their own community
rebuilding. This legislation requires the involvement of all sectors of urban
and rural communities in the strategic planning of neighborhood rebuilding
strategies. Engaging citizens and community groups effectively requires that
government employees develop a whole set of skills that are not regularly a
part of their training. Before exploring this situation further, let’s examine
the dynamic idea of worker empowerment.
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What a Picture is Worth

Imagine a chart with a stick figure at the top, representing the CEO.
Several lines emanate from below the feet to another row of stick figures,
representing middle management. Below the feet of each of these managers
is another series of lines pointing to stick figures representing the front-line
workers. There is one big difference in this last line of figures, however; they
have no heads. One quality management consultant uses this diagram to
describe the traditional bureaucracy.

Today, however, a new vision of organization is emerging that has front-
line workers depicted at the top of the page; they are represented as
whole people (with heads) grouped into teams and supported from
below by both middle managers and the CEO. The assumption in the sec-
ond chart is that front-line workers have a profound knowledge of their
own work. When they are free to use that knowledge, they can change
the delivery systems in which they work to produce a better quality prod-
uct or improved service for the citizen. Experiments in Chicago, and in
other places in the U.S. like naval bases and IRS offices, as well as local
government agencies in Austin, Texas, and Madison, Wisconsin, have
demonstrated the power of this approach to government bureaucracies.

The report of the National Commission on the State and Local Public
Service[13] describes the essence of this approach as “trust and lead,”
instead of “command and control” Can it really be that we can reform
government practice on the basis of trusting government employees to
want to do their jobs and to deliver quality services? Isn’t government
filled with patronage workers who got their jobs for the wrong reasons
and are unlikely to do a day’s work for a day’s pay without elaborate
systems of control?

Workers Redesigning Systems

Once again, we have to look at the actual impact of our rule-driven, hier-
archical systems with their defined spheres of competence. In reality we
have not prevented poor performance with our command and control sys-
tems, but instead have reduced productivity by focusing on what Deming
calls the 5% of the workforce who are malingering. Examples in govern-
ment abound of such practices as requiring multiple sign-offs on documents.
Perhaps even more serious, government blames individual workers for
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failing even when they are asked to perform within impossible systems.
One example that comes to mind is the situation facing childcare workers
in states like Illinois; they have impossibly large caseloads. If a child
comes to harm and there is publicity about it, the caseworker is likely to
be blamed and fired. Such cases perpetuate impossible situations when
another approach, that of redesigning the assignment of cases to make
child protection a feasible enterprise, would alleviate these problems.

When workers are asked to redesign systems, based on consumer
needs, there is a powerful shift in responsibility, away from managers, to
the workers themselves. With such shifts comes a powerful sense of
engagement with the enterprise. For example a 20-year veteran in a
Cook County, Illinois, hospital reports a new excitement about coming
to work because “someone listened to what I had to say”[14].

At the same time that teams of workers are trained to redesign their
work systems, they can also learn to measure their own productivity and
take ownership of accountability systems. The upshot of this approach
is a reduction in the number of middle managers. Also inherent in this
design is a vision of organizations that honor the day-to-day work of their
employees, whether it's the teacher in the classroom, the income main-
tenance worker, or a beat patrol officer. Traditionally, rewards for doing
these jobs well have resulted in promotion away from the front line to
middle-management positions. Under the new organizational structures
implicit in this approach, rewards for good work will not necessarily
mean promotion away from the front line. Instead, employees will
receive increased remuneration, as well as gainsharing and team awards,
for increased experience and wisdom in carrying out the “real work” of
the organization.

What does this new approach imply about a new vision for public
service? How can such redesigning help us to reestablish the American tra-
dition that the government is not “them” but “us?” First, shot through all
of the government reform initiatives of the 1990s is a fundamental respect
for public management, whether it’s the 1989 Volcker Report, Osborne and
Gaebler's book Reinventing Government, the National Commission on the
State and Local Public Service (the Winter Commission), or the National
Performance Review. Each of these reports wants to reestablish a sense of
“higher calling” in doing the public’s business. What better way than to
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devise organizations that are built on employee trust and respect? Many
surveys of government workers show that the desire to “make a difference”
is a number one motivator for doing their work; in fact, it is listed ahead
of salary and security. Doesn’t it make sense to reinforce this desire “to
make a difference?” This redirection does not mean that we have to give
up on eliminating waste and inefficiency. Instead, the workers themselves
become engaged in the enterprise of stopping wasteful practices and
assume responsibility for increased productivity.

Citizens as Customers

If we keep our focus on the public as the customer for whom we have
established public services, we can meet people’s needs, and also seek to
reengage citizens in the hard work of government, sharing difficult decisions
and real responsibilities. To achieve the new vision of public service, we
will need public servants who are capable of collaborating with each other
and with the public. They will not be social engineers, arrogant about their
abilities to improve the lives of citizens, but will understand instead that
every public service is a joint enterprise that includes citizens, their own fel-
low workers, and other agencies. The role of beat patrol officers in com-
munity policing is a good example of this new ideal. The officer’s task is to
form with the neighborhood a relationship that will lead to citizen assistance
in crime control and maintenance of community safety and harmony. These
patrol officers must also come to be seen in the neighborhood as a valuable
source of assistance and protection. To be effective, they need to engage
increasingly in developing partnerships with community groups and with
their own bureaucracy. These partnerships allow them to gain valuable
information on crime patterns from community residents. They also
become welcomed community partners, for example, when they arrange
towing of abandoned automobiles and improve neighborhood conditions.

However, for beat patrol officers to succeed at these tasks, their man-
agers and department top brass will need to shift attention from counting
the number of arrests or responses to 911 calls to supporting these officers
in their collaborative work and rewarding them for it. Central offices will
need to make resources as ordinary as copying paper available at the local
level. These are examples of a fundamental shift in perspective required by
the bureaucracies themselves to create government organizations that can
work with local citizens.
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The ldeal Public Servant

What else will be essential for this new vision to succeed? Embedded in
this vision is the idea of the “learning” government. Government employees
will need to acquire and sharpen their skills at teamwork, analyzing their own
work systems, devising accountability standards, and learning how to work
more closely with citizens. Models, such as those from Chicago, show that
investment in the right kind of training can pay off. Government leaders will
need to hone their skills in motivating and coaching their employees,as well
as in engaging citizens and others in effective dialogue about the mission of
their organizations. The Winter Commission report suggests that we will
need to encourage movement in and out of government by supporting
portable pensions, thereby fostering a capacity for government adminis-
trators to work with other sectors[15]. A recent Government Assistance
Project survey in Chicago of government leaders, known to be successful in
collaborating with their communities, found that the vast majority had spent
time in the nonprofit sector as well as government[16].

On the citizen side, we must continue to seek effective ways to engage
citizens in the public debate and in the actual provision of service.
Government and citizens need to work together to reweave the social fabric
in our dysfunctional communities. The more citizens become engaged in
the difficult process of creating the public good, the more they will under-
stand its complexities. In this way they can achieve another goal: reducing
the attractiveness of easy but unrealistic political rhetoric. This means that
government needs to take the time to involve citizens in decision making at
every level, whether in neighborhood plans, city-wide capital investment
programs, or state and federal welfare policy. Government leaders and man-
agers must recognize that citizens, in some cases, can and will provide
complementary services that are more effective than their own. Neigh-
borhood block watches, tenant management committees, or docent pro-
grams in historic structures have proved this point in many communities.
Government also needs to share real information about the limited resources
available to meet public needs and face the tough choices about what to buy
with those limited resources.

The ideal public servant who emerges from the description above is one
who can work with others to achieve the public good, a collaborator who
recognizes that public administration in an American democracy requires
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that public servants encourage citizens to support the public enterprise.
Such an employee will have a profound respect for democratic decision mak-
ing, and the patience to engage in it. In addition, the ideal public servant is
a collaborator within his or her own bureaucracy, seeking the engagement
of workers, working on teams, and crossing turf lines to provide sensible
services to customers.

If there is concern that this profile is not an achievable vision, and a
vision is, after all, a picture of something that can’t yet be seen, the case
studies that follow in this book will allay that concern. This volume is rich
in various examples of citizens and government workers who have found
ways to collaborate to enhance the public good, which after all is the rai-
son d’etre of government. In the words of the Chicago community policing
strategic plan, “Together we can.”
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Chapter 2

Making Government Work:
A View from the Inside
Interview with Carolyn J. Lukensmeyer

JAMES P. TROXEL

Carolyn J. Lukensmeyer; Ph.D., certified organizational
development consultant, gives a view of the inside of
politics from an organizational management
perspective. She spent four years as the Chief of Staff
Jor Governor Richard Celeste of Obio during bis second
term in office (1986-1990). From December;, 1992
until July, 1994 she worked for the Clinton-Gore
Administration; first on the management team that led
Vice-President Gore’s National Performance Review,
then in the office of the White House Chief of Staff.
James Troxel, General Editor;, conducted this
interview during the summer of 1994, just after
Dy Lukensmeyer left the White House.

Working Inside on Governance

Troxel: I'd like to understand bow your work on governance bas devel-
oped. How did you as an OD consultant find your way into public service?

Lukensmeyer: Twenty years ago I completed my Ph.D. in organizational
development, and began consulting with a variety of organizations in the
fields of manufacturing, energy, health, education, and government.

A VIEW FROM THE INSIDE - 17



Whether my work was private sector or public sector, I was always fasci-
nated with the issues of public policy and who is accountable for the “com-
mon good.” For example, considering the water rights of the Quirajan
Indians adjacent to the coal deposits being developed by an Exxon joint ven-
ture in Colombia, or the “Chemical Facts of Life” program developed as
part of the Corporate Social Responsibility function I helped create at
Monsanto in the early 1970s. Looking back I see it is obvious that there
always has been a public service aspect to my work.

However, it was in December, 1982 that I was first offered an oppor-
tunity to have a direct impact at the senior level of government. Then
recently-elected Governor Richard E Celeste of Ohio asked me to facilitate
a retreat to organize his Cabinet and senior staff. During this first term I con-
tinued to do retreats and to consult to the administration. At the beginning
of Governor Celeste’s second term, I moved into the position of Chief of
Staff. Although it was quite a jump from being an organizational consultant
to managing a state government, I knew the governor had an excellent vision
for what could happen in Ohio. I also knew his top team well and knew
that collectively they were people who could make his vision a reality.

Troxel: Was there any kind of professional motivation for the move?

Lukensmeyer: As an OD professional, I was dedicated to the question of
learning about organizations as systems. Early in my career three questions
about how we organize human efforts challenged me to compare and con-
trast three kinds of differences in our society. One was the difference
between big and small organizations; another, the difference between pub-
lic and private organizations. The third was the difference between those
organizations that were created and fashioned out of male consciousness
and run by men, and those created by female consciousness and run by
women (which incidentally, in the '70s were hard to find). I had followed
these questions through a ten year learning path trying to better understand
how companies and organizations worked.

When I had come to a point at which I was not learning more in the
consultant role to corporations, I was mostly working with joint ventures
in Europe and South America. I was burned out on traveling and tired of
having no managerial clout. As a consultant you can influence manage-
ment in the short term, but in the end someone else holds the position
with the power to follow through or not. I think Governor Celeste
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sensed my desire to “come inside” and asked, “Wouldn’t you like to be
chief operating officer of a 55,000 person entity?” and I said, “Yes, I
would,” even though it scared me.

Changing Access and Decision Making

Troxel: What were some of the challenges you encountered when you
went to work full time for the governor?

Lukensmeyer: At the time I became Chief of Staff, one of the criticisms of
the governor was that he was indecisive. The perception was that the last
person the governor talked to got the decision he or she wanted. From my
experience I knew that wasn'’t true; if anything, the governor was like a lot
of private sector leaders in that he moved too quickly to action. To me, it
was a management problem reflecting how decision options were brought
to him, not on his skills as a decision maker.

I believed we could change that perception by changing the way staff
people presented their ideas to the governor. We instituted meetings in
which all the opposing points of view were present in one meeting at the
same time. Once those meetings were set up, the governor could quickly
make decisions. Sometimes he needed more data, or identified other peo-
ple he wanted to consult. But his capacity to assimilate data from many
people in a meeting was extraordinary. In a few weeks we changed the
staffing pattern. We also changed the access to the governor’s office, so
that the pattern of people just walking in at will was stopped. By the end
of the first six months, the criticism of the governor as a poor decision
maker was gone. As a result, the media stopped focusing on it. I gained
confidence because of how quickly and easily we did it.

Working with the Media on Factual Reporting

Another challenge was dealing with the media. The media people had
decided during Celeste’s first term that he had an ethics problem. I knew
that Celeste was clean ethically; otherwise I would not have taken the job.
However, we never changed the media’s perception. I think we are watch-
ing a similar media/ethics issue in Washington now. Part of what is wrong
with the media today is that a reporter develops a stake in the outcome of
a story. Once a reporter gets an investment in a position or outcome, he or
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she becomes a player in the story rather than covering it objectively. Most
are not aware of this day-to-day investment, which often distorts coverage.

The following incident illustrates my point. I met with an editor of a
major Ohio newspaper at the end of Governor Celeste’s second term. I
raised the question of the newspaper’s coverage on Celeste’s ethics. I said,
“Yes, you are right about some of the administration’s personnel choices
early in the first term. But, name one person hired after 1985 [third year of
first term] who made the same kind of mistakes” He couldn’t. “Name me
one contract that had any link to campaign financing” He couldn’t. “How
can you not acknowledge that there has been a change from the first term
to the second term?” He looked me straight in the eye and said, “Carolyn,
all I know is my job is to report, as best I can, the truth. I know the truth
about the governor, and the truth is that he is weak on ethics.” This is an
editorial page editor of a major Ohio newspaper. Some media people know
they are distorting information because of investment in a position and some
do not. What concerns me most is the level of arrogance and self-right-
eousness reflected in their use of power. It is very disturbing. To whom are
the media accountable when they misuse their power?

A Case Study in Citizen Involvement

Troxel: One of the things I beard about Governor Celeste’s time in Obio was
that be tried to improve opportunities for constituents to participate. What
were some of the things you did to get citizens involved in government?

Lukensmeyer: The best example was the work we did with the mental
health system. When we took office, Ohio was 46th or 47th in dollar aid
to the mental health system. Actually Ohio had little credibility across the
country in this field. We found that there was very little professional
integrity in the system in terms of how treatment was delivered.

Governor Celeste’s commitment to doing this differently was clear from
day one. Mental health was the last Cabinet position that he filled because
it took him some time to find the right person. He interviewed all the obvi-
ous prospects and he could tell that none of them really saw it the way he
saw it and he would have to bring someone along. He finally interviewed
Pam Hyde, a brilliant 33-year-old lawyer, who had been executive director of
Ohio Legal Rights Service, an advocacy organization. Celeste had a vision
for mental health and she understood how to make it a reality.
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Her leadership focused on a very sophisticated stakeholder input
process. First, she worked inside the department to get all the right top peo-
ple together. As a consultant for the Department of Mental Health, I had
helped develop strategy and led planning retreats for her team. While most
people think of including from 18 to 25 people in this kind of work, Director
Hyde included 50 to 80 because she understood that maximum commitment
was necessary to make change within the bureaucracy happen. Support for
change must be broad.

The mental health division was the second largest employer in the state
government. In her first 18 months, we undertook a very sophisticated,
full analysis of the system. We understood that to make the vision a reali-
ty would take major legislation, and the only way we could get that major
legislation was to convince the legislative committee members who mon-
itored the mental health system. We knew we would have to have a “cit-
izen’'s voice” from consumers and their family network. Pam used several
other states that had model financing systems based on community sup-
port to begin to build the Ohio model. Community-based mental health
was what we wanted to promote. The dollar following the client into the
community was our primary goal.

Pam started giving discretionary grants to the community mental health
boards in the state to help them develop citizen advocacy groups on the
local level. She also funded a statewide consumer network and a statewide
family advocacy group. We helped create the family network because fam-
ily members had to be heard in the public policy debate. It is not gov-
ernment’s role to make public policy without citizen input. Of course you
can do it without the citizens, but it will only hold for the short term,; it
does not last.

That system is still in place. Most of the local groups now have seats on
the county level mental health boards. One of the groups eventually took
the state government to court. There was a period when Pam and I and a
lot of her people used to ponder and say,“Why did we ever create this sys-
tem for feedback? These people are giving us such a hard time, too.” No
matter how much we as a state agency did, it never seemed to be enough.
But we knew that the local citizen advisory boards were the people who
had to bring the county boards and the state into accountability. There had
to be some way of organizing citizens all over the state who would go to
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Columbus and look the legislators straight in the eye and say,“You have to
do this and this is why.”

By the time we left office, in January of 1990, Director Hyde and her top
management team had given speeches in 38 states and several foreign coun-
tries about the mental health program in which dollars follow clients. Ohio
was one of the models for allowing the consumer to have a voice in the sys-
tem. The institutional change spanned seven years culminating in the pas-
sage of legislation with a five-year implementation time frame.

Creating a Risk-Taking Culture

Troxel: How would you describe the kind of organizational culture you
wanted to create inside the governor’s office and with the Cabinet?

Lukensmeyer: The culture we set out to create was one of higher support
for speaking your own truth, whatever that might be. In my experience,
women make this transition more easily than men. I know that is a sweep-
ing generalization, but it is my experience. By the time I became Chief of
Staff, the governor believed it was not possible to hold an honest discus-
sion at the Cabinet meetings. I said, “Give me a chance; let me try to set a
new norm.” At first it was the women whom I could count on to get the
discussion going at a serious level; once the new approach became more
familiar, everybody who had a stake in the issue spoke.

A powerful way to change an organization’s culture is by increasing the
amount of diversity in it. More women and minorities are essential to the
culture change we are trying to make in organizations. Of the 30 people in
the governor’s Cabinet, it was a core of women who provided the leader-
ship for the culture change we created. This does not downplay the con-
tributions of men; but the real up-front risk takers in the culture change
tended to be women. The women seemed to be naturally attuned to creat-
ing new visions with other team members.

The culture we created was more participatory, more truth-telling, and
more power-sharing rather than power-holding, which in politics is a very
dramatic change in culture. I set a few norms when I went into the gover-
nor’s office. One of the strongest was regarding truth-telling. If you lie to
me, you're out of here. The first time it happened, I fired the person,; so, that
norm was highly respected.
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A game when I arrived in the governor’s office was to withhold infor-
mation so that a particular staff member could look more competent in front
of the governor. I changed that: if you did that, you were closed out of the
meetings. So the norm became “share information about our jobs.” There
were about twelve people involved in this. Each of us had access to all of
the other’s information as we developed positions to present to the gover-
nor, thereby facilitating the decision-making process.

Government cultures are risk averse to a highly dysfunctional level. So I
always want to create systems that reward people who take risks. Here are
some examples from my experience of simple day-to-day reminders being
useful. In several federal agencies in the Clinton administration, some
Cabinet members authorized little pocket cards. These listed five simple
conditions for personal risk taking and action:

Reinvention Permission Slip

Ask yourself...

Is it good for my customers?

Is it legal and ethical?

Is it something I am willing to be accountable for?

Is it consistent with my agency’s mission?

Am I using my time wisely?

If the answer to all of these questions is yes...don’t ask permission.
You already have it. JUST DO IT!

This tackles the notion that a decision has to go through seven or more steps
up and down the bureaucratic chain before a person can take action.

Dan Beard, commissioner of the Bureau of Reclamation, went even fur-
ther and other managers emulated him. To encourage his senior managers
to take risks, Beard gave them “forgiveness coupons” that they were able to
cash in upon making a mistake. (“It’s easier to get forgiveness...than per-
mission,” the coupon said.) He put this into people’s performance reviews;
if you did not use your coupons, you had to explain why.

To increase staff input, Beard distributed what he calls “How Am I
Doing?” cards. On one side is a series of questions about intrabureau
communication, cooperation, empowerment, and recognition and rewards.
The other side, under the heading “Make A Difference — Talk Back to Dan,”
asks staffers for their ideas and suggestions.

I N e
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Reducing the Gap Between
Appointed and Career Officials

Troxel: These examples sound good, but what bappens when a new
leader comes in? How do you ever really inculcate this new culture in
government with some permanence? It seems to me that's the bardest
Dlace to do it.

Lukensmeyer: It's a much more serious problem in the federal government.
In Washington, it was surprising to me to learn about the distance between
political appointees and career bureaucrats that manage programs. You can
operate for years in the federal bureaucracy in some pretty significant pro-
gram area and not even experience a slight impact from the political process.
In state government, there is a raw edge between the political appointees and
the career people. It's dynamic. You either connect or you don’t connect.
In the federal government, unless you really work at it at the Cabinet level,
connection just doesn’t happen. Again, from the Clinton administration,
Secretary of the Interior Bruce Babbitt spent his first few months visiting the
office of every program department head. This had not been done in the
recorded history of the department. This was a first, and the easiest step in
making a meaningful connection with the career bureaucrats at Interior.

To really change culture in four to eight years, the politically appointed
level has to link quickly with the bureaucracy in an authentic, healthy way to
solve problems and develop public policy. You have to create diagonal slices
and/or networks between the two. You have to end up — as fast as you are
capable — with people in the bureaucracy believing in the vision that you
believe in, and knowing and feeling that they are part of your team. If as a
political appointee, you can make that happen, they can carry the vision and
change strategy throughout the agency and give it life beyond your tenure.

Spreading Accountability
Troxel: How did you go about reorganizing patterns of participation and
cooperation?

Lukensmeyer: In Ohio we became known for the “cluster system.” This
reorganization was done at both the Cabinet level and working levels. For
example, if the goal were to export more agriculture products, which were
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the agencies in Ohio that had something to contribute? We picked a person
from every one of those agencies to join a cluster, and then chartered that
group to be responsible for increasing the volume of exports of agriculture
products from the state. The governor then held this cluster of Cabinet offi-
cials accountable for increasing agriculture exports, not just the secretary of
agriculture. And the Cabinet officials were in turn holding a cluster of work-
ing-level technical, professional people accountable.

When we first started doing the clusters, there was a lot of resistance to
it from people all over state government. Here is where my OD background
was helpful because I knew how to integrate substance and process. Many
excellent managers of programs don’t know enough about process to man-
age and lead organization change. Because I represented the governor,
when I called a meeting of 18 people from different agencies, everyone came
and listened to the absolute best of their ability. When people played
“games” that stood in the way of making the cluster process work, they were
at a very sophisticated level so that when we broke up the “games,” we broke
the back of the resistance to the whole process.

And of course there were games being played that went beyond indi-
viduals. They were at the program level, for instance with Medicaid fund-
ing. Negotiating with the “feds” about Medicaid funding was a nightmare
for every state in this country at that time. Our numbers in Ohio showed
that if we stayed on the straight-line growth path that we were on in 1989,
the state would be bankrupt by 1998 because of unfunded mandates. We
decided to put together a team that would negotiate with the “feds” in a
different way. The game that the federal bureaucracy played with the state
bureaucracy was to get the human services people to fight with the mental
health people to fight with the health people,and so on. The result was that
all the states were fighting within themselves and against each other; this
enabled the “feds” to maintain their position because it appeared the states
could not get their acts together.

So we changed the process. We said, “Nobody in this room is going to
talk to a representative of the federal government until we've all done our
figures, and until we’re all absolutely clear about our talking points. Every
time somebody from a federal agency talks to somebody from Ohio, they are
going to hear exactly the same story” We won the first suit that had ever
been won against the federal government in a certain payment category for
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mental retardation and developmental disabilities. Once we won one, peo-
ple’s attitude about clusters shifted immediately. My favorite memory about
the shift from initially taking a lot of guff about forcing people to work this
way to embracing the cluster system instead was the time, between the
November election and when we left office, that some of the same people
in the state agencies most adamantly against this kind of working structure
were in my office saying,“Isn’t there some way you can pass a law requiring
clusters to continue operation after you leave office?”

President Clinton’s First Cabinet Retreat

Troxel: How did you find yourself working for the federal government in
Washington?

Lukensmeyer: In October of 1992, gave a speech at the Organizational
Development Network (ODN) meeting in Toronto on challenging OD pro-
fessionals to consider working in government and politics. After the
speech I had dinner with Jane Hopkins, who was working as a consultant
with then-Senator Gore. During dinner she asked excellent questions
about how we organized the Cabinet in Ohio and took notes on my
responses. When I asked what this was all about she said,“I'll call you after
the election.” She did and that is how I came to co-facilitate the President’s
first Cabinet retreat.

Troxek: What did you do at that retreat?

Lukensmeyer: It was a very substantive two-day retreat. The President and
Cabinet set the six priorities for 1993, all of which were accomplished
(except welfare reform which, upon review, was shifted to a later time-
table). Leon Panetta and Alice Rivlin, then director and deputy of the
Office of Management and Budget, did a presentation on the budget that
became the focus of the Cabinet’s discussion of the budget. It was a sig-
nificant accomplishment.

In helping to design the retreat, I relied on my state experience. I rec-
ommended that we join the politics of the campaign with the Cabinet’s man-
date to govern. President Clinton understood the importance of this
immediately and the focus of the first two-and-a-half hours of the retreat was,
“Why did we win, and what is our mandate?” The message of the American
people was the basis for setting the direction of the new administration’s
work agenda.
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Let me digress for just a second to say a word about spirit that may sur-
prise you. As a nation and as a culture we have gone so far in valuing mate-
rialism that we often obliterate our conscious connection to the world of
spirit in most of what we do. Given the history of our country’s founding
and our deep concerns about the separation of church and state, this is par-
ticularly true in the political realm. As a culture we are finally learning to
acknowledge the difference between religion as an institution and one’s per-
sonal connection with spirit. This connection is part of the quality present
when people are in genuine dialogue.

In all of my work I look for ways to connect myself and others with
“spirit” “energy,” or “universal reality and vitality” I paid close attention
to this dimension both in the design process and in the working environ-
ment for this Cabinet retreat. There were 45 Cabinet members and key
staff for the first evening and day. People’s energy, vitality, and open-heart-
edness were clearly available for each other. To generate those qualities in
a group that size is not that unusual. But the next morning we were joined
by 65 more people for a total of 110. Yet we managed to create the same
level of openness, candor, and real dialogue on the second day as we did on
the first. I guess we were blessed. I would have almost said that it could
not happen, but it did.

Troxel: Did you continue to work with Cabinet members?

Lukensmeyer: Not right away. After the retreat I continued my consulting
practice. In late March, Vice-President Gore tracked me down while I was
working on the West Coast. He asked me to work for him on the “reinvent-
ing government” initiative and I went to Washington immediately, and
worked on those efforts until I went to work for the White House Chief of
Staff in November, 1993.

Initiating Guidelines for a Changing Bureaucracy

Troxel: How did the National Performance Review come into being?

Lukensmeyer: Well, here’s a good example of how a new administration
struggles to make the transition from campaign mode to governing. It was
a typical, political event on March 3, 1993, when the President stood at a
press conference with the Vice-President, and congressional leaders, and
announced the formation of the National Performance Review (NPR). They
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set a deadline of September 7th of that year for its report to the President.
When the podium and microphones were cleared away, there was no staff,
no budget, no office, no plan. It was incredible to anyone who is knowl-
edgeable about management. And so typical of our political system. In a
flash a campaign promise was transformed into a governing imperative with
no infrastructure to support it.

Three aspects of the staffing and methodology of the NPR made it unique
from previous similar efforts to reform the federal government such as the
Grace Commission and the Ash Council. First, the clear majority of the staff
of NPR were career federal employees — people who knew the details of
how things operated, knew the problems, and knew the solutions; second,
NPR identified success stories, enabling people to transfer learning in addi-
tion to identifying problems; third, all estimates of cost savings had to be
agreed to by both the agency and the Office of Management and Budget
before publication.

Another key strategic decision made by the Vice-President early on was
not to create a lot of new structures or a separate bureaucracy to manage
implementation of the report’s recommendations. He understood that fed-
eral employees had to be committed to the change process and own the
implementation. We did not want to foster yet another layer of organization
so we created only five cross-agency mechanisms staffed by people who
were on loan from their agencies. This group kept the President and Vice-
President linked to implementation: (1) the President’s Management
Council, (2) the National Partnership Council working with the labor unions,
(3) the Community Enterprise Board, which is the link between the federal,
state, and local governments, (4) the Government Information Technology
Group, and (5) the Ecosystem Management Group.

By the way, we did meet the September 7, 1993 deadline. And a year
later, the first status report was presented to the President at a White House
South Lawn ceremony. All of us who were involved, as well as many inter-
nal and external critics, were amazed at how much was accomplished in that
first year. We all knew that the next challenge would be to imbed the move-
ment for change in the bureaucracy itself.
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Reinventing Government

Troxel: What bave you learned, Carolyn, in your time at the state and
federal government, about what reinventing government entails?

Lukensmeyer: I think that the American people, whether they work in gov-
ernment or out of government, have got to reestablish clarity about what is
unique in their governmental systems. Government bureaucracies exist only
to serve the citizens of the United States of America. Those bureaucracies
have to be deeply committed to and focused by mission and purpose on the
“common good” They exist to help us all figure out how to live together.
As a result, government systems cannot be meaningfully changed from the
inside out without some link with the citizens. There must be a constant
commitment from the public to pay attention, to be engaged, to care, and to
voice real concerns. Broad citizen participation has to be linked with pub-
lic interest and public policy issues. Citizens must assume responsibility for
the political electoral process.

Bridging the Gap Between Policy and Management

1 was beginning to get an inkling of this in Columbus, but I saw it more
clearly in Washington. We know that the public policy think tanks have
evolved in Washington, D.C., and have multiplied. Also the numbers of all
the lobbyists in oil, business, agriculture, and every other field have
increased. One of the unintended negative consequences of all this activity
is that in fact there is a mentality that separates public policy from public
management. In most cases, there is an insidious value structure that makes
the policy part important and the management part unimportant. In other
words, to be engaged in the work of public policy development is seen as
superior to being engaged in the work of public administration. Many of the
people who are in those policy think tanks are people who have the high-
est and best purposes and values about how government should serve its
people. But their work is disconnected from the management systems
which turn policy into action.

Also, we have politicians who are not particularly savvy or connected to
these management systems. We have public policy gurus who are not par-
ticularly connected to public management. And we have a political system
full of good ideas, which is not linking good management with good
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government. Back in Ohio, Governor Celeste, Pam Hyde, myself, and other
Cabinet members and staff used to discuss this a lot. One of the things we
saw was that there are three factors that must be put back together to make
a working triangle: good management is good politics is good government.
It does not matter where you start, but there’s got to be a comprehension
that managerial leadership is one of the essential elements to making gov-
ernment responsive and accountable again.

The Citizen’s Role

Citizens are not going to have a meaningful role unless they stand up and
say that they want it. Starting with Proposition 13 in California, citizens got
angry about the way government was disconnected from the amount of
money it was taking out of their pockets. It has taken a full 15 years for cit-
izens to be as vocal and angry about poor service as they were about pay-
ing too much money for taxes. I also have seen this trend of citizens
connecting money and service, first in Ohio and now in Washington.

Troxel: What do you think accounts for this burst of citizen interest and
involvement?

Lukensmeyer: I would attribute it to the consumer revolution in this coun-
try. People have learned they can demand cars that don’t need repairs every
three months. So they ask, “Why should I have to call the Social Security
Administration and be left on hold for 30 minutes and never get an answer
to my questions about my mother’s monthly disability payments?” The
ethos has changed in this country; people are beginning to demand that gov-
ernment work better, not just cost less.

The point is that people have got to reexperience both conceptually and
behaviorally the link between how they participate in the political system
and the end-result. Citizens need to ask themselves if they are getting what
they want or not. They need to ask if the government serves them. This is
one thing that is unique about our government.

Hope versus Cynicism

When, with some successes under my belt, I went to Washington, D.C.,
I found that everybody in Washington tends toward cynicism. It is unbe-
lievable the way that cynicism dominates; it is a stunning experience for an
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outsider. For example, here we were at NPR, working our hearts out to cre-
ate real change in government and Capitol Hill told us this is a joke: it’s dead
on arrival. The lobbyists were all laughing. But, we were a bunch of true
believers, so we got down and worked even harder on the report. We hired
a professional to write it rather than government bureaucrats. We present-
ed the report on September 7, 1993, on deadline. The President’s approval
rating went up 11 points in 48 hours and all of a sudden everybody in
Washington was listening. Laughing stopped for a time.

Troxel: So, what do you see in the future now?

Lukensmeyer: Well, I think this is an extraordinary moment in history for
public service. I think that to whatever extent the reinventing government
movement might fail, its failure means that it didn’t take hold sufficiently in
the bureaucracy itself to go forward. At the federal level, that will be true
even if Clinton and Gore are reelected. For some, it will be one more piece
of data to substantiate people’s cynicism. It will kill hope and breed cyni-
cism. I happen to be a person who believes that for our nation the balance
between cynicism and hope is very precarious. And if we let ourselves slip
more into the cynical side and lose energy on the hope side, we don’t have
a prayer in the long run.

I am staying in Washington because there is a critical mass of key indi-
viduals in key positions who are aligned and working in the same direction.
And there is enough citizen activism nationwide to provide support for real
changes in how government works. If we can link good politics, good gov-
ernment, and good management in these key policy areas Americans care
deeply about, we can take the kinds of risks and create collaborative efforts
that will move us forward and give us hope. This is the kind of work I find
most challenging and meaningful.
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Citizens Taking Initiative

Rebuilding from the Bottom Up

ne of my fondest memories as a boy growing up was the

summer I spent with my grandparents in Sayre, Oklahoma.

It was the mid-1950s and I was about 10 years old. Sayre

is a county seat in the western part of the state on old

Route 66. It is famous for its red clay soil, reminiscent of

the 1930s Dustbowl era, a time of hardship still fresh in the
memory of some people.

One event stands out in my mind from that summer. One morning my
grandmother received a phone call revealing that something unfortunate
had happened to her friend, Mrs. Gardner, who lived a couple of strects
away. I don’t think I ever knew what the particulars were, but 1 do remem-
ber that after a brief conference with my grandfather and my great-aunt Ada,
Grandmother swung into action. She spent the remainder of the day in the
kitchen cooking. Then toward the end of the afternoon I accompanied my
grandparents as we walked up to Mrs. Gardner’s carrying the food
Grandmother had prepared.

When we arrived I was astonished to find a lot of other people, many of
whom also had brought prepared food. Great-Aunt Ada seemed to be super-
vising things in Mrs. Gardner’s kitchen and after a while all the guests were
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invited to partake of the bounty, though most did not. It seemed as if the
whole community had mobilized itself to assist Mrs. Gardner in her misfor-
tune, which was still very mysterious to me. On the front porch swing that
night sitting between my grandparents, I asked them how everyone knew
what to do. How did Grandmother know to fix the fried chicken? Why was
Great-Aunt Ada supervising in the kitchen? Why did all those people show
up for something so unusual? Before I received an answer, a chain link
snapped and we three pummeled to the ground. And the unanswered ques-
tion has been one that has driven my curiosity for nearly 40 years.

All of us have witnessed similar stressful situations in which family and
friends mobilized to come to the aid of someone. Sayre, Oklahoma, didn’t
have a Department of Human Services, a state office for social services, or a
federal program for distraught people. The community mobilized itself in
its care for Mrs. Gardner. Section I of this book spotlights how government
works best when allied with the spirit of citizen responsibility. These are
stories of local communities leading the way. Government is the form and
structure that houses the political process usually establishing programs to
serve its polis. Though the term politics usually refers to the activities of
politicians within governments, as we use it here, “politics” stays close to
its original meaning. It refers to all of those activities required to sustain a
Dpolis or community.

Politics and Community Action

A neighborhood association revitalizing its community is political. A
citizen coalition working for a better education system is political.
Politics, and therefore governing, includes all our common efforts to solve
common problems. Gradually over time, however, in assigning this kind of
social responsibility to the plethora of public agencies, we have deluded
ourselves in thinking that we have been excused or exempted from the
basic care of community. Now, obviously we are simply asking more from
our public institutions than they possibly can supply.

For example, perhaps you will remember the unfortunate story that
came out of Chicago during the winter of 1994 when 19 children were
found living in squalor in a two-bedroom apartment. A tragedy to be sure,
but what struck me was how quickly the media turned its attention on the
negligent social worker from the state’s Department of Children and
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Family Services. Apparently this one case worker was being chastised for
not reporting that he or she had been unable to enter the apartment on
earlier visits. The police, in fact, had found the kids during a drug raid on
the apartment.Our society in the last several years has often been placing
responsibility and accountability at the wrong feet. In the case of the
Chicago social worker, who is holding the parents accountable? Who is
asking why the other apartment residents didn’t report this outrageous
situation? Why do we think this is only a failure of a civil employee of a
public institution? Aren’t we expecting too much of government?

Resurging Citizen Initiatives

People are beginning to understand that government cannot do every-
thing a community needs. Slowly, local groups are unifying, rebuilding, and
renewing themselves. Scores of little-known, small-scale success stories are
building into a major force for political and social change. And the change
agenda that brings these attempts together is basic social responsibility.

The Kettering Foundation conducted a study of community initiatives
across the country and concluded that:

There are certain things that our governments, schools,
experts, professionals, and officials — even at their best —
can never do. A community has certain undelegable
responsibilities. Only the public can define the purposes
of the community, choose the directions in which it should
move, create common interests, build common ground, and
generate the political will to act together[1].

The Chicago Tribune ran a series of articles in the fall of 1993 about
the numbers of people moving out of the city into the suburbs and cited
all the negative reasons why this was taking place. Ted Wysocki of the
Chicago Association of Neighborhood Development Organizations
(CANDO) in his rebuttal to the story simply indicated that “People mov-
ing out of the city is an old story. People fighting to save their neighbor-
hoods is news (italics added) [2].

Wysocki and his organization, CANDO, representing 70 neighborhood
organizations in Chicago, illustrate a major but oftentimes hidden move-
ment that has swept across the country in the last 25 years or so. It is the
movement of grassroots community based organizations — many in low
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income areas—working and recovering one of the fundamental principles
upon which our nation is built, a government by the people. It is the story
of local citizens who have banded themselves together in various forms to
alleviate some felt need. They go by such names as community develop-
ment corporations (CDCs), neighborhood development organizations
(NDOs), or community-based organizations (CBOs). Whatever their title,
they have become one of the most critical influences in fostering the self-
help approach. Over 5,000 such organizations have sprung up in the past
quarter of a century. .

The New Community Corporation of Newark, N..J., which began in 1968
in a riot-torn area of the inner city, is now one of the largest CDCs in the
nation with a staff of 152 and an operating budget of over $6 million. They
have rehabilitated or built 2500 units of housing for 6000 residents using a
blended management approach that includes social services along with
building maintenance. They have over 1000 graduates of their job training
program, operate eight businesses, and have a federal credit union for 1300
individuals. .By keeping this earning power in the local community, the
group has fostered the spirit of empowerment and self-help, and is building
up the local economy as well.

Another successful CDC is The Northwest Side Community Develop-
ment Corporation of Milwaukee, which has been working since 1983 to
revitalize its neighborhood. The people have improved the commercial
street of Villard Avenue, enhanced the industrial area around them, opened
a small business incubator, and launched education and job training pro-
grams. “We're an example of what can happen if you stay at it long enough
and don't get worn down by things that can’t be done,” says Executive
Director Howard Snyder.

These are just three among thousands of such groups operating across
the country. Not all these initiatives are found in the cities. Small towns
also know the importance of framing a vision for the future. Ponca City,
Oklahoma, a town of 26,000 in the northern part of the state, began a
highly participative approach to involve every member of the town in
shaping its vision for the future. Launched through the efforts of the
town’s Chamber of Commerce, what began as a novel idea has evolved
into an independent, nonprofit foundation called Ponca City Tomorrow.
Its mission is to improve upon the quality of community life continuously
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for all the citizens of Ponca City, and to create and maintain an ongoing
community dialogue that will encourage citizens of Ponca City to become
involved and proactive in creating and building the future. An additional
purpose of the foundation is to recognize and respect each other for their
individual and collective differences, and to become better informed on
the issues and challenges confronting the community.

The group decided that the issues that will guide their future actions
include exemplary educational systems, a diversified industrial and retail
base, outstanding tourism and recreation opportunities, responsive, respon-
sible local government; effective public transportation, quality retirement liv-
ing, environmental awareness, and city beauty” It's just community
planning,” says Cheryl Fletcher, chair of Ponca City Tomorrow. “The idea is
to empower our community residents with the sense that they can create
and control their future and the future of the community”

A boost from the federal government that supports programs like
Ponca City Tomorrow is the Empowerment Zone Act. Enacted in 1994,
this piece of legislation gives Washington a chance to respond to locally
based partnerships of government, business, and community institutions.
The legislation mandates that before a local community can be designated
as an empowerment zone, a strategic planning process within the com-
munity must bring together all the elements of an area to analyze the
locally available assets.

If all of these local experiences and lessons could be summarized in one
statement, it would be that effective communities make use of political
capacities not normally called into play in politics as usual. Effective com-
munities go beyond conventional wisdom. The difference is reflected in the
way they define and respond to their problems, and in the types of actions
that flow from a resurgence of political will. A community’s citizens are
more likely to support programs, initiatives, and decisions they understand
and in which they have participated in creating. It can take the responsi-
bility off government and put it back where it belongs—with the citizens
themselves. “Right now most people view government as a vending
machine;” says Rick Cole, mayor of Pasadena, California. “You put in your 25
cents and you want back 50 cents’ worth of services. But what government
really ought to be is a barn raising,” a community effort in which everyone
works together for an end that benefits ali[3].
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One of America’s best-kept secrets is that in many places, local democ-
racy is alive and well, in fact thriving through creative experiments and
fresh initiatives[4]:

* Birmingham, Alabama, with a population of 180,000, has some 95
neighborhoods electing leaders by open ballot. City-funded mail-
ings communicate monthly to every resident. Some of the 22 com-
munity coalitions serving to represent the neighborhoods in a
citywide Citizens Advisory Board have created tool-lending libraries
and neighborhood-painting programs as well as extensive neigh-
borhood festivals and street fairs.

* Dayton, Ohio, boasts seven priority boards and 74 neighborhoods
intricately linked with a model of performance-oriented public admin-
istration. All city agencies work under a detailed set of goals; a key
measure of agency success is whether the public likes the results.
They had better, because every five years the city has had to face an
all-or-nothing public vote on the local income tax.

One of the nation’s leading practitioners of citizen-based government is
Anne Dosher, an organizational development consultant based in San Diego.
In responding to an interviewer’s question about how a local community
can be assured of its right to citizen initiatives, she responded:

The individualism, consumerism, and materialism of our
society are antagonistic to the creation of community.
This is why we have to create community over and over
again....Individualism and property rights, the basis of
our society, created a desouled, despirited reality by
design. People are becoming more and more disen-
chanted with it. Community is the opposite of that. It's
about connectedness, bondedness, wholeness, and spirit.
If community isn’t an ensouled, spirited reality, then it
becomes meaningless[3].

The case studies in this book embody this spirit of basic social responsi-
bility. They tell us that government works best when it works with local
communities. Some of these lessons include:

* Increased participation in community planning fosters increased

responsibility;
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(1]

(2]
(3]
(4]

(5]

Participation by individuals enhances their self-image and moves them
from victimization to empowerment;

With participation, the group determines the issues; the more
broad-based the group, the more comprehensive the list of issues
and solutions;

Increased participation can turn the table on adversarial relationships;
In identifying problems, people need to see how they participate in
perpetuating the problem;

Increased participation in community planning offers the possibility
of the practical recovery of democracy.
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Chapter 3

Winds of Change in the Valley of the Sun

SHIRLEY HECKMAN, Pu.D. aAND TAMMY BOSSE

Finally, the winds of change are blowing in the Valley of
the Sun. Institutions and individuals are waking up to
realize the importance of the neighborboods. You can
feel it in the air. It feels as if wildflower seeds have been
spread across the land and spring is bere. Many things
contributed to this phenomenon, but the open,
participatory, comprebensive process of the Futures
Forum enabled the dialogue that created the vision and
plan that unleashed the magic of the buman spirit.
Suddenly people bad ways to share their hopes, dreams,
vision, concerns, and solutions with others—and
someone was listening. When the city of Phoenix
created the Futures Forum, it bad no idea of the impact
to be realized in the years since then.

—Tammy Bosse

n fall 1993, the city of Phoenix, Arizona, won the Carl Bertelsmann

Prize, tying for first place with Christchurch, New Zealand, as the best-

run city in the world. Bertelsmann A.G.,a German-based major media

organization owning RCA, Bantam/Doubleday, and Arista Records

supports through its foundation a different future-oriented project

cach year. The Bertelsmann representatives asked organizations of
city managers, city planners, and other professionals working with cities
to nominate the U.S. entry. Phoenix was the only city listed by every one
of those organizations. Not surprisingly, the selection group chose
Phoenix as the national representative.
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The German-based Bertelsmann Foundation visited the city to check how
Phoenix measured up in its cooperation among departments, balance
between innovation and evolution, and its orientation toward its customers,
the citizens of the city. During their examination visit to the city, the
Bertelsmann people praised the city’s:

¢ Strong social structure,

* Residents who take action when signs of

deterioration appear in their areas,

* Focus on teamwork with the community,

¢ Council-manager form of government, and

* Committed team of employees.

Even as recently as 1987, it would have been surprising for Phoenix to
receive such an award. The populated area around Phoenix, the state cap-
ital of Arizona, is called the Valley of the Sun. It stretches about 30 miles
from Avondale in the west to Apache Junction in the east, and about 30
miles from the south edge of Chandler to the north edge of Sun City. In
an incredible 936 square miles, the population as of 1994 was about 2.1
million. In 1940, only 65,000 people lived on 9.6 square miles. If the
growth had come gradually this would have been an average annual
increase over the last 50 years of about 40,000 people and 18 square miles.
But in the peak growth years of the 1980s, 120,000 to 130,000 people
arrived annually. Problems inevitably developed with this sudden increase
in population. New freeways could not handle the increased traffic. Air
pollution increased. Speculators proposed converting whole neighbor-
hoods to commercial use. Schools became overcrowded and social agen-
cies could not keep up with the demand for services. By 1986-87, growth
began to slow. For every four people moving in, three moved away.

Phoenix had before it the examples of Detroit, St. Louis, Houston,
Denver, and Newark, N. J., which in the 1980s were struggling to survive
after experiencing population or economic growth in similar short periods
of time only a few years before. In late 1986, conditions in Phoenix stimu-
lated Pat Murphy, publisher of the major daily newspaper, Arizona Republic
and Gagzeite, to commission the nationally syndicated columnist on state
and local government, Neal Peirce, and three associates to “provide a fresh
and untainted view of our problems and opportunities.” Published in
February, 1987, the Peirce Report was very positive about many aspects of
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the area, “but we also found the Valley lacking in some of the critical
capacities that enable cities or regions to ‘get their act together’ and move
in timely, assertive fashion. These capacities include:

* Broad and cooperative agreement of citizens,
business, and government;

* An expectation that interests will differ,
and a willingness to negotiate to find common
ground for dealing with the differences;

* An openness to experimentation and risk
taking, with local corporations and foundations
providing some of the seed money; and

¢ Local media as committed to covering
constructive partnership building as they
are committed to exposing wrongdoing.”

It is difficult to identify what caused the shift from Phoenix’s being a
“developer-driven city” unable to keep up with increasing problems to the
point of receiving an award for “the best-run city in the world” Many peo-
ple agree that the Phoenix Futures Forum contributed greatly to that change.
One indication of the significance of the Futures Forum is that primarily
because of its work, Phoenix received the All-America City Award in 1989.

The Phoenix Futures Forum
Creating and Carrying Out a Community Agenda
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Tammy Bosse, as staff for the Futures Forum, describes the effect of Phoe-
nix’s experience with citizen participation in government, with these words:

Finally, the winds of change are blowing in the Valley of the
Sun. Institutions and individuals are waking up to realize
the importance of the neighborhoods. You can feel it in
the air. It feels as if wildflower seeds have been spread
across the land and spring is here. Many things contributed
to this phenomenon, but the open, participatory, compre-
hensive process of the Futures Forum enabled the dialogue
that created the vision and plan that unleashed the magic
of the human spirit. Suddenly people had ways to share
their hopes, dreams, visions, concerns, and solutions with
others—and someone was listening. When the city of
Phoenix created the Futures Forum, it had no idea of the
impact to be realized in the years since then.

In a speech given in February, 1992, Neal Peirce attested to this same
impact when he said, “The Phoenix Futures Forum has been one of the
most heartening demonstrations of civic growth—sparked by far-sighted
political leadership, energized by citizens, given solid financial backing,

City Futures Forum Partners

Mayor and Forum Action ( ) )
Council Committee Community
Partner

—__
. Forum
City ; ( )
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Council ction Partner
- J
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and viewed as a real national model.” He said that those associated with
the 1987 report could try to take credit for catalyzing the developments,
but “one cannot catalyze something not ready to happen anyway.” He
reminded the listeners that thoughtful people in the community were
ready to think and act more cooperatively, that they were ready “to emerge
from the innocence of unplanned, laissez-faire growth.”

Terry Goddard became mayor of Phoenix in 1986, after launching a
successful campaign built on activism around freeway construction. Before
his administration, all city council members were elected at large. He led
the successful drive to elect the city council members by district so they
would feel responsibility for their home areas. He strengthened the city’s
citizen-based committee system through which he encouraged increased
citizen involvement. Before Goddard, citizens with concerns had to go to
the weekly city council meeting and wait until the end of the meeting for
the time for citizen input. He created the Citizens’ District Forum, held
regularly in different parts of the city, through which citizens had direct
access to the city council. He also created hundreds of new seats on city
boards and commissions, giving these groups more real authority.

At the beginning of his second term in his May, 1988 State of the City
address, Mayor Goddard proposed the Futures Forum as a way of involving
citizens in shaping the city’s future. He asked the city council for $100,000
for the first year with the understanding that this amount would be matched
by private contributions. He also pledged $28,450 from his personal pen-
sion fund. The mayor wanted to help the community realize the need for
social, economic, and environmental change, and hoped that the Forum
would produce a vision of the future that the community would support.

Some ideas for the Futures Forum came to Goddard from his conversations
with representatives of the National Civic League and the National League of
Cities. He learned what had not worked well from results of a ten-year pro-
ject sponsored by the Ford Foundation to stimulate citizen involvement in
New York City. Goddard felt that the New York project had failed because it
was “top-down and had no real constituency” He knew that the Phoenix
group needed to have enough framework and structure to be productive, but
also needed to be broad-based and energized from citizen participation.

An important factor in the success of the Futures Forum was the passion
and vision of the volunteer leaders who contributed many hours to it. With
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his belief in citizen participation, Terry Goddard trusted the citizens
appointed to carry major responsibility. He appointed Rod Engelen, who
was at that time assistant to the mayor, to be director of the Futures Forum.
Other city staff members were assigned to work and report directly to
Engelen. In addition, the mayor recruited strong, effective citizens to pro-
vide needed leadership. For instance, citizen members included the owner
of a computer wholesale outlet, several attorneys, a psychiatrist, a manager
of public affairs for a large corporation, and a Sierra Club leader.

Also significant at this stage of the Forum’s development was the
response of the city council and Honeywell Corporation. The committee
received an unsolicited grant from the Honeywell Corporation of $50,000
to help fund the Forum. The active participation of Honeywell personnel
in the Futures Forum gave it an immediate boost and created wide credibil-
ity in the community.

At the mayor’s request, the city council allocated the requested funds and
appointed the first Futures Forum planning committee of 14 people from
widely varied backgrounds. The planning committee recruited a steering
committee of nearly 100 people who were representative of various sec-
tors in the city. The steering committee hired a public relations firm to
disseminate information about the process and issue progress reports. City,
state, and private agencies compiled facts and projections to be used as
input. Several major gatherings called forums provided occasions for
citizen participation. The first forum was held in October, 1988. Neal
Peirce, the journalist whose specialty was writing about cities, was the

Phoenix Futures Forum
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Where do we seem to go? there? there?
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The Futures Forum process is grapbically represented in the chart below.
Because of its dynamic nature, the process is subject to revisions. Any
changes or additional opportunities for participation will be announced.
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principal speaker while dozens of experts made presentations in smaller
workshops. In this first meeting, the speakers used up all the time, leaving
no time for questions and discussion. At Forums II, III, and IV in February,
June, and November, 1989, citizens worked to draft a vision statement and
create and present taskforce reports from nine taskforces that met
biweekly throughout that summer.

Right from the beginning of the Forum experiences, people were excit-
ed. In the last few days before Forum I, registrations skyrocketed, threaten-
ing to exceed facility and program capacities. To avoid overcrowding, city
department personnel were asked to limit their participation. Unfortunately
some of them interpreted this request to mean that they were unwelcome.
This misperception by government staff later caused some unexpected neg-
ative challenges to implementing Futures Forum recommendations. As a
result, Futures Forum personnel tried hard to overcome this staff attitude
after the first forum so they would feel welcome to participate. Forum par-
ticipants included a CEO of USWest, policy makers from arts organizations,
a community revitalization corporation, Arizona State University professors
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The Vision Statement
The Preamble

We, the people of Phoenix, having embarked upon a continuing,
community-wide dialogue to reach a shared vision of our future, find
that we hold these values in common:

* We have a duty to create and maintain an effective community. We
are committed to each other and to an ethic that requires each indi-
vidual, family, and institution to act responsibly to meet our shared
needs, dreams and aspirations.

* We believe that each person has an equal right to opportunities
that allow full realization of that individual’s potential.

* We acknowledge our responsibility to and dependence upon the
healthy, natural world environment, and affirm that we must sus-
tain and protect our Sonoran Desert.

* We have the obligation to learn from the past, to take responsibil-
ity for creating the future of Phoenix, and to affirm our role in the
world community.

Being from diverse backgrounds and bound together by these shared
values, we are committed to achieving the following vision of the future
of Phoenix:

Our Vision

“OUR VISION is of ...”

These words are followed by one-paragraph descriptions of 1) com-
munity, 2) education, 3) economy, 4) basic human needs, 5) natural envi-
ronment and resources, 6) urban form, 7) transportation and
communication, 8) art, culture, and recreation and 9) governance.

Our Vision

AS PROUD CITIZENS OF PHOENIX, WE COMMIT our individual and
collective effort to create a future for our city that reflects this vision. To
this end, we dedicate our time, our resources, and our talents, and we
invite our neighboring communities to join us in this endeavor.
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and staff, the Urban Forum, landscape architects, the head of the Greater
Economic Development Council, transportation experts, human service
agencies, and a homeless man.

As follow-ups to the first forum, six “mini-forums,” one youth forum, and
other city events occurred between November, 1988 and February, 1989.
The results of these gatherings formed the basis for the initial drafts of the
Forum’s vision statement. Participatory methods helped everyone involved
to share ideas about the most critical problems or opportunities to be faced
in the next 25 years. Initially, many people mistrusted the intent of the
Forum, thinking it was just another empty gesture by the city asking for
their input. As they participated, however, they realized that their ideas did
receive genuine attention. Frank Fiore, project director of a hardware/soft-
ware distributor and present director of Micro Age, chaired the vision draft-
ing committee and coordinated some of the implementation taskforces. He
commended the dedication of the 300 people who worked to create the
vision statement and implementation strategies through the summer of
1989 “when it was so hot in Phoenix that it was hard to get anything done.”

Futures Forum Vision Becomes Phoenix City Goals

In January, 1990, the city council adopted this vision statement as a set
of goals for Phoenix and set up structures to work on the recommended ini-
tiatives. The printed report published early in 1990 reported on the work
of “thousands of citizens who dedicated over a year to visualizing Phoenix
in 2015 and beyond.”

Implementation Following the Futures Forum

After this vision was accepted by the city council, the challenge to the
city and to citizens was to implement the recommendations. The Futures
Forum staff shared the report with people in city departments, various city-
associated boards, committees and commissions, as well as citizen, business,
and nonprofit organizations. They requested that recommendations be
incorporated into ongoing programs. Arizona State University was among
those who responded.

In early 1990, Dr. Lattie Coor, new president of Arizona State Univer-
sity in Tempe. President Coor wanted to forge stronger links between the
city and the university, so he responded positively to initiatives from Herb
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Ely and Jim Howard, Futures Forum leaders who were encouraging multi-
sector involvement in the implementation of the Futures Forum recom-
mendations. President Coor decided to lend a full-time faculty member
from ASU to work with the Futures Forum. The first of these “loaned
executives” appointed by ASU in mid-1990 was Professor of Public Affairs
in the School of Public Affairs at ASU, Dr. Louis Weschler, who had
participated as a citizen from the first 18 months of the Futures Forum.

As part of the Futures Forum staff, Dr. Weschler worked with citizen
groups, providing professional support for the movement into the imple-
mentation phase and helping them to understand the city’s operation. He
trained local people to be better advocates for their own positions and was
a liaison between the university and the city. He describes his role, “I was
sort of a midwife between crises or needs in the city and resources of ASU”
Dr. Weschler says that the Futures Forum changed the agenda of the city to
include a focus on neighborhoods.

When Dr. Weschler completed his term in 1991, ASU decided to con-
tinue its “loaned executive” idea and assigned Dr. Robert Stout of the
College of Education to the Forum. In 1992, when ASU appointed Joochul
Kim from the School of Planning to this post, the city assigned Charles Hill
of the Strategic Planning Department as its “loaned executive” to ASU. This
reciprocal relationship continues with the ASU representative working
through the offices of the mayor and the city manager.

The Futures Forum 21 Initiatives

At the core of what ASU and other organizations were working to
implement were the Forum’s 27 Initiatives for the 21st Century. These
21 Initiatives represented significant changes in direction, resource alloca-
tion and/or levels of effort. Some of the recommendations in these Forum
initiatives responded to particular needs of specific groups, like putting
bike racks on the city buses. The September 1992 issue of The Trans-
portation Exchange Update devoted all four of its pages to this action as a
model to be emulated.

Some effects of these initiatives are widespread. Recommendations from
the Futures Forum were incorporated into the city’s Corporate Strategic Plan
and into its General Plan, the city’s primary planning documents. The
Corporate Strategic Plan guides longer-range planning, while the General
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Plan is used daily for decision making. As strategic planner for the city from
1987-1993, Lance Decker prepared a 1991 document reporting that 15% of
the Futures Forum recommendations had been completed; 32% were in
process; 47% needed further study; the remaining had not yet been cata-
logued. He recommended that a process similar to the Futures Forum
should happen in every community.

Access to Information

One Forum recommendation was that people deserved more access to
information. The city responded with three specific actions:

1. Initiating “Phone Phoenix” as a hotline for infor-

P}]%Ane mation about city services with one number for

n]x English language and another for Spanish; they also

- WA distributed widely a brochure describing this service;

2. Negotiating with area newspapers to include a weekly “city page”
listing city programs, regulations, and issues;

3. Creating kiosks in accessible locations. For example,in the main pub-

lic library in Phoenix, a video invites people to “touch the screen” to

get information about the city. Touch one of the eight choices

marked “about the city” and another screen of choices appears.
Touch “Futures Forum” and the following on-screen message appears:

A premier desert city in tune with its environment, an eth-
ical people coexisting responsibly—too good to be true.
Not to the thousands who participated in the Futures
Forum in 1988-89, when 3,500 citizens and city employees
working together built a consensus for the future of the
area. If you would like a copy of the report of that work
or would like to help implement some of their recommen-
dations, please call 262-4838.

Call the number and a pleasant voice tells you that it is the Neighborhood
Services Department.

Neigbborbood Development

A significant result of the Futures Forum was the city’s picking up on its
emphasis on neighborhood development. This focus was evident in other
recommendations fed into the ongoing framework of the city.
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These included:

Refining and implementing a neighborhood concept;
Actively coordinating and integrating community services;
Creating a good neighborhood network and program;
Establishing a housing and neighborhood investment fund.

Some concerns raised by Futures Forum participants were:

* The increase in crime,

* Deterioration of both public and private property,

» Pervasive sense of isolation,

* Delinquency,

» Inadequate support network for families,

» Insufficient youth programs and play areas,

¢ Graffiti, and

» Inability of neighborhoods to cooperate with one another.

People who wanted to take action to improve their neighborhoods had
no way to link with each other or with city services, and the city had no way
to connect with the neighborhoods. To deal with that concern, the city cre-
ated a new Neighborhood Notification Office in 1990 to register neighbor-
hood organizations and communicate regularly with them. The focus of this
office was expanded when, in 1992, the city combined the Neighborhood
Notification Department and other neighborhood-oriented city programs into
a new Neighborhood Services Department (NSD). This expansion and coor-
dination of neighborhood development came in response to a series of
Futures Forum studies and taskforce activities. Previously, services to neigh-
borhoods had been scattered with no coordination and were a low priority
for budget and time allocation. The coordinated NSD allows the city to
be proactive and comprehensive rather than reactive and dispersed. The
three divisions of NSD are Advocacy, Neighborhood Preservation, and
Neighborhood Development; by 1994, there was an NSD staff of 180 people.

The following vignettes give some insights into the work of the NSD.

Story #1: By spring of 1994, about 350 neighborhood asso-
ciations were registered with the Neighborhood Notifi-
cation office. One of the associations, Maryvale UNITE,
uses juveniles from the court system to paint out graffiti
and clean up its area. The Juvenile Court Probation system
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expanded this program to all Block Watch and neighbor-
hood associations. First- and second-time juvenile minor
offenders receiving sentences of “community service” can
work out their owed hours in supervised graffiti paintouts
and neighborhood cleanups. Parents provide transporta-
tion and one adult supervises every 8-10 youths. The court
carries insurance to cover the young people.

Story #2: Another NSD program is Neighborhood Mainte-
nance and Zoning Enforcement (NMZE). The NMZE staff
responds to concerns like: “The vacant lot next door has
dry weeds three feet high and I'm afraid they're going to
catch on fire and burn my place down.” The staff also
inspects the city’s assisted housing programs and reviews
requests for regulatory licenses. By emphasizing customer
service and citizen education, the staff obtains voluntary
compliance with 95% of its cases.

Story #3: Several weekends a year, NSD employees and
their family members show up on a Saturday in their work
clothes, with tools and supplies to put neglected yards back
into shape. They work with homeowners with financial
problems to clean up properties and correct code viola-
tions. Nonprofit organizations provide names of elderly
and disabled homeowners who need this help. A pizza
party caps off the end of the day of work. “As employees
of NSD, we feel it is important to take this extra step to par-
ticipate in helping preserve our neighborhoods,” said one
city staff member.

Story #4: The Neighborhood Fight Back Program is
another part of NSD. It provides a one-time allocation or
grant as a temporary increase in city services to reduce
crime, pick up uncontained trash, paint over graffiti, install
street lighting, and help citizens participate actively in up-
keep and stabilization efforts. Ten neighborhoods partici-
pated in the program during 1993. More than 8,000 people
participated in the annual Red Ribbon Parade and Rally.
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Model Municipal Environmental Ordinance

Positive results other than the new Neighborhood Services Department
are not always so easily linked to the Futures Forum. One of the Futures
Forum 21 Initiatives was to design a comprehensive model of a municipal
environmental ordinance. As the Forum Action Group for this initiative
began work, they expanded to a taskforce composed of city staff and mem-
bers of the city’s Environmental Quality Commission, people from ASU, out-
side environmental experts, law firms, and environmental group members.
The taskforce wanted a regulatory ordinance mandating action, but the
senior city staff and members of the council subcommittee preferred an
environmental policy to be used as a guideline. The proposed ordinance is
still stuck in that impasse.

Recycling and Waste Disposal

Another initiative was to establish more effective structures for recycling
and waste disposal. People from this taskforce developed the Recycling
Hotline that operates like this:

Suppose you are concerned about recycling. You have
items to take somewhere or you want to find out what is
happening about recycling. Dial 1-800-94-REUSE or local
CL-E-A-N-UP. Decide if you want the messages in English
or Spanish. Give your zip code. Make your choices. #1
gets you an Earth Watch tip. One message is about garage
sales being recycling and how secondhand is not second
rate. #1 is also the number for discovering the nearest site
for recycling 16 different items. #2 lets you leave a mes-
sage for the Arizona Department of Environmental Quality
or gives you phone numbers to reach ten environmental
agencies. #3 lists community environmental events for the
current month. #4 provides general information on the
3Rs—Reduce, Reuse, Recycle. #5 encourages you to leave
a message for one of the sponsors of this program in
Arizona: America West, NBC Channel 12, KTAR 620AM
and the Outdoor Systems advertising company.
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This recycle hotline is funded privately and costs the taxpayers no
money. In mid-1994, it had spread to 5 states using the same 800 number.
Environmental Protection Agency personnel and other concerned people
want this service to become nationwide.

Housing and Neigbborbood Investment Fund

Response to Forum Initiative 11 to create a housing and neighborhood
investment fund is evident in the experience of David Yniguez, a Futures
Forum participant in its early years. In 1988 he moved to Washington, D.C.,
but in June, 1992, David returned to Phoenix to open an office of Local
Initiatives Support Corporation (LISC). One factor in the LISC decision to
open an office in Phoenix was the Futures Forum emphasis on the need for
affordable housing and support for neighborhood groups. LISC’s mission is
to build the capacity of neighborhood groups by providing support and
resources to community development corporations engaged in transforming
distressed neighborhoods into more livable places.

Negative and Positive Forum Effects

The LISC experience reflects a very supportive attitude toward the
Forum’s effectiveness. Not everyone reacted to the Phoenix experience so
positively. One active participant said that a negative result of the Futures
Forum was that “the city became paranoid and hostile about direct citizen
participation” He went on to say that municipal bureaucracies are
designed to have experts make expert decisions. Because the Futures
Forum left out the opinions of experts and worked directly with citizens,
some city experts felt slighted. Others, however, embraced the recommen-
dations and worked to implement them.

A positive influence was that the Futures Forum mobilized a new set of
people in communicating with elected and appointed people. It energized
more people to become involved in the reconstruction of the city. Some
people active in the Futures Forum ran for offices—some won and some
lost. People became more concerned not only with Phoenix but with the
extended intergovernmental and intermunicipal linkages. Alan Hald, who
chaired the Futures Forum from May, 1990 to November, 1992, went on to
chair the Arizona Strategic Plan for Economic Development.
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One point on which most observers of the Forum agree is that the
Futures Forum was expensive. By the third year, $265,000 had come to
the project from city funds, with $250,000 in private contributions. In
1990-1991, ASU contributed more than $110,000 in-kind with its “loaned
executive”; others contributed an estimated 10,000 hours of planning and
20,000 hours of implementation.

Training in Practical Civics

Despite the price, Dr. Weschler, the executive loaned by ASU to the
Futures Forum, saw a very practical Forum result: “Through the Futures
Forum, a lot of people were trained in practical civics. There is no question
in my mind that it was massively successful, more as a training device than
as a mobilization device.”

One person who attests to the effectiveness of this training is Catherine
Osborn, a fourth generation Arizonan who is a research and development
specialist with Maricopa Community Colleges. She describes her Forum
experience:

It was just by chance that I was able to participate in the
Futures Forum. My boss was not able to go and asked if I'd
like to go. Generally in meetings, I did not talk because
when I did I stammered and stuttered. They put us into
small groups with a specific task to do. All of a sudden I
started talking and people listened. Then I saw my ideas
go up on the board. They were good ideas and other peo-
ple thought they were good. Where I am today is because
of my experience with that participatory process. 1 went
for training as a facilitator. I learned how to interact with
people. I learned how to make decisions. I learned how
to participate with other people.

I use the methods in my work as well as working as a vol-
unteer in other settings. I'm trying to get strategic plan-
ning started in my hometown of Gilbert by facilitating a
town hall meeting there.
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Dwindling Support From the City and Business

Just after the city council adopted the vision statement in early 1990,
several changes occurred that seriously affected the implementation phase
of the Futures Forum recommendations. Mayor Goddard, a primary mov-
ing force in the Futures Forum, resigned in 1990 to run for governor of
Arizona. Paul Johnson, the new mayor, had other priorities. The operation
of the Futures Forum was moved from the mayor’s office into the budget
and research office. City council members supporting the Futures Forum
moved on to other pursuits.

Another obstacle to the Forum’s growth occurred in 1991, when the city
experienced a substantial budget crunch. It was obvious that another
$250,000 was not going to be available to implement further the recom-
mendations of the Futures Forum. Because they could no longer count on
financial and administrative support to continue to implement as they had
for four years, the enthusiasm of citizens for Futures Forum activity was dwin-
dling. Several people expressed disappointment that direct support from the
city stopped. One person said that the Futures Forum was an unprecedent-
ed involvement of citizens that could well be emulated in other places, but
that with the shift in city leadership, the Futures Forum was not institution-
alized with public or private structures that could continue implementation.

When asked what changes he would recommend to others trying this
process, Rod Engelen, director of the Futures Forum, stressed the importance
of getting business leadership involved. “When it comes time to implement,
you can’t do it without the participation of business leaders because the big
stuff really requires that kind of muscle”

Many businesses were directly involved with the design and planning
stage of the Futures Forum. Two regional utilities, Salt River Project and
Arizona Public Service, gave money and allowed their people to partici-
pate. Phillips-Ramsey, a large public relations firm, did the massive public
relations job required by the Futures Forum and donated $2 for every $1
they billed. Part of the implementation phase centered around negotia-
tions among local neighborhood groups and a variety of other groups and
agencies. This kind of activity is not as clear a field for participation by
large regional businesses.
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Emergence of the Community Forum

Although Forum implementation slowed down with the cutoff of city
funds and support as well as the diminished participation of big business,
the momentum of the Futures Forum continued, with its vision and recom-
mendations of promising new possibilities. By 1991, Futures Forum volun-
teers and staff began to devote attention to how the operation could
continue outside the structure of the city government. They decided that it
needed to be spun off into a private organization, preferably one already
existing that had a similar mission.

At this same time, a 51-year-old United Way human services planning
agency, the Community Council, was questioning its own future. Founded
in March, 1941 by the Phoenix Business and Professional Women’s Club,
the Community Council was incorporated in 1947. The founders recog-
nized a need in the community to coordinate responses to social problems.
Community leaders offered their expertise and perspectives in problem
definition and finding solutions. One person interviewed said that the
Community Council was “the social conscience of the Phoenix 40,” the
economic power brokers of the Phoenix area called the Valley of the Sun.
The Peirce report published for Phoenix newspapers in 1987 stated, “In
days past, the old lions of the Phoenix business establishment...constituted
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a small club that could call the shots—or at least appeared to....(This)
Phoenix 40...is widely resented as too elitist” The group was later called
the Greater Phoenix Leadership and members were the powerful yea- and
nay-sayers regarding city development for years.

The president of the Community Council at this time was Jerri Pastor.
She was born in Phoenix into a Mexican-American family living in Arizona
for five generations. When she became leader of the Community Council,
Jerri and her colleagues spent a difficult year struggling with what the future
of the Community Council should actually be. Finally they decided that they
had only two alternatives: either dissolve the organization or find some new
way of living out the mission of its founders. During their considerations,
they recognized that they did some things very well that were still needed.
For instance, they explored and assessed a given situation and called people
to action to meet the identified need.

The leadership of the Community Council approached Mayor Johnson to
discuss its future. During this conversation, the idea of possible merger with
the Futures Forum evolved, and they set up a meeting with the Forum
volunteers and staff. Jerri Pastor comments on the two groups’ decision to

l]l]ll]lll“llﬂ]ity MISSION STATEMENT

The Community Forum focuses appropriate human and financial
resources on community concerns by bringing together all sectors of the
community to work toward short and long term solutions. We:

* help communities identify their own needs,

« facilitate coordination and communication among members of the
community,

* stimulate partnerships among those with common goals to help gen-
erate and focus resources,

« motivate individuals to take action and assume responsibility for fun-
damental change, and

« initiate projects to demonstrate solutions to community problems.
Adopted 7/24/92
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merge and become the Community Forum, “When we merged, we were a
natural marriage. But the bad news was we had no courtship and no formal
engagement party. We had to act as a married couple overnight. And we
were very different” The Community Council was a human services-
delivery agency. The Futures Forum was a citizen-participation process.
Created by corporate business, the Community Council brought big business
people to their planning table, so the council had already leveraged their
resources in the past.

The Futures Forum, on the other hand, brought out a population of
entrepreneurs. Lots of good, willing 1960s people had a commitment to
advocacy. So the Futures Forum was part of their own ethic. They found a
home. They had great energy that government had never used, never
tapped before. The Futures Forum people did not deal with large organiza-
tional charts, bureaucracy, public funding, and entitlement programs. But
they were genuinely interested in the issues and knew how to put together
events that elicited participation and feelings of belonging and contributing.

The management styles of these two groups differed dramatically.
Futures Forum was funded directly by the city. The Community Council was
a nonprofit operating out of contributions, with no certain financial back-
ing. The Community Council knew all the social service acronyms and how
to write proposals to be paid for specific service. The Futures Forum just
ordered things they needed and had access to city support services and
funding. Together they had to create a new culture. To do this they brought
in populations who had not been exposed to either group. From her per-
spective as Community Council president, Jerri Pastor spoke of the faithful
attendance by both Community Council and Futures Forum people during
this time. She said that every meeting was charged with energy and con-
flict. Everyone at the table had to convince each other while at the same
time learning to give up pet behaviors and models. She felt that their expe-
rience was an example of the kinds of communicating that is going on these
days in neighborhoods, communities, states, and even the nation:

Energy and anger and fear keep people from moving away
from the table. The good news is that we are all partici-
pating even though we don’t participate in the same way
or for the same reasons. The merger is very exciting. It is
still in a critical stage.
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Activities of the Community Forum

The Community Forum is the successor to both the Futures Forum and
the Community Council. Like the Community Council, it is a nonprofit
agency focusing appropriate human and financial resources on community
concerns by bringing together all sectors of the community to work toward
short- and long-term solutions. It is implementing the Futures Forum goal
to create a sense of community, beginning at the neighborhood level.

The Good Neighbor Program works on this last goal. Director of
Communication with the Samaritan Foundation, Marie Simington, con-
tributes many hours to chair this program. About 150 people are volun-
teering to carry out the goals of the Good Neighbor Program. Marie says
that funding operations and maintaining the infrastructure are issues essen-
tial to the continuing existence of the organization. When they talk with
potential funders about their work, they find that possible funders respond
favorably when they hear that the Good Neighbor Program is based on the
input from 3,500 people during the Futures Forum. One difficulty, though,
is getting funds for training programs and other “human” activities instead of
“brick and mortar” projects preferred by many funders.

As is the usual case with participation-based operations, the unfolding
development changes during the process. The leaders of the Good Neighbor
Program are experiencing a bit of schizophrenia these days because they
have to change the timing of some of their goals. Originally, they planned a
media campaign to stimulate people’s participation in neighborhood activi-
ties. Then they discovered that more supportive infrastructure was needed
before launching that campaign. Support in the form of training in methods
of working with people was a need identified by leaders of neighborhood
groups. So they sought partners with whom to fulfill this need.

In July, 1993, the Maricopa Community College District Governing Board
adopted a resolution making them partners with the Community Forum.
They agreed to work together to:

* Develop a “Building Community” curriculum,

* Establish a neighborhood organization support function,

» Provide facilities for meetings and cosponsor events,

» Help with local visioning processes, and

* Encourage the community colleges to integrate the “building com-

munities” theme into their programs and activities.
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It became evident that the support most wanted by local group leaders
was training in how to get neighborhood people to participate and how to
sustain a volunteer organization. In November, 1993, the first in a series of
“Help for Neighborhood Leaders” classes took place at Phoenix College, a
75-year-old community college. This is a joint effort of the Community
Forum, the Maricopa Community College District, the City of Phoenix
Neighborhood Services Department, the recently created Phoenix College
Neighborhood Association, and Phoenix College. A panel of representatives
from neighborhood associations presented ideas for finding and keeping
people involved in an organization. A strategic planner gave information
about running a good meeting, and a faculty member furnished images of
participative leadership. In May, 1994, another class in this series,“Tools for
Turning Your Ideas Into Action,” took place.

The Community Forum Good Neighbor Program and the City of Phoenix
Neighborhood Services Department co-sponsor an annual two-day public
gathering to share information and to provide simple training. The forum,
“Neighborhoods: Everyone’s Business,”ties in with National Good Neighbor
Day. The focus for the first day is on building partnerships among busi-
nesses, schools, and nonprofit organizations to get more involvement in
neighborhood activities. The second day centers on building skills and shar-
ing solutions.

In early 1994, the Community Forum office received a call from Ed
Eisele, chief executive officer of Holsum Bakery, a private family-owned
company doing business in Arizona, New Mexico, and California. He is a
member of the Greater Phoenix Leadership, successor to the Phoenix 40.
Sparked by Eisele’s initiative, the Greater Phoenix Leadership is now inter-
ested in getting involved with the neighborhoods, but they are not yet sure
how they can best serve the community. They asked the Community
Forum for input and assistance.

Eisele said that he did not want problems to continue escalating in the
neighborhood in which his plant is located. The riots in Los Angeles prompt-
ed him to action. Eisele formed a coalition of businesses in Phoenix’s Garcia
neighborhood that included Holsum Bakery, manufacturing companies,
building industry and wholesale firms,a convenience store regional office,
and other food creation and distribution businesses. He and his colleagues
want neighborhood leaders to know that resources are available to them,
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that meeting places can be arranged, that paint or other materials can be
found, that help is available to organize block watches or many other com-
munity activities the neighborhood wants. The Garcia Business Coalition
now works directly with the Garcia Neighborhood Partnership in a mutu-
ally helpful partnership. The Community Forum facilitates the continuing
dialogue that led to holding a one-half day planning event in the Garcia
neighborhood on a Saturday in May, 1994.

Gathered that day in the elementary school were Garcia residents and
members of the business coalition. They worked together on stating their
problems and planning for ways to solve them. The master of ceremonies
was a popular TV personality who also translated between Spanish and
English as needed. Speakers in the opening session included the Phoenix
Chief of Police as well as Ed Eisele, who spoke on behalf of the business
coalition. Cooperation among business, government, and neighborhood
people, one of the original vision elements of the Phoenix Futures Forum,
was obviously still in evidence at this neighborhood gathering.

A Final Note

In the Garcia neighborhood, the local group continues its efforts to
improve life in its neighborhood, supported by active involvement of the
business coalition, city staff, and workers from nonprofit organizations.
The enlivening and enriching of neighborhood life in Garcia is an appro-
priate story with which to end this report of the Futures Forum, which had
as its original goal the intention to generate just this kind of response by
citizens. Other similar multisector partnerships have emerged in the city
of Phoenix and more are still emerging. The power generated by the
Phoenix Futures Forum continues to energize citizen participation. It is
obvious that the winds of change stirred up by the fierce activity of the
few years of existence of the Futures Forum still blow and reflect a true
commitment to community participation in this Valley of the Sun.
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Chapter 4

The Young Men of Dulie’s Dory

PHILIP L. SALZMAN, CAROL R. COLES,
AND KATHRYN ROBERTS

Located less than 45 minutes by car from Boston,
Gloucester, Massachuselts, is an historic fishing port
with a remarkably stable population base of 28,000.

Still quite remote and provincial, Gloucester possesses
the characteristics of an island community. Its
population is ethnically diverse with Italian-Americans
of Sicilian descent comprising almost one-third of the
total. Gloucester’s variety of separate and distinct
ethnic neighborboods all bug the coastline.

The commercial waterfront’s residential area, called
“The Fort is centered on a hill located on a peninsula
Jultting out into Gloucester’s working harbor:
Many years ago il was the actual site of a fort that
guarded the inner harbor:

t the entrance to The Fort neighborhood in Gloucester,
Massachusetts is Dulie’s Dory coffee shop, the center and
beginning point of this remarkable yet simple story. Shop
owner and manager, Joe Palmisano, was raised in the neigh-
borhood; the young men who gather regularly at this little
restaurant, now in their late twenties and early thirties, also
grew up together in this neighborhood. Over the years while some have left
for college, for out-of-state-jobs, or to enter the armed services, many have
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stayed in Gloucester because of family ties. Others have returned home
after college or the service, have married, and are now building their own
small businesses through persistence and hard work. These Dulie Dory reg-
ulars share Gloucester roots, childhood friendships, and a profound respect
for their Sicilian-American heritage. These young men have watched as
Gloucester has changed into a different community from the one they knew
as boys. Concerned about how many young boys now living in The Fort are
being raised by single mothers, these old friends began to discuss how they
could be positive male role models for these young boys. What began as a
casual conversation over coffee mugs in the fall of 1991, grew into an orga-
nized community porgram that spread beyond The Fort.

More aware than most adults in the greater Gloucester commmunity,
these men knew how pervasive alcohol, tobacco, and drug use had become
over the years since they were teenagers. The square across the street from
Dulie’s Dory coffee shop was the place where junkies came during the ‘70s
and ‘80s to make their local deals. Today, as the neighborhood’s boys come
of age, get their first jobs, and buy their first cars, they still congregate in this
square to talk, laugh, and watch the action. This downtown corner and its
nearby parking lot have become a compelling and popular location to both
see and be seen. It has also become a center of local concern.

Neighborhood Norms Affect Young Lives

The men of Dulie’s Dory had seen some of their own classmates and
friends die from heroin overdoses during a major heroin epidemic in
Gloucester in the mid-1980s. While many themselves had moved through
and beyond a brief period of substance abuse, some of their friends were
still addicted to alcohol and other drugs. They understood first hand the
impact of substance abuse on their friends’ families, spouses, and children,
as well as on their community as a whole. From their tables at the coffee
shop they watched young boys congregating around the square and dis-
cussed how neighborhood “norms” (or what everyone considers normal)
can affect how young people live their lives. When they were teenagers, the
norm for them had been to get high and hang out, just as in all of the other
neighborhoods in the city. Now, during their discussions the men began to
look at their own attitudes and values regarding the use and abuse of alco-
hol and other drugs. They began to assess how their behaviors could and
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would affect the parade of impressionable young boys who spent just a bit
too much time hanging out in the square.

Clearly the boys needed some older, male help to both inspire and chal-
lenge them, but how to really sustain a project in the limited spare time the
men had available seemed almost impossible. These young men had never
had any prior experience as community activists and were never “joiners.”
They had no formal experience in community service, community organiz-
ing, or even in formal meetings, but they had a deep desire to give some-
thing back to the community.

One of the Dulie’s Dory crowd, a third generation Italian-American
young man in his twenties, had heard about the Gloucester Prevention
Network, a local project dedicated to preventing substance abuse, and
thought it might provide the framework for this group to put its concern
for young boys into action. This young man, who had been raised in
Gloucester, had just returned from a job assignment in Italy and was active-
ly seeking ways to enhance the local cultural traditions in his home com-
munity. The Dulie’s Dory idea was just what he was secking, so off he went
to the Gloucester Prevention Network in 1991, and met with a community
organizer, Kathy Roberts. During two meetings with Kathy he discussed his
ideas and began a networking process that paved the way for his friends at
the coffee shop to get their plan moving.

Working Toward a Healthier Community

In September of 1990, in direct response to the high number of heroin
overdose deaths in Gloucester during the1980s the community applied for
and received a federal grant through the local nonprofit drug intervention
and treatment agency, NUVA, Inc. to create the Gloucester Prevention
Network. As one of 250 such Community Partnerships, five-year demon-
stration projects, funded by the Center for Substance Abuse Prevention, the
Gloucester Prevention Network reflected the new awareness that preven-
tion works most effectively if it includes the energy and commitment of all
parts of the community. Schools, athletic organizations, parents, as well as
businesses, and city and state government are all systems that need to be
working together to create lasting change. The work can be creative, in fact
it must be creative, as each system sets in place a strategy of working toward
a healthier community.
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Forming the Young Men’s Coalition

Aligning themselves formally with the Gloucester Prevention Network in
the winter of 1991-92, the Dulie’s Dory group called themselves the Young
Men'’s Coalition and began to meet to plan fun activities for local boys. The
Gloucester Prevention Network employs an integrated approach that makes
good use of the existing systems in the community’s daily life. The coali-
tions are simply groups of people with similar interests working together to
plan training sessions, educational programs, and prevention activities.
Coalitions link formal groups (agencies, organizations, etc.) with informal
groups (individuals, families, and neighborhoods) to enhance the resources
already working within the community.

By early spring of 1992, the Young Men'’s Coalition had found a project
they thought would contribute to their community’s health. They decided
to focus on ways that they could make more “fun” things happen for the
neighborhood boys during Gloucester’s Saint Peter’s Fiesta. Held annually
since 1929 in Gloucester, the Saint Peter’s Fiesta has always been celebrated
near the harbor in The Fort neighborhood. It takes place in late June and
honors Saint Peter, the patron saint of fishermen. The fiesta began when
Salvatore Favazza, a local fisherman, encountered an especially rough storm
at sea and prayed to Saint Peter, pledging that if he made it back to port
safely, he would begin a novena in St. Peter’s name (nine days of prayer)
for the safety of all fisherman. Over the years, this novena preceded a week-
end-long family celebration and eventually a procession in honor of Saint
Peter. An annual Blessing of the Fleet by the archbishop of Boston also
became part of the celebration and followed an outdoor Mass on Sunday.
As the years went on, financial contributions grew, and more community
involvement emerged to produce a family event weaving together religion,
Sicilian traditions and food, sporting events, music, and community life.

During St. Peter’s Fiesta, the entire Gloucester fishing fleet stays in
home port to bring together family and friends to celebrate and to
strengthen the bonds that are so highly valued in this harbor community.
A cornerstone of their lives, St. Peter’s Fiesta has been a vital link for the
Young Men’s Coalition members as they were growing up. In fact, two of
the men are the great-grandson and the great-nephew, respectively, of the
fiesta’s co-founder.
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As the community organizer assigned to help out the development of the
Young Men’s Coalition, Kathy Roberts was herself the great-granddaughter
of Salvatore Favazza, the founder of the fiesta and the man responsible for
buying and bringing a statue of St. Peter from Italy to Gloucester. The very
same statue is used in the fiesta celebrations today. Kathy remembers:

As a child,a teen,and an adult, I have always been involved
in the traditions of the fiesta. I marched beside the statue
in Sunday’s parade first next to my great-grandmother,
then later next to my grandmother, and finally next to my
mother. Some years I posed as an angel or saint on the
floats on the ornately decorated flatbed trucks; I was
always involved in the fiesta.

The St. Peter’s Novena’s nine days of song and prayer have always been
an integral part of Kathy’s life and the enduring traditions have been hand-
ed down from her great-grandfather and great-grandmother to her two
young girls, over a timespan of 65 years.

Although her connections to the Italian community as well as to the fies-
tas’ family traditions were a positive factor, Kathy knew that, as a woman,
working with the all men’s coalition would pose many challenges. At the
time, both of the Gloucester Prevention Network’s community organizers
were women, so assigning a male facilitator was not an option. Kathy says:

I had known some of these men since they were kids and
am cousins of two of them. There was some resistance by a
couple of men to working with a woman since this was a
‘for males only club’ that was being organized by a female,
but generally most of them were cooperative. We all realized
that we needed each other to make this project successful.
I needed their skills and talents and they needed mine.

Together Kathy and the Dulie’s Dory group agreed it was a good idea to
focus their initial efforts on the St. Peter’s Fiesta. They analyzed how the
original spirit of the fiesta had changed. They were clear about with their
own connections with a lifetime of fiestas, but were so afraid that the spirit
that they understood was not as clear to the boys. What was changing?
Why their fear? As a group they were worried that the imported carnival
rides, the midway, and the commercial food vendors who were traveling in
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from Florida and other far flung places didn’t reflect the historic and special
role the fiesta played in the city of Gloucester. Instead, increasing public
drinking, drunkenness, and other indications of substance abuse had become
the contemporary fiesta traditions.

Losing Treasured Traditions

Among the Fort neighborhood’s young people, the norm had slowly
begun to be one of getting high to celebrate the fiesta. The coalition agreed
that they wanted St. Peter’s Fiesta to be what it was intended to be: a source
of joy and pride that would remind community members of their bonds of
religious faith, family, friends, and fishing.

While working with the boys came easy to the coalition, the thought of
seeking change in the structure of the fiesta seemed a huge task. They were
intimidated by the fiesta’s power structure, The Fiesta Committee, which is
nearly as old as the fiesta itself. Composed of mostly fishermen, the com-
mittee had recently concentrated on hiring the carnival workers and ser-
vices, setting fees,and collecting funds to defray costs. They had traditionaily
set all policy and approved all activities: booths, foods, music, etc. for the
entire fiesta. Would they support the intervention of this new group?

Before the young men took on the committee, they needed to clarify
exactly what they wanted to change. The next step was to identify how the
fiesta itself had taken on a different face over the years. On the surface, the
event looked the same. In their shared stories they told about their huge
family reunions, hanging out with their friends, the temporary and very
ornate altar constructed on the square at The Fort’s entrance, and the ever-
expanding carnival.

They told about the archbishop of Boston coming to bless the fishing
boats. They talked about the open houses and especially about the sport-
ing events reliving past seine boat races and greasy pole walks. The seine
boats are hand-built long wooden boats shaped from spruce planks, with oak
ribs. They are fashioned after the lines of a fishing dory. Rowed by ten-man
crews with a coxswain/captain setting the pace, while a co-captain/scuttler
holds the rudder to stay the heavy boat’s course, the seine boats race an out-
and-back course around a race buoy. Seine boat crews are loyal, training
together and hoping to make it to the finals held on Fiesta Sunday.
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Another important fiesta event is the “greasy pole,” an even more unusu-
al sporting event than the seine boat races. The greasy pole itself is a
heavily greased wooden telephone pole that is fixed at one end to a plat-
form set one-quarter mile in the sea offshore from Gloucester’s Pavilion
Beach. The pole extends horizontally over the water and has a flag on a
short pole affixed to its very tip. Young men try to walk or run to the end
of the slippery pole and grab the flag. Hundreds of boats tie up nearby, raft-
ed to each other to watch and cheer, along with the hundreds of spectators
watching from the beach. It is fun and serious at the same time, a true eth-
nic and cultural tradition that endures in the modern world.

The Young Men’s Coalition had no intention of changing the seine or pole
activities. But they were searching for ways to incorporate new activities into
the 1992 fiesta that would appeal to the boys they were trying to reach. Their
ideas began to float freely and quickly in the small coffee shop. The men had
already finalized their plans to expand some of the children’s games and activ-
ities like the kid’s pie-eating contest, but they knew that the boys they had
begun to work with did not usually take part in the festivities, at least not the
way they had as kids. The young men began to talk about their own feelings
about the fiesta as it used to be. They began to share stories, perceptions
and concerns about losing the familiar version of the fiesta that had been so
pivotal in their lives. As they brainstormed, they became more and more
aware of how significant the fiesta was and continued to be in their lives.

Their ongoing discussions initially focused on tackling the event head on
by confronting the power structure, existing leadership, and membership of
the St. Peter’s Fiesta Committee directly. First, they thought of trying to
become members of the committee itself. Next they focused on trying to con-
front them about including more local food vendors. They recognized that
running up against the current St. Peter’s Fiesta Committee could polarize the
community and create a battle without a positive outcome. Such a move
could be risky. It could even be be dangerous, to go up against their fathers,
uncles, and other family members who still considered them to be “children.”

Focusing on the Heart of the Fiesta

In consulting with Kathy Roberts about how to plan their “attack,” they
told endless stories about who is really in charge of the fiesta, how the power
was distributed, and how they might gain control of some of the power.
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They shared the experiences of trying unsuccessfully to make changes to
promote a more local event through additional local food vendor booths.
They allowed themselves to feel the conflict and to look at the community
structure that had taken on the management of the event. Kathy’s role
became especially pivotal here as she helped the young men listen creatively
to focus on what they were really saying. She encouraged them to take a
fresh look together at the fiesta. They began by trying to focus on the heart
of the event. At first they were truly dismayed and believed that the old fies-
ta spirit might be totally gone. Over the years as the older men died off or
became ill, the spirit of the founders seemed to have gotten lost. The nove-
na was still being held by the women, but not many younger girls were
attending anymore. The St. Peter’s Fiesta Committee seemed very closed
and did not appear to welcome new members or new blood. In fact, the
committee ran the fiesta easily and honestly by raising funds from the same
businesses and the city each year. They had it down to a science, a well-
oiled machine but something important was missing. Where, they asked in
frustration, was the excitement for the young people?

After a series of meetings at Dulie’s Dory, the young men were able to
get past their anger and focus on pleasant fiesta memories. As the men sat
together one evening, someone suggested collecting old photographs and
putting together a table or a small museum-like exhibit of photos of past fies-
tas. It would remind everyone of the fiesta’s traditions and illustrate the
huge number of people the event has touched over the years. The idea was
doable and appealing. It involved no struggles or confrontations. Latching
on happily to this positive approach, they quickly and naturally began to
share resources. Between them, they represented almost every family con-
nected to the event; they drew up a list of things to do and names to con-
tact and, of course, more questions.

Finding the Coalition’s Focus

Their overriding question was whether the St. Peter’s Fiesta Committee
would approve. Could they find a good photographer who could help with
the technical end? Would the local families trust them with the loan of val-
ued family photos? Where could they hold the exhibit? Would there be
enough time with fiesta only a few months away?
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Now that they had found the central focus, Kathy worked with the Young
Men’s Coalition members, constantly reminding them of their ability to
access community resources (Who they know, what they know, and how
their enthusiasm could be contagious, etc.). As they acquired more infor-
mation and developed more leads to sources of photographs, Kathy slowly
began helping them create action plans, broker needed services, and create
learning/teaching opportunities.

As Kathy recalls:

Along with the normal coalition-building tasks and prob-
lems, these men were taking on the enormous task of orga-
nizing and implementing the first fiesta photo exhibit.
During the first stage of development, the young men need-
ed to start building their coalition first by forming a vision,
or mission statement, with goals and objectives which they
did after a few months. Throughout this process many con-
flicts arose. During the first year of the coalition’s devel-
opment, a concern of mine was the kind of structure and
leadership style they wanted for their group. They were
perfectly comfortable having me write their agenda, do
their mailings, and facilitate their meetings. None of the 12
men wanted to take on a position either as a chairperson,
co-chair, or president. Natural leaders began to emerge
from the group but a formalized structure did not crystal-
ize until months later, at a special meeting called, ‘Looking
at Structure and Leadership, when they decided to have a
six-member revolving chairperson team that would be
responsible for chairing the coalition for two months at a
time. This seemed to work out pretty well, and gave each
member a chance to learn new skills.

Later another form of conflict emerged when a couple of the men voiced
their concern about the Young Men’s Coalition putting all their energies into
the Fiesta Photo Exhibit. They felt it was important to continue organizing
activities for the kids. Angry that one event, a kid’s cookout, had been can-
celled because of a coalition meeting, one member went so far as to give an
ultimatum — if kids’ activities didn’t resume soon, he would leave the coali-
tion. Some members supported him and wanted to resume activities with
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kids for the summer, while others felt all their energies needed to be cen-
tered around the exhibit in order for it to be successful. Out of this lengthy
discussion and conflict came a positive outcome. A three-man subcommit-
tee for kid’s activities was formed to come up with a plan of action by the
next coalition meeting.

As the group continued to work together, a division of labor quite natu-
rally occured; debates remained intense and occasionally noisy, but they
were working together now and really listening to each other. The Young
Men’s Coalition had arrived at the edge of an attempt to significantly influ-
ence an event that had initially seemed, to quote their words, “bigger than
all of us” The Gloucester Prevention Network and its community organiz-
er had bonded with the Young Men’s Coalition to help them create, by their
own efforts, a new organization that they continued to make their own. In
that process, they put into concrete action their new knowledge of com-
munity dynamics and conflict resolution.

Tapping Community Energy

Still they knew that the practical aspects of the planned photo exhibit
would require enormous energy, resources, and time commitments. Luck and
strong connections existing in a small community began to help to pull the
show together. A local professional photographer agreed to work on the
exhibit and offered the services of his store at the cost of materials only. His
background and interest in historic photographic work, coupled with his
technical ability in the lab, resulted in high quality enlargements and good
advice on mounting and display methods. After seeing a few small ads
requesting photo donations in the local daily newspaper, the community
members came forward with over 600 old photographs,old 16 mm film strips,
slides, and newspaper clippings. The materials for the exhibit were in place.

Next the group had to find a convenient location that could house a pro-
fessional quality photo exhibit. The Seafarer’s Union Hall, although located
adjacent to the temporary altar erected each year for the festival Mass, had
never been opened during the fiesta. Once a vibrant and dynamic union,
the Seafarer’s function in the life of the fishing community had begun to
erode. Hard economic times and additional regulation forced many fisher-
men to fish out of other ports like New Bedford, Massachusetts, and Portland,
Maine. While its location was ideal for the exhibit, the grounds and the inte-
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rior of the building had become shabby. Though monies to refurbish it were
not available, the young men began to look for donated services through
their extensive network of local businesses. Soon sign painters, profession-
al cleaners, carpenters, and electricians were working in their off hours to
pull the show together. The leadership of Union Hall while initially skepti-
cal became convinced that allowing the show was a good idea, with the
donation of the extensive in-kind services to the building and its environs.

This experience was very powerful for the young men as they recognized
their own limitless capacity to tap into resources within their own commu-
nity. So often,community members are convinced that change can only occur
when it is created by elected officials, community leadership, or established
organizations. The Dulie’s Dory men witnessed the changes that their own
excitement and vision had created. The vision was their own, but the exhib-
it would affect the underlying conditions and attitudes of the whole commu-
nity and would ultimately change the community’s vision of the fiesta.

They had to learn and constantly use conflict-resolution skills to promote
their event, while making it clear to the St. Peter’s Fiesta Committee that they
did not wish to now turn this event over to the committee. They still had
unanswered questions. Would there be ownership battles? What path
should communication take to ensure communication without confronta-
tion? Would the committee come to the photo exhibit?

The Young Men’s Coalition formally and informally contacted the com-
mittee by sending letters of explanation; they engaged in a process that ulti-
mately resulted in committee approval, with exhibit ownership still totally
resting with the Young Men’s Coalition. Indeed the Gloucester Fiesta was
no longer business as usual. They had injected new energy into the fiesta’s
1992 program, and they had done it with a real respect for the enduring tra-
ditions of the historic celebration.

Engaging an Entire Community

“St. Peter’s Fiesta Through the Years: a Community’s Photo Album”
opened in time for the 1992 fiesta. Free admission removed all barriers to
entry, and to all fiscal issues. Though extensive public outreach through
almost daily newspaper coverage and some paid ads spread the word about
this historic exhibit, the best advertising source was word of mouth across
all the neighborhoods of Gloucester.
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From the Gloucester Daily Times, Thursday, July 23, 1992

My View
Savoring the Memories of Fiesta

By CATHY NICASTRO

We begged her to go to the photo exhibit, but she wouldn’t.
Although it had been almost two years since he left us, it was
still too painful to be there in the midst of Fiesta without Dad.

My brothers, my husband, and I had all seen “Fiesta.
Through the Years” “Ma, you have to go, you should go; it’s
so beautiful,” we pleaded. My mother stood firm, however,
until Sunday.

Brother Joe and family, Frank and I had just finished watch-
ing the parade and went back into the Seafarers Union Hall to
take a second look at the exhibit. As we strolled down mem-
ory lane, we all hoped Ma would change her mind, when sud-
denly, in she walked. Brother Peter had shut off the spaghetti
sauce, locked the door, and said, “Ma, you’re coming with me”

Accompanied by brother Frank’s touching song selections
softly playing in the background, Ma began a tenderly nos-
talgic journey back to the good old days through each
magnificent photo. As she tenderly savored the moment,
the sadness in her face melted away into so many happy
memories of a young family — compares and commares —
many of them no longer here. They all came alive again,
however, in beautiful scenes of Fiestas long ago.

My brothers and I were kids again down the Fort as Ma
pointed out our birthplace, Nony’s house at 47 Commercial
St. There was a young Uncle Doley and friends happily sit-
ting on the steps at Fiesta. We saw many generations of fish-
ermen carving the statue of St. Peter from Uncle Joe D’Amico,
Uncle Stevie D’Amico, and Uncle Peter Frontiero, to hand-
some husband Donny Nicastro, each generation so different,
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yet so similar and connected in the pride shown on each
beaming face as they carried their patron saint.

We savored the 1987 picture of brother Sam triumphantly
smiling atop brother Peter’s shoulders as he so proudly
clutched the greasy pole flag, a coveted prize that had eluded
him for 14 long years. Sam took his place of honor beside the
many spectacular shots of all time greats Salvi Benson, cousin
Peter Frontiero, and all the other gutsy greasy pole walkers
slithering and sliding their way to victory. The seineboat pic-
tures were nothing short of spectacular as we savored broth-
er-in-law Paul rowing and brother Frank scuttling his way to
glory that very same year as he, too, tasted the sweet Sunday
seineboat victory 17 years in the making. An especially mem-
orable picture of a young curly-haired son Joey and his beau-
tiful cousin Lisa looking so innocently angelic atop Nina
Conti’s float warmed our hearts.

The most special and heartwarming photograph of all, of
course, was the beautiful picture of Sam “Boogie” Frontiero,
our Dad. There he stood in all his youthful splendor proudly
posing with his compares after marching in the St. Peter’s
Fiesta parade so many years ago. “Wasn’t he handsome,” Ma
joyfully reminisced. Yes, he was, and for one fleeting moment,
Dad seemed to be with us again.

“Fiesta Through The Years” is the greatest tribute to the St.
Peter’s Fiesta I have ever had the pleasure to experience. May
I express my most sincere and heartfelt thanks to all of those
special people involved in this project for their great vision
and very hard work in making it such a2 phenomenal success.

May the masterpieces of magnificent nostalgia displayed
this year and for years to come continue as an endearing trib-
ute to the St. Peter’s Fiesta and to the very special people of
Gloucester.

Cathy Nicastro lives in Gloucester
with her husband and children.
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The exhibit was a true gift from the Young Men’s Coalition to their own
community. It was a collective expression of their love for the culture and
the people of their community, as well as their need to remind people that
treasured values could easily slip away if not attended to.

Open during set hours during all four days of the fiesta and fully handi-
capped accessible, the exhibit drew over 5,000 people of all ages who wait-
ed in line for the chance to view the exhibit. Over 450 beautifully enlarged
and mounted photographs of family, friends, and long-ago scenes hung on
large display boards at eye level. Moving through the exhibit to taped music,
families and friends gathered before large group photographs identifying
family members and finding photos of themselves. There were tears, smiles,
and shouts of glee as viewers recognized familiar faces and places. Tourists
who had never visited here before became misty eyed as they watched
whole families reminisce in Italian and English. “Look, Maria...it's your
grandfather when he rowed in 1951!...Look how good he looks! He was
such a handsome man!”“Oh my God! Its Uncle Sal!”“ Look Dad, That’s you!”

Bringing Back the Heart of Gloucester

The photographs had evoked emotion and connection beyond every-
one’s expectations. As the young men stood by at the opening, tired from
the hard last minute work to hang the show, they began to recognize just
what they had accomplished. They had brought back the heart to the city.
They had influenced the fiesta in a very positive way. Older citizens who
had stopped attending the fiesta because of its more carnival atmosphere
were encouraged to come down and see the pictures. Slowly the Young
Men’s Coalition began to realize that their role in this amazing change was
being recognized and they began to admit how proud they were.

Massachusetts State Representative, Bruce Tarr, also noted the young
men’s efforts and presented them with a citation of recognition. He said that
their legacy is a renewed St. Peter’s Fiesta that incorporates a deep cultural
and spiritual integrity. Gloucester Mayor William “Bill” Rafter came by to
recognize the contribution that the coalition had made and express his view
that this was a perfect example of how much community members can
accomplish when they contribute their support. The most meaningful
recognition that the coalition received was the gratitude and excitement of
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local residents as they reacted in a personal and positive way. The commu-
nity recognized and applauded the men for their mission and expressed
strong support for the coalition’s larger concern, the desire to reduce alco-
hol and other drug use in the community at large.

Alcobol and Drug Use Reduced

Another positive note about the 1992 fiesta was that arrests were down,
both for public drinking and for public drunkenness. The Coast Guard
reported fewer arrests for incidents involving alcohol and other drugs
among those operating boats. Establishments licensed to serve alcohol and
the owners of bars and local restaurants sent new staffers to beverage-serv-
ing workshops to learn better intervention methods for dealing with
overzealous imbibers. A more positive atmosphere was apparent during the
entire fiesta weekend. These changes appear to be quite lasting and have
been sustained during the 1993 and 1994 fiesta weekends.

The 1994 fiesta was the third year for the photo exhibit; since 1992 the
coalition has received a Gloucester Arts Council grant providing the funds
to enlarge the exhibit. The coalition is now planning its first edition of a
photo book in response to community interest. The market for this book
will be beyond the confines of Gloucester, since there is strong interest
throughout the country for the visual history of cultural traditions such as
these. Funds acquired through the proposed sale of the book can help sus-
tain the coalition’s other activities as they expand their commitment to
Gloucester’s youth. '

Each year the Gloucester Prevention Network conducts surveys for
Gloucester students in grades 5-12. Trends have begun to emerge from
these surveys that show a continuous increase in the number of students
who perceive the use of alcohol and tobacco as a health risk. For the sec-
ond year in a row, the 1993 survey revealed a decrease in the percentage of
students using three or more substances.

Assessing the Outcome

The simplicity of the Gloucester Prevention Network program design has
paid off. When it was funded by the Center for Substance Abuse Prevention,
the Gloucester Prevention Network was proud to be able to present the
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Ten Operating Principles

In the course of the first three years of this community partnership with the
Young Men’s Coalition, the Gloucester Prevention Network began to recognize the
following ten operating principles that were key to successful initiatives:

1. Meet community members where they are and be within their own realm
of experience (i.e., use a common language without prevention-specific ter-
minology).

2. Build and maintain real relationships with community members.

3. Give people a place within the organization and give everyone something
tangible to do.

4. Realize that everyone (staff included) learns more through activity than
through theory. It is vital that activities create the demand and provide the
opportunity for further training, and not the other way around; it is equal-
ly important that the activities reflect sound prevention theory.

5. Create a climate of inclusion and equal full value for all participants.

6. Create a vision which is doable, based on the community’s strengths and its
accumulated wisdom.

7. Recognize that every person is a community resource. Every individual
possesses skills/functions that the community needs. People must be
valued for who they are, what they feel as well as what they know and do.
All residents are critical factors in creating community norms.

8. Remind people of the contributions that they are already making, rather
than stressing what still needs to be done. Additionally, small positive
behavior modifications are much easier to accomplish than requiring that
people dramatically change their behaviors to meet unmet needs.

9. Understand that people are motivated by their special interests (by what
they already care about) as evidenced by the community activities or jobs
that they are already involved in. For example, local employers in
Gloucester are very interested in having drug-free employees and a drug-
free workplace policy, and are not interested in community statistics on
underage drinking by high-school students at high-school sponsored dances.

10. Focus on family as the most basic community system and the source for link-
ages/opportunities for connections and the infusion of prevention practice
in daily life.

82 + GOVERNMENT WORKS: PROFILES OF PEOPLE MAKING A DIFFERENCE



city’s hard work to the nation. It was named in 1993 as the only program
to receive one of the 11 Exemplary Alcohol and Other Drug Prevention
Program Awards given by the National Prevention Network, the National
Association of State Alcohol and Drug Abuse Directors, and the Center for
Substance Abuse Prevention. Also, when the chair of the U.S. House of
Representatives Select Committee on Narcotics Abuse and Control, the
Honorable Charles B. Rangel, sought a Government Accounting Office
(GAO) study on the efficacy of community based prevention, Gloucester
Prevention Network was once again the sole Center for Substance Abuse
Prevention Community Partnership Program to be examined. The study’s
outcomes, according to the General Accounting Office Report (GAO/GGD-
93.75), showed several indicators of the program’s success, including
increased public awareness and changes in the community mores and atti-
tudes toward drug use.

Gloucester Prevention Network’s model is a simple technique that can
sometimes sound ponderous and pedantic, but it is best explained in the
words of Joe Palmisano, owner/manager of Dulie’s Dory and chairperson of
the Young Men’s Coalition:

Before the Gloucester Prevention Network was here the
death rate from alcohol and other drugs was way up. Now
it's down. That’s great; we accomplished something.
We've accomplished something by reaching kids who were
really bummed out. Their attitudes have changed.
without The Gloucester Prevention Network, we never
would have gotten a group of guys together to do some-
thing like this.
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Chapter 5

Hope Takes Root

BRENDA WALSH, O.P. anp HELEN PEDDLE, O.P.

We dream of a Racine, the rooted community, where
apathy will be unknown, where family, school,
workplace, and all our social contacts will develop our
buman potential in service of a peaceful world. We
dream of the meshing of ethnic pride and group
cooperation, of lakeside festivals, of industry and art in
a renewed downtown. We dream of Racine, inventor in
the past, inventing again a future in which our style of
community and concern will be our major export.

—One small team’s vision of Racine

acine 2000 is an umbrella under which all sorts of community
groups take root, grow past early organization strains, and grad-
ually mature into well established and accepted programs. The
cffort began in 1982, when a group of 200 clergy, business and
government leaders, and concerned citizens gathered to dis-
cuss Racine’s problems. Acknowledging the magnitude of the
problems, the group worked to look deeper to find the causes of urban
malaise and began to mobilize local resources. The group decided to form
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“Racine in the 80s” as a community resource and empowerment project.
They designed a program that was ongoing; would not have a corporate
structure, but rather built-in flexibility for getting things done. Funded in
part by the Roman Catholic Congregation of Racine Dominican Sisters, it has
come to be called “a catalyst to help agencies and individuals organize in
response to community needs and as a resource to keep them going.” After
14 years, the people of Racine also characterize this catalyst, now called
Racine 2000, as the place to go when a community problem requires new
and innovative thinking, visioning, and creation of a hopeful future.

Sharing Community Concerns

Participating educators, business executives, high school students, con-
cerned men and women of varied ages and races used strategic planning to
create a vision that would build county-wide solutions to community needs
such as a climbing crime rate, teen pregnancies, as well as drugs and gangs
coming into the region from other metropolitan areas. Local people felt the
need to look deeper into these critical problems to analyze their root caus-
es, and finally address them.

Within 12 years, many changes came about: Neighborhood Watch was
expanded county wide, voluntary mediation for citizen disputes was initi-
ated, a free health care network for the medically uninsured was set up,
affordable housing was organized on a model of mutuality and concern,and
issues of the Hispanic and African-American communities were addressed.

Dr. Joe Holland, visiting professor of ethics and sociology at St. Thomas
University in Miami, Florida, a speaker at three Racine 2000 conferences and
mentor along the way, analyzes the social scars facing Racine and other
communities this way:

The cultural decay in the West is linked to the determination
of our way of looking at life by science and the neglect of
our spiritual roots. The accelerated pace of life has torn peo-
ple from their past and heritage, and has left generations
without roots and a moral framework for their lives.[1]

On the positive side, unemployment in Racine in 1993-94 was between
5 and 6%, slightly lower than the national level. Another plus is that Racine
has a skilled workforce in equipment manufacturing, automotive industry,
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A Quick Look at Racine

The name “Racine” comes from the French word for“root,” a reference
to the city’s rootilled river bank. The city’s ideal location on beautiful
Lake Michigan and its plentiful supply of clean air have earned it the title
of “Belle City of the Lakes.” The county of Racine is 337 square miles,
with a population of 126,400—a mix of residents of mainly European
extraction as well as a growing African-American and Hispanic popula-
tion, now up to 20% in the city of Racine.

The economy of the city of Racine, with a population of 84,000,
made the city, until recently, one of Wisconsin’s largest industrial centers.
Companies such as J. I. Case, Johnson Wax, and Greene Manufacturing
cover a wide range of products—agricultural and construction equip-
ment, waxes and polishes, electrical appliances, and more. Like a num-
ber of communities in the midwest and other areas, Racine has lost many
manufacturing jobs—13,000—in the past two decades, jobs that have
been replaced by employment in the service sector. This means less
income, more human need to be addressed, and more need for part-
nership and participation by the growing minority population.

Racine has a long history of creative inventions—Horlick’s malted
milk, Case tractors, and Johnson’s worldwide home care products. More
recently, Racine’s Danish Kringle and the Salmon-A-Rama—a national
salmon-fishing contest—have brought national, even international,
attention to Racine.

and agricultural and electrical appliances. To help make the most of these
advantages, partnerships involving representatives from government,
churches, the religious community, labor groups, and business are already
in place and have produced many positive results in health care, housing,
and economic development. Results are also evident in less tangible ways,
such as a growing spiritual awareness, education for peace, and positive
image building. Strengthening families,a more recent focus of Racine 2000,
will call for extensive mobilization of resources and the building of new
partnerships for the remainder of the decade and beyond.
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Health Care for the Medically Uninsured

One example of how partnerships have brought about positive results
is the Racine Health Care Network, Inc. established in 1986 to serve the
medically uninsured. Barb Tylenda, who now heads the Health Care
Network, speaks highly of the effort and how successfully the partnership
has worked. Racine, like most communities nationwide, has had about
10% of its under-65 population without health insurance and without access
to medical care. Now 130 providers, including doctors, nurses, dentists,
pharmacists, local hospitals and clinics are working partners with state
and local governments to fill this frightening need.

The Health Care Network made 15,000 appointments for free care for
the uninsured in its first eight years. In January of 1993, the program direc-
tor and board president went to the White House to accept the National
Points of Light Award for an innovative and successful response to the needs
of the working poor. Racine’s neighbor to the south, Kenosha County, has
mobilized the resources of local hospitals and medical professionals to
develop a small-scale health care program for the medically uninsured simi-
lar to the Racine model.

A unique feature that has made the Racine Health Care Network so suc-
cessful has been passage of a bill at the state level that allows retired physi-
cians to use their skills to serve the uninsured, with the State of Wisconsin
providing their liability coverage. Says Dr. William J. Little, Medical
Director for the Network: “One can only play so much golf. This way,I can
use my gifts and talents for the good of the community by providing care
for those locked out of the system.” Everyone involved in this community
endeavor believes that the model is replicable through voluntary participa-
tion by providers and the building of partnerships.

Response to Housing Needs

For decades, Racine has worked to develop a strong response to housing
needs. Gradually, partnerships formed. Partners in the development of
good-quality, affordable housing for Racine families now include Racine’s
Department of Development and Housing, Wisconsin Division of Housing,
Wisconsin Housing and Economic Development Authority, local banks,
Wisconsin Natural Gas, Racine County Housing Authority, the University
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Extensions, and the Racine Dominican Sisters. Other groups such as
Ameritech Workers and the Central American Solidarity Coalition have
donated time to upgrade housing for Racine’s low-income families.

Racine Mutual Housing Association was initiated in 1984 as a result of
this partnering. A grant from the Wisconsin Department of Development
enabled the Racine 2000 Housing Task Force to document the need and
develop the plan, which has resulted in the readying of 52 units of quality,
energy-efficient units. Knowing that families spend anywhere from 50 to
75% of their disposable income on housing, Racine Mutual Housing has kept
the rent (known as the carrying charge) at 10-15% below market rate for the
area. This lower rate is possible because of substantial grants from city and
state funds, as well as from Wisconsin Natural Gas, which equips each unit
with a new furnace. This way each unit is energy efficient at occupancy.
Residents are urged to keep their units in good repair, which in turn results
in cost containment.

Across the country, it has become evident that providing housing alone
without some financial support and educational services is inadequate.
For instance, Racine Mutual Housing residents get free counseling through
the Family Service of Racine. They can have their concerns addressed in
anonymous fashion through the “Letters to Wanda” column in the associa-
tion’s newsletter. Also residents receive scholarship assistance to attend the
local technical college and nearby university. Ten residents have taken
advantage of this benefit annually for the past two years. “Efforts are made
to discourage the landlord-tenant mentality by urging residents to take
pride in their own homes,” said Tom Adams,director. A Skill Development
Program encourages residents to develop their skills through education
and job training, using local resources. Responsible behavior is being
rewarded through the “Resident of the Quarter” feature in the association’s
newsletter as well as by gift certificates to a local grocery store. Residents
also can be on the association’s board of directors and on the resident
council, allowing them to have a good measure of control over their local
environment. The recent introduction of the Home Buyers Program has
made it possible for three families to join the “rent with option to pur-
chase” offered by Racine Mutual Housing. These families will eventually
become home owners if they meet the association’s requirements of fiscal
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responsibility, good care of property, completion of the First Time Home
Buyers Course, as well as the Home Maintenance Course offered free of
charge through Gateway Technical College.

While Racine Mutual Housing is not formally incorporated as a coopera-
tive, it does embody and promote a cooperative spirit evidenced in the many
ways that residents will reach and support each other. A unique expression
of partnership came about when 60 volunteers sponsored by the local
Central American Solidarity Coalition planned a Work-a-Thon for two
weekends. Sponsored volunteers rehabilitated a house for a Racine Mutual
Housing family, and the money went to provide health care for the poor in
Central America. The Work-a-Thon has become an annual event each fall.

Measuring Housing Success

In the midst of all of these examples of cooperation and support, it is
sometimes difficult to know how success is measured. While obvious
improvements in the neighborhoods merited a civic prize, the Belle Award
a couple of years ago, the residents themselves are perhaps the best judges
of how well the association succeeds.

Doniele Webb, a Racine resident for eight years, recently graduated as a
registered nurse from a local college and is now employed full-time as a
nurse at St. Luke’s Hospital. Doniele is grateful for the scholarship and the
moral support she received during her years with the association. A former
resident, Evelyn Sutton, who recently moved to another state, wrote: “I'll
never forget the first lessons learned at Racine Mutual Housing — lessons of
trust and responsibility. I will carry them with me wherever I go”

Another example of a person empowered is Kathy Jackson, a single
mother of three, who came to live in Racine Mutual Housing in 1989. She
needed a home, meaningful work, and the possibility of developing her
skills at the local technical college. Fortunately for Kathy, she found all
three. She now lives in a single family, three-bedroom home owned by the
association and next year will receive an associate degree in computer and
information processing. In 1993, she won the regional contest in desktop
publishing and went on to the nationals in San Antonio. While she did not
win a place in that competition, the event broadened her horizons,
increased her self-confidence.
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Kathy Jackson has spent the last three years as office manager of the
Racine Mutual Housing Association. She comments: “At times,I find it hard
to juggle all my responsibilities, but I can keep going when I think of my
own future and that of my three school-age children” She is grateful for the
support and strength she has gained through the Racine Mutual Housing
Association, which is like a family, The scholarship assistance she has
received has enabled her to continue her courses without interruption.

The goal of Racine Mutual Housing is not to meet all the housing needs
in the community. These needs are also being filled by Habitat for Humanity
and Project Pride, more recent housing initiatives. The hope is to develop
a model that any community can use and to provide a stable environment
for resident families. More efforts such as Racine Mutual Housing
Association’s work will alleviate the desperate plight of the more than
five million nationwide with “worst case” housing needs.

Economic Development in Racine

Ongoing hopes and concerns about the North American Free Trade
Agreement, as well as other international trade agreements, have brought job
creation and economic development onto the national center stage. These
same issues have been a concern at the forefront in Racine for more than a
decade. To help give Racine County’s sputtering economy a shot in the arm,
local business people, government representatives, and the Racine 2000
Economic Development Taskforce came together to plot a course for the
future of the county. “We must have a county-wide effort and get beyond
issues of turf in order to have a healthy, growing community,” declared for-
mer County Executive Len Ziolkowski. The result was the formation of the
Racine County Economic Development Corporation (RCEDC), which has
been a major force in job creation and retention for the County. Their 1994
annual report revealed that:
» Several Racine County small businesses had received loans;
+ Through the Revolving Loan Fund and other public financing, the
RCEDC had collected a loan portfolio which created and/or retained
650 jobs in Racine County;

¢ For business relocating to the county, RCEDC is able to provide
guidance, demographics and other pertinent information about the
community.
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A follow-up summit, held in 1992 and convened by County Executive
Dennis Kornwolf, became a launching pad for new endeavors in the coun-
ty. The group worked together on a vision, blocks to accomplishment, strate-
gic issues, and the development of action plans. Then the group studied an
integrated model of development and charted strategic plans that consid-
ered all aspects of the community life. Elements of the model included:

* Intergovernmental cooperation,

* Infrastructure development and expansion,

* An education system to meet the needs of the community and the

workforce of the future,

* A diversified, self-reliant business base,

* Adequate affordable housing stock to meet future needs,

* Promotion of a positive image by community leaders and the

general public,

* Strengthening families as the core fabric of society.

Some of the more visible results of the Economic Development Corpo-
ration included the development of the Racine Harbor Marina and Festival
Hall, the addition of a new hotel in downtown Racine, the attraction of
companies such as Danfoss Hydraulic Fluids, expansion by Putzmeister,
Inc,, investment in new headquarters by J. 1. Case Company, and expansion
by Johnson Wax. An outside developer made a commitment to develop
housing for the working low-or middle-income people in downtown
Racine. The mayor, county executive and other local officials took a lead
role in this development.

At the RCEDC 10th Anniversary Celebration on January 20, 1994, Governor
Thompson said: “I applaud and congratulate you. Keep the prospects com-
ing” William Nahikian, RCEDC board president, said the same spirit that began
the organization ten years ago is still at work today. “We need to continue to
broaden our vision and move toward greater cooperation.”

The Strengthening Families Taskforce

Part of that broader mission is the recognition that economic and family
issues go hand in hand. Churches, schools, and the business community
highlight the need to address family issues and to join in partnership with
families for positive results. At each of the small groups which participated
in the 1992 Economic Summit, this issue came to the fore. Dennis Kornwolf,
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as county executive, commissioned Racine 2000 and Racine County Human
Services to look at ways to enable them to more successfully participate in
life, school, and work.” A new taskforce came into being.
Taskforce members worked for months gathering information on fam-
ilies in Racine. The growing number of teen pregnancies and the num-
ber of children in African-American and Hispanic households living at or
below the poverty level was a concern. Ten percent of the children in
the Racine Unified School District were identified as having special needs,
thus requiring more resources at a greater cost to the community. In this
respect, Racine mirrors many other communities.
How is the Strengthening Families Taskforce responding? Partnerships
are again springing into action in response to the local need:
 Families and their needs were highlighted in 1994, the United Nations
“International Year of the Family” publication. Letters were sent to
churches and local agencies asking them to incorporate the
“International Year of the Family” information into their programs;

¢ Racine Area Manufacturers and Commerce (RAMAC) helped to
develop a brochure listing all resources for families in Racine
County, using information gathered by the taskforce;

¢ The taskforce sponsored a program on “Balancing Work and Family:
Challenges and Solutions;”

* A home-visitation program for first-time parents was organized;

* Families organized together across racial lines for mutual support.

The United Nations logo celebrating the International Year of the Family
was being used on all the Strengthening Families Taskforce literature and cor-
respondence to heighten awareness about issues and needs of families today.
The goal is not to take over family responsibilities but to enable them to
carry out the important work for which they were established.

Dr. John Perkins, a nationally-known African-American minister, paid a
visit to Racine in 1992. He urged strong consideration for families without
fathers, not holding them up as an alternative lifestyle. He asked that this
be done “without in any way degrading single parents, many of whom are
doing a heroic job.”

Mayor Owen Davies offered his encouragement and support. Clearly,
strengthening families became a major focus of Racine 2000 that will
continue to call for partnerships and mobilization of resources well into
the 21st century.
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Labor-Management Issues

Again the tie-in between family and economic issues came to the fore in
Racine in 1992. The issue of plant closings is always a major concern
because when management is considering closing a local plant, whether in
Racine or elsewhere, profits and losses are not just a matter of economics or
efficiency. Job loss can mean loss of population, family strife, sometimes
despair or even suicide. Plant closings have long-term consequences, which
Racine 2000 has tried to keep before the public.

Community leaders recognized that labor-management was an area
where workable partnerships needed to be developed. Such a situation
came to a head in 1992 when workers struck for six months at Rainfair, a
manufacturer of protective garments. At issue was the right of striking work-
ers to get their jobs back. Some religious leaders worked to mediate a solu-
tion. A local church offered meeting space, and the media were not invited
until a settlement had been reached. The struggle and its solution brought
national attention to Racine. The publication, Christianity and Crisis, in its
June 22, 1992 issue quoted Sister Brenda Walsh, one of the mediators: “We
need new models that make business more accountable to the local com-
munity. The church should be right at the heart of such developments”[4].

Meeting the Needs of the Older Population

Almost daily, calls were coming from as far away as California, New York,
and Texas from worried family members concerned about their aging
parents in Racine or near the Dominican Sisters, who had decades of ex-
perience in responding to this growing segment of the population. The
Senior Companion Program, received national, state, and local recognition
for its innovative responses to the needs of the homebound. This work for
older citizens is done mainly by 130 volunteers of all ages and from various
ethnic/racial backgrounds. A holistic program combines pastoral care, infor-
mation, and referral services linking older adults with church and society.
Listening and understanding are the key components of this program.
These efforts have become a lifeline for both givers and receivers of care, as
the donor-recipient attitude is replaced by one of companionship and
empowerment. One recipient said, “I didn’t want any agency telling me
what I need until someone first hears my pain and story”
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Dispute Settlement Center

The Dispute Settlement Center is another example of a Racine pub-
lic-private partnership that has resolved many local conflicts, such as
merchant-customer, tenant-landlord, and neighborhood disputes which
might otherwise have escalated to violence. The idea of dispute resolu-
tion with trained volunteer mediators was first proposed at a Racine 2000
conference in 1983. After gaining the support of local legal and justice
systems and opening an office, volunteers began to field referrals from
courts and agencies. From the beginning, the Dispute Settlement Center
Office has been situated in the county courthouse, emphasizing its mission
to act as a community mediation and conciliation service for everyone in
Racine County.

Mary Waid, program coordinator, is a warmly enthusiastic promoter in
the community for settling disputes peacefully in a win-win approach. As
part of the total program, she devotes quality time to training and oversee-
ing peer mediation programs in Racine’s Unified Public School System. This
program has been a model for the more than 300 community mediation
centers in the country. Waid credits Annette Conley, the office’s first
coordinator, with involving an enthusiastic principal and a teacher in
Racine’s Gilmore Middle School in a pilot program in 1986 to train student
mediators. From that beginning, peer mediation is now in place in almost
all elementary and middle schools and is beginning in Racine’s public high
schools. Dr. Clem Magner, crisis prevention and intervention specialist for
the Milwaukee Public Schools, received his first exposure to real-life medi-
ation at Gilmore School in Racine. He had come to see the program in
action and had gone away convinced of its value in forestalling disruptive
behavior. Magner brought the idea back to his own Milwaukee school sys-
tem, which now employs mediation as early as the third grade. He has since
gone on to convince school systems in other Wisconsin counties to employ
the method he learned about in Racine and now touts it nationwide.

Recently, a group of people from the areas of business, law, government,
and education spent a morning learning how the Dispute Settlement
Center helps the community and how the community can lend its support
to the center. At that meeting a fifth-grade boy told the participants that
what he had learned in school had even helped him make peace at home.
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His mother, also at the meeting, verified that her son had been able to turn
an argument between her and the boy’s father into a rational settlement.

Beyond its use in schools, the overall concept of community-based medi-
ation has wide application to help solve disputes in government, business,
and neighborhoods. Gene Stephens, writing in the Futurist magazine, cites
a prediction for the future:

Communities will resolve their own differences via the par-
ticipatory justice model which is attuned to individual dif-
ference and recognizes that conflicts are normally among
competing interests rather than between right and wrong. ...
This grassroots system of equitable resolution of differences
seems to be the only method to create a harmonious envi-
ronment for an increasingly pluralistic society [5].

Public Aid to Families

Welfare reform is an item high on the agenda nationally as well as local-
ly in the state of Wisconsin. It is on the platform of every candidate for pub-
lic office. In Racine County, the Human Services Department brought
national recognition to Racine for its pilot Learnfare program, and its suc-
cessful method of collecting child support. The British Broadcast
Corporation (BBC) from London even paid a visit to the city to find out how
the programs were working.

Learnfare in Racine County is a variation of Aid to Families with
Dependent Children (AFDC). The actual amount of aid to AFDC families is
lowered when school-aged children habitually skip school. Said Racine
County Human Services Director Bill Adams:

The program is not simply retaliation for truancy. We
decided to use it as a tool that could encourage school
attendance and use the state’s Learnfare dollars to develop
a case-management system to help families overcome the
barriers to school attendance.

The Opportunity Industrialization Center is the county’s contractor for
Learnfare case-management services. When a student has piled up ten full
days of unexcused absences in a semester, the family is offered a case man-
ager who will work with student and family until an agreement is reached

96 + GOVERNMENT WORKS: PROFILES OF PEOPLE MAKING A DIFFERENCE



on a family services plan. Adams cites the following factors that have helped
Learnfare do better in Racine County than in any other Wisconsin county:

« Dedication and competency of economic support specialists;
« Excellent cooperation from school districts; and
« The case-management system developed in Racine County.

Other counties look to Racine’s Learnfare as a model. Racine 2000 par-
ticipants are hopeful that local, state, and national welfare reform efforts will
include jobs that can support a family and help provide adequate training,
child care, and health insurance, until self-sufficiency is reached.

Empowerment Efforts and Payoffs

Several churches in Racine have joined forces with Racine 2000.
People like Rev. Dennis Bade, pastor of Bethany United Methodist Church,
have been involved in Racine 2000 from the very beginning. For instance,
Bade has been a member of the Spirituality Taskforce that convenes
quarterly prayer breakfasts at the YWCA to discuss and respond to local
issues and needs, and has worked on an interfaith organizing effort to help
local churches effectively address the needs of Racine. Also, Rev. Norma
Carter, long-time Racine 2000 ally and an African-American pastor, has
developed her own “Adopt-a-Neighborhood Program” to bring local
resources to the communities where they are needed the most.

Pastor Jim Peters, president of the local Clergy Association, has acted
on his belief that churches have a key role to play in social change.
African-American and Hispanic communities and churches have drawn on
the resources of Racine 2000 to develop their own agendas for action. Ken
Lumpkin, editor of a local African-American newspaper, put the challenge
to local churches and community this way, “Will the Racine community
enter the 2lst century with one group going in the front door and the other
leaving by the back? Or will we enter the 21st century together?”

This point was pondered as the Racine community convened at the
YMCA to address racism in Racine. Neighborhood groups formed to address
crime and poverty. A resident of the central city, Moses Davis is an African-
American disabled Vietnam veteran in his forties. His introduction to Racine
2000 began when he joined a group facilitated by Brenda Walsh and Barney
Nelles in an alternative to incarceration class. He became interested in per-
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Nine Principles for Change Agents

1. Established community institutions, such as the Dominican Sis-
ters, can serve as building blocks for such important community
development efforts. In many localities, churches as well as
other established institutions, can play this role. The moral,
financial, and evaluative support of the Racine Dominican Sisters
was available from the start, and undergirded all efforts.

2. Key people concerned about a particular issue were contacted to
ask for their support, to alleviate concerns about duplication of
effort, and to show them the benefits of new developments.

3. Aimportant goal is to focus on devising new solutions rather than
repeating old ones.

4. Participation must be achieved across lines of age, race, gender,
and economic status.

5. If projects are separately incorporated, use an umbrella organi-
zation to provide continuity through financial contribution,
board membership, and support.

6. Make regular reports to funders and the general public help to
retain interest and loyaity.

7. Identify underlying issues to link economic, political, social,
and spiritual concerns for a holistic response.

8. Give solutions time. Changing structures and attitudes cannot
happen overnight. Despite difficulties and slow progress at
times, one must persist over the long haul for lasting results.

9. Involve public officials, both elected and appointed. Ask for
ongoing support such as participation in events, funding for spe-
cific projects, and readiness to discuss community concerns.
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forming services for the homebound people in his neighborhood through
the Senior Companion Program. Now he is a very active outreach person.
Says Davis:

Working through Sister Brenda and Mr. Nelles,I've learned
about the agencies in Racine and I can take the burden off
of them by dealing with [the people] directly. Others I call
them about, like an elderly person needing blankets or a
single mother who is asking for baby clothes. Even though
I don't drive, I get to visit outside my neighborhood by
bicycle and do things like storm window changing.
Seniors I visit have my unlisted number and know they can
call me anytime, day or night.

Racine 2000 has been a catalyst for change, self-sufficiency, and account-
ability to the local community. Leaders of Racine 2000 list nine principles
that have proved helpful in fulfilling their change agent role in Racine. These
may also be of assistance in other communities which are seeking broad-
based citizen involvement.

Problems in the Racine area, such as crime, poverty, and unemployment
have not gone away. But systems to deal with them have helped move local
residents toward the new century:

« Community problems no longer overwhelm and paralyze the resi-
dents into inaction, thanks to the attitudes engendered by groups
like Racine 2000.

« Linkages and partnerships have been developed over the years,
which can readily be called into action in response to local needs.

o Perhaps most of all, partnerships of courage and trust have been estab-
lished, leaving the assurance that hope can take root and flourish even
in dark times, and will bear fruit for generations to come.

Where Does Racine Go from Here?

Since its inception, Racine 2000 has generated inquiries from communi-
ties across the land. Word of the effort has been circulated through articles
in national and international periodicals such as Changing Work, Chris-
tianity and Crisis, Dominican Ashram (India), Development Forum
(United Nations). Workshops have been given for national groups at the
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Center of Concern in Washington, D.C., and for two of the annual convoca-
tions of the World Future Society. Locally, Racine clubs and civic groups
have frequently asked for input at their gatherings. But while sharing the
story is important, the greatest joy comes from seeing people change and
develop as a result of their involvement in the various Racine 2000 projects.

People see themselves continuing the work begun in housing, health
care, strengthening families, and other areas. Above all, they are working
toward a truly human community. They will work to defend it, celebrate
it, and establish it in every area of life where that sense of community is
diminished. The true test of our justice is how it is applied to every area
of life — to race, to gender, to economics, to politics. Then they can truly
look to a future rooted in hope.
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The Gnatcatcher Solution:
Breaking New Ground in Southern California

DOUGLAS A.WILSON, PH.D.

This is the story of a landmark case when groups
traditionally opposed to each other worked in an
unprecented collaboration to save the habitat
of the threatened species of songbird, the California
gnatcatcher. It is a tale of how diverse groups with
competing interests came to a lable and worked out an
agreement that preserved coastal sage brush for the
gnatcatcher; and still created a project that made
economic sense for a large real estate developer,
Fieldstone La Costa Associates. In observing this
unusual success story, Jeff Opdycke, a US. Fish and
Wildlife Field Superuvisor said in the San Diego
Union Tribune of May 7, 1992, “We want lo use
this as an illustration of how to work through his
process (of babitat protection) or bow to understand
what the community needs, the industry needs, and
the (various imperiled) species need.”

he California gnatcatcher is a small blue-gray songbird known for

its plaintive, mewing call. Experts estimate there are about

2,500 nesting pairs of the four-inch-long bird remaining in the

United States. Presently listed under the Endangered Species Act

of 1973 as a threatened species, the bird and its habitat are both

protected under federal law. Almost all of the gnatcatchers live
in San Diego, Orange, and Riverside counties in California, and much of
the bird’s estimated 350,000-400,000 acres of coastal sage scrub habitat
lies in San Diego County.
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Introducing the Dilemma

This whole gnatcatcher story begins in 1988, when Fieldstone La Costa
Associates, a Southern California residential homebuilder, purchased in
partnership with BCED, the development arm of Bell Canada and the
largest publicly held company in Canada, 2,800 acres of land in North San
Diego County at a cost of $180 million. Their intent was to build approx-
imately 3,000 homes in three major phases extending over a period of 12-
15 years. The project was to be one of the largest real estate ventures in
community development in the country.

Shortly after the purchase, Fieldstone discovered gnatcatchers on the
property. Some of the rare songbirds’ best coastal sage scrub habitat fell
within the boundaries of the project’s site—open, untouched habitat sur-
rounded by urban sprawl. While the gnatcatcher was not yet listed, the
U.S. Fish and Wildlife Service, the California Department of Fish and
Game, the city of Carlsbad, the Endangered Habitats League, and a long
list of conservation and no-growth groups were all offering ideas in the
discussion regarding the protection of the gnatcatcher and its habitat. To
avoid chaos in dealing separately with all of those expressing interest,
Fieldstone knew that they would have to devise an overall plan for
approaching eventual development of their land.

The Endangered Species Act, signed into law by President Richard M.
Nixon in 1973, was written to protect animals, plants, and insects from
extinction and to conserve their habitats. Species listed in it generally can-
not be harmed nor can their natural surroundings be destroyed. In general
the law has not resulted in increased available natural habitats, particularly
on private property. “Too often listings have occurred and species have
become extinct regardless,” said Andy McLeod, spokesperson for the
Resources Agency of California, which oversees all resource departments
(such as the California Department of Fish and Game) in the state. “The law
essentially is an 11th-hour warning system. A listing is comparable to bells
and whistles going off at the point when a species is seriously endangered”

The Old Adversarial Model

Most developers take the traditional view when confronted with the pos-
sibility of an endangered species listing. They secure permits as quickly as
possible, grade the land, and bypass any potential problems. The logic
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behind this approach is that if developers do not act quickly, they can be
trapped in a hopeless bureaucratic morass for years, causing a significant
financial impact and, in the worst case, resulting in the loss of the project.
Fieldstone already had millions of dollars invested in the project and could
not afford a multidimensional, protracted legal battle.

As members of the Fieldstone team, led by Senior Project Manager
John Barone, sat down to discuss their options, they looked at the way
developers had always dealt with such environmental conflicts in the past.
If they decided to follow the old corporate tactic, Fieldstone would have to:

« Undermine the Endangered Species Act and, if possible, limit re-

authorization of the act in 1992. They would have to lobby hard
with their U.S. congressional representatives to help repeal the
Endangered Species Act or water it down sufficiently to allow them
to proceed so that the listing of a species would not be a problem.

« Defeat the listing of the gnatcatcher specifically. This effort would

entail gathering as much scientific information as possible and
dumping it on the agencies at the last minute in a continual series
of stalling tactics until they could prove their case—that the gnat-
catcher does not belong on the endangered species list.

 Develop a public relations strategy, particularly focused on California,

to heighten people’s awareness and fear of a doomsday scenario if the
gnatcatcher were listed. This strategy would develop the bleakest
picture possible, showing losses of jobs, development, infrastructure,
and improvements.

+ Keep the environmentalists out of the picture as much as possible

and work with state and federal agencies independently.

The traditional view of environmentalists and conservationists was that
they would go to any means to stop development. If discussion between
developers and conservationists occurred at all, it was only through
attorneys and hard-nosed negotiators, giving up as little as possible and
bending only when necessary. The environmentalists were definitely
prepared to do battle along the lines of the spotted owl conflict in the
states of Oregon and Washington, where a listing resulted in the setting
aside of millions of acres of forest, with the result of severely limiting
timber foresting. This dramatically increased unemployment, and broke
down some small communities.
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Fieldstone’s experience told them that the traditional perspective of the
resource agencies and conservation organizations was that:

* Business is only interested in money. Environmental organizations
and state, local, and federal agencies must prevent corporations from
pillaging the environment.

* A good strategy for dealing with developers might be what people
in manufacturing would call “over the wall” Developers would do
the work and redesign what they considered to be a reasonable alter-
native to their original plan. They would then throw it over the wall
to the agencies, who would critique and then throw the idea back
over the wall to the developer. One example occurred when the
resource agencies and conservation groups decided that establishing
a “habitat corridor” (basically, a street for wildlife to travel from
one area to another) was the best solution. They threw their idea
over the wall to Fieldstone and said, “Make it happen.” This kind of
process resulted in many misunderstandings and angry reactions.

* An effective tactic of some environmentalists has been to slow down
the development process to a snail’s pace, give no data, and reveal
no plans to business people.

Historically, the legal system has been the venue for resolving disputes
of environmental versus economic interests. This adversarial approach is
still predominant, in which each party tries to optimize its gain while min-
imizing any gains of the other side. As land disputes become more com-
plex and involve more players, larger deals, and larger issues (i.e.,
environmental ones), the legal system is no longer the right venue for
resolving problems.

A Developer’s Dilemma

With this adversarial mindset at work at the city, state, and federal
levels, a developer like Fieldstone was in a real bind unless there was a
way to create a new model for problem solving. The task of working out
a win-win solution seemed hopeless. As a builder the company saw no
way to take the moral high ground and present itself as the “good guy” A
builder is generally perceived by the public as the “bad guy” There was
a great need to take a proactive position and challenge people to work
with them in developing a creative solution.
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From previous experiences, however, Fieldstone personnel knew
they were up for a difficult battle. When they tried to negotiate with
the government, sometimes they were rebuffed outright. Other times
their programs were so heavily criticized they realized it would take
years to make minimal if any progress. As a result of these realities,
many private landowners are quietly killing off endangered species or
destroying their native habitats to avoid the costly government restric-
tions. According to Firestone’s team leader John Barone:

The biggest risk was that by getting involved in an effort
to negotiate a solution, we could have been red-taped to
death. If the negotiations took ten years it would have
cost us between $100-150 million in interest payments.
We had to get going to dampen the interest meter running
every day. It was potentially possible to be delayed right
out of business.

Also, if the bird got listed, and Fieldstone had begun development, the
company and any employee could face up to one year in jail or a $100,000
fine if any damage occurred to the sagebrush habitat. The listing would have
completely stopped the project.

Developing a New Model of Planning and Collaboration

The Fieldstone team knew that the option to the adversarial approach
was to challenge people to work with them to develop a creative
solution. Mindsets and old paradigms would require significant shifting.
Fortunately, Fieldstone already had a set of corporate values in place that
supported collaboration. For instance, the company takes an annual
reading to measure how effectively it is applying such values in its daily
actions. Barone looked to Fieldstone’s legacy of values, which reflect the
company’s dedication to:

« Excellence in everything we do,

* An environment of teamwork and trust,

» The value of each employee,

* A commitment to our homebuyers,

» The importance of profitable operations,

+ Integrity in the conduct of our business.
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Because these values were built into the ethos of the organization,
Fieldstone’s natural inclination was to avoid approaching the gnatcatcher
problem confrontationally. Instead the company wanted to operate from a
position that would inspire cooperation, trust, and a solution that was in
everyone’s best interest.

The Fieldstone management talked over the two points of view on con-
flict resolution. Historically, they knew that any developers who had
tried to work with state, local, and federal government agencies in resolving
environmental issues cooperatively had either failed or been involved in
interminable negotiations. Their company could not afford that. However,
they were also aware that grading the property quickly would still leave
them with significant problems because they could only grade about
one-third of the property and even that would not completely solve the
problem. And, of course, if they went ahead they would anger the
community. Fieldstone ultimately went with an approach that was
more collaborative because, as Barone said,

We had people in the company, including myself, who felt
we needed to find a fresh way of working with the envi-
ronmentalists and governmental agencies where it would be
a win-win situation. The old approach was, “We'll get you
before you get us.” We felt we had to find something new.

The federal government had not yet actually listed the gnatcatcher,
and so Fieldstone officials weren't sure whether they could even get the
government’s attention, because of higher priorities with already listed
species. Still, Fieldstone wanted to go to them and say, “Let’s talk about
the gnatcatcher” and assume the bird was already listed. Barone outlined
the predicament:

We knew if we began working with the federal govern-
ment, we would be taking the lead for the building indus-
try in Southern California, particularly San Diego, because
many of the builders around us all have gnatcatchers on
their property as well. Concurrently, in an attempt to head
off a federal designation of the gnatcatcher as endangered,
[California] Governor Pete Wilson had been trying to per-
suade developers to voluntarily begin the planning to set
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aside large tracts of coastal sage scrub. Unfortunately, if we
went into a cooperative effort with the government, we
would be perceived by other builders as caving in.

A Diverse Group Gatbers

As Fieldstone worked to develop the operating principles for this new
model of planning and cooperation, the company reached beyond their cor-
porate boundaries to develop a team. Fieldstone asked a neutral facilitator
hired by the city of Carlsbad to work with the group on some difficult issues.
This choice of a facilitator was critical. They found someone with extensive
experience in the San Diego Association of Governments and experience in
the private sector as well. They also brought in Lindell Marsh, a creative
attorney who had specialized in using collaborative processes for resolving
difficult and complex land issues.

Fieldstone agreed to involve people with various orientations. The com-
pany approached the state and federal agencies, the city of Carlsbad, as well
as the environmentalists; it also agreed to be a partner in a joint effort to
create prelisting agreements to set aside land for the gnatcatcher as well as
provide a permit for Fieldstone when and if the gnatcatcher was listed.

The next addition to the group was Dan Silver from the Endangered
Habitat League, which represented over 30 different environmental
groups. “From an industry point of view, inviting Dan Silver to the table
was like inviting the devil himself,” said John Barone. Silver then sug-
gested they invite Dr. Jonathan Atwood, the nationally renowned gnat-
catcher expert and the one who provided all the scientific documentation
for the listing petition. Dr. Atwood and his people were thought by the
building industry to be the source of all their problems. The building
industry generally did not consider the environmental concerns of these
people to be legitimate.

John Barone had taken the lead in developing Fieldstone’s philosophy of
planning and cooperation. But getting to a positive outcome was not €asy.
When Fieldstone went into the process of dialogue with the environmen-
talists, the company representatives discovered that they were naive about
what the issues really were on the environmentalists’ side of the table.
Barone continued:
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I had seen environmentalists in the papers and on TV and
most of them were arm waving, irrational people scream-
ing and trying to stop the whole world from growing. This
was what I anticipated at the table.

At first, he went into the meetings with great trepidation, but his fears
were eased as the group moved along. He began to see that he did not
understand many of the environmentalists’ points until he listened with a
view of really wanting to understand, instead of trying to fight and find the
holes in their thinking. The old model was to listen, find the holes, and
poke. The new approach was to listen, find what was reasonable, legitimize
it, and look for a way to build that legitimacy into a joint project.

John discovered that just as there are gradations of developers from bad
to good in their willingness to be reasonable and ethical, there are gradations
of environmentalists from bad to good in their willingness to be reasonable
and ethical as well. Fortunately, the environmentalists Fieldstone was work-
ing with were not trying to stop the world from progressing. They knew
they had to protect their own interests, but listen to the developer’s
interests as well. They were assertive in telling Fieldstone when something
was unacceptable, but at the same time they worked to understand what
Fieldstone needed.

On the other side, Barone observed:

The conservationists went into these negotiations with a
naive view of developers. They too began to learn—about
how developers must struggle with economics and how
difficult it is to satisfy the needs of customers in a commu-
nity, and at the same time preserve the environment in the
best way possible.

Building Ground Rules

Once this diverse group got together, the company worked to develop
an environment of teamwork and trust, based on one of the Fieldstone
values. To succeed in establishing this kind of atmosphere, a group needs
high levels of empathy. As John Barone asserted:
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The golden rule says, “Do to your neighbor as you would
want your neighbor to do unto you.” Trust comes from a
sincere desire to understand. It also comes from a will-
ingness to shoot straight with people—not pull punches,
try to hide information, or carry out a hidden agenda. We
at Fieldstone decided the only way to make this project
work was to put our cards on the table and let people see
what we needed to make the project work. We were
going to take a position of openness and candor. We were
not going to roll over in order to get the job done, but at
the same time we were not going to bully in any way.

The Fieldstone team knew that it needed to balance respect for the
others’ interests with the goal of producing tangible results. Throughout
the process they not only valued teamwork and trust, but also each indi-
vidual participant — not just because of their ideas, but because of who
they were as people. As one Fieldstone team member commented:

We allowed each person to contribute fully and we gen-
uinely wanted to understand. There was no manipulative
approach to get people in the room and start maneuver-
ing around a hidden agenda. We approached the problem
with open minds and I believe everyone came with that
sense of commitment. I'm sure people were suspicious to
start with, but as I observed the process unfolding, people
began softening into a willingness to cooperate.

Indeed, they had to spend a good deal of time establishing ground rules and
agreeing not to discredit each other in the process. As the group built the
ground rules, though, and felt the commitment to a secure, cooperative work
environment, everyone got on board.

Fieldstone also knew the only way to make the negotiations work was
to legitimize each group’s interest in the project. The environmentalists
had a legitimate stake in the survival of the gnatcatcher and the preser-
vation of its habitat; the city of Carlsbad had a legitimate stake in the
preservation of sagebrush and the need to construct public facilities that
might have an impact on the gnatcatcher; and Fieldstone had a legitimate
stake in the development of housing to serve the growth needs of the
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City of Carlsbad

Community Development
Key Participants and Contacts

U.S. Fish and Wildlife Service: This is the principal agency through
which the federal government carries out its responsibilities to con-
serve, protect and enhance the nation’s fish and wildlife and their habi-
tats for the continuing benefit of people. The Service’s major
responsibilities are for migratory birds, endangered species, certain
marine mammals, and freshwater and anadromous fish.

California Department of Fish and Game: This is the state wildlife
agency which is responsible for managing and conserving the state’s
natural resources. This also is the agency which has primary respon-
sibility for administering the Natural Community Conservation Plan
(NCCP), under the guidance of the California Resources Agency. The
cooperative plan is a means of working with land owners, regulatory
agencies and conservation groups to ensure protection of sensitive nat-
ural habitats while allowing for appropriate community development.

City of Carlsbad: City planners have established a Habitat Manage-
ment Plan (HMP), a blueprint for citywide conservation of wildlife
and habitat to offset impacts from new development and construction
of public facilities.

Endangered Habitats League: A coalition of 33 Southern California
conservation groups and many individual members.The coalitions’ two
main goals are to obtain endangered species listings for the California
gnatcatcher and to help craft constructive solutions to conflicts
between the environment and development.

The Fieldstone Co.: Developer of a group of master-planned resi-
dential communities in southern Carlsbad known as Fieldstone La
Costa. The home-building firm is the largest single-family detached
home builder in San Diego County.
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county. It agreed that the solution should be scientifically based. At the
same time, everyone also agreed that economic profitability would have
to be the other consideration.

Fieldstone decided not to argue about the validity of the gnatcatcher
listing. Their position was, “Let’s assume the gnatcatcher will be listed,
and let’s act as if it is already even though it’s not” This tactic took every-
one off the defensive. No longer did anyone need to argue about how
many birds were in the natural habitat or how many were on their land.
Instead they worked with the environmentalists’ assumption that, indeed,
the gnatcatcher was endangered.

Another strategy in this process was to build consensus and to solve
problems jointly by using strategic planning. The participants knew that
any solution was going to be expensive and difficult, but that it would be
definitely more expensive and more difficult to protract the situation.

As the group worked through the issues, there were some very difficult
times, but Fieldstone agreed to give everyone a say in the success or failure
of where they were moving. And they really meant it. John Barone felt
strongly about the process and said, “Values without a willingness to risk,
without being tempered by courage, go nowhere. They remain inscribed
in notebooks but are never translated into action.” Fieldstone was not
going to back away if things got tough. Everyone had that attitude, and
that determination went a long way. Another helpful factor was that the
timing was right for this process. The environmentalists knew they
needed a model to demonstrate that other developers were wrong when
they painted pictures of economic disaster should the gnatcatcher be listed.
They wanted to prove it was possible to have economic development and
at the same time be environmentally sensitive. The risk Fieldstone took
by bringing everyone to the table was that the whole project could blow
up, and they could be perceived as one more greedy developer. If that
happened, it could sever relationships that might never be patched up.
But the team felt the risk was worth it.

Near Impasse

A potential impasse occurred when Fieldstone wanted to buy land else-
where to mitigate the effect of the loss of gnatcatcher habitat on its project
in Carlsbad. The resource agencies said, “No, a portion of your solution
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must include land being set aside on your project in Carlsbad.” Fieldstone
wasn’t sure they could work this one out. By now the community and
the media were watching their progress. Because these meetings had a
high degree of visibility, none of the participants wanted to be perceived
as caving in: they all had people to whom they were accountable. The
banks as well as the financial partners were watching on Fieldstone’s side,
and the conservationists and the community were watching on the other
side. In addition, many people in Washington wanted to see if the
Endangered Species Act could work in its present form. This exposure
made the situation even more tense.

At times the Fieldstone problem-solving team members felt that they
were on the wrong track. There were meetings when they left the table,
looked at each other, and said, “We’re never going to reach agreement.
They would start to think, “We've got to go to Washington...or to our con-
gressman.” Sometimes they felt they could not get through this process
with the people who were in the room. It just seemed too difficult. At
other times they felt that maybe a solution did not exist at all. Maybe they
were trying to do something impossible. Maybe there was a good reason
why every other developer had been mired in endless battles like this one
was shaping up to be.

The Breaktbrough

Newspaper articles came out talking about this process. They were
very pessimistic. Many of the other developers wanted to see Fieldstone
fail. They wanted to say, “I told youso. You can’t sit down with these guys
and work out a deal by consensus. It just won’t happen.” There were also
people at The Fieldstone Company who thought that the Fieldstone team
was never going to get this resolved and felt the company would be better
off joining with other developers.

Despite the negative atmosphere, the Fieldstone team reached a break-
through. They asked the environmentalists and agencies to draft a vision
of the bigger picture regarding mitigation. Fieldstone challenged them to
develop a plan for North San Diego. As they drafted their vision and
Fieldstone listened, they were able to innovate together and create a
solution that fit that vision. This clear joint vision allowed all the other
details to be worked out. John Barone remembers, “By taking off our gloves
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and working with the environmentalists and agencies to think through what
their vision was, we were able to build crea