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A) Th e Problem: Wome n and Employment, (W&E ) is a community base d 

membership o r g a n i z a t i o n . I t s m i s s i on is to address i s s u e s of 

economic e q u i t y f o r women throug h e d u c a t i o n , advocacy an d s o c i a l 

change. W& E was e s t a b l i s h e d i n 1979 as an outgrowth o f a progra m 

c a l l e d Job s f o r Women. Ove r th e past te n ye a r s, W&E has developed 

these progra m a r e a s : Job s Developmen t an d T r a i n i n g, S e l f 

Employment, Developmen t o f Community I n s t i t u t i o n s an d Access to 

C a p i t a l . 

*Jobs Developmen t an d T r a i n i ng seek s to a s s i st wome n by 

working wit h employer s an d agencies to c r e a te a n environment f or 

women to f i nd meaningful , w e l l payin g employmen t i n the male-

dominated n o n - t r a d i t i o n a l o c c u p a t i o n s . 

* S e l f Employmen t seek s to i n c r e a se an d encourage s e l f 

employment i n i t i a t i v e s amon g low to moderate incom e women. 

*Development o f Community I n s t i t u t i o n s o f f e r s e x p e r t i s e and 

support t o l o c al group s throughou t the s t a te p u r s u i n g communit y 

and e d u c a t i o n a l a c t i v i t i e s . 

*Access to C a p i t al seek s to promote the access to c a p i t a l 

by women and low income communitie s throughou t the s t a t e. 

In Decembe r o f 1987, e i g ht year s a f t e r i t s i n c e p t i on W& E 

found i t s e l f a t a c r o s s r o a d s . A  v a r i e t y o f f a c t o rs wer e changin g 

the shap e o f the o r g a n i z a t i on an d the program wor k of W&E neede d 

to b e e v a l u a t e d. A f t e r s e v e r a l year s of e x p l o r i ng th e idea of 

membership, the Board wa s moving t o adopt a  membership s t r u c t u r e . 

Two longtim e progra m s t a f f r e c e n t l y l e f t th e o r g a n i z a t i o n, eac h f or 

d i f f e r e n t reasons . Th e f o u n d e r / d i r e c t or o f W&E was being p u l l e d in 

new d i r e c t i o n s an d was beginning to set the stage f o r her 



departure. Th e impact o f these event s o n the o r g a n i z a t i on was not 

yet c l e a r . Throughou t i t s h i s t o r y, W&E's Boar d and s t a ff has 

looked a t i ts program wor k c r i t i c a l l y an d attempted t o make 

adjustments a c c o r d i n g l y . S t i l l , a  constan t deman d f o r wor k and 

l i m i t e d s t a f f resource s allowe d f o r a c e r t a i n amoun t of i n e r t ia to 

pervade the o r g a n i z a t i o n, making chang e d i f f i c u l t . 

The change s or impending change s i n s t r u c t u re and s t a f f 

p r o v i d e d W& E an o p p o r t u n i ty t o step bac k and to c r i t i c a l ly a nalyz e 

i t s e l f . W& E recognize d i t was a maturing n o n - p r o f i t , communit y 

o r g a n i z a t i o n t h a t neede d to examine i t s accomplishments and p r o j e ct 

what i t hoped to achieve i n the f u t u r e. Th e Board and s t a ff o f W&E 

was i n t e r e s t e d in developing a  p l a n o f f i n a n c i al d i v e r s i f i c a t i o n 

which woul d not leave i t v u l n e r a b le t o one major fundin g source . 

Agreeing t o t h is a s a p r i o r i t y , on e of W&E's key funders p r o v i d e d 

funding t o b r i ng i n c o n s u l t a n ts t o help addres s t h i s o b j e c t i v e . 

In the f a ll o f 1986 a process o f long rang e f i n a n c i a l an d s t r a t e g i c 

p l a n n i n g wa s begun. W& E was s t r u g g l i ng to implement th e p l an whil e 

at th e same tim e respon d to the changes i n s t a f f i ng an d program 

needs. 

The mov e to membership i m p l i e s an a g g r e s s i ve p l a n of 

outreach i f W&E hope s to have any members. I n the past W& E 

r e l i e d o n groups or i n d i v i d u a l s, wh o were c o n t a c t i n g the 

o r g a n i z a t i o n f o r a s s i s t a n c e , to support th e o r g a n i z a t i o n. Ther e 

has neve r bee n any formal r e l a t i o n s h i p betwee n the people W& E 

works wit h an d the o r g a n i z a t i o n. Th e move to membership i s an 

attempt t o pr o v i de a  r e l a t i o n s h i p betwee n i n t e r e s t e d people and 

the o r g a n i z a t i o n . 



Development o f Community I n s t i t u t i o n s i s an emerging are a 

of wor k f o r the o r g a n i z a t i o n, W& E has found bee n aske d b y othe r 

groups f o r a s s i s t a n c e wit h o r g a n i z a t i o n a l development o r t e c h n i c a l 

a n a l y s i s . Ther e i s no set proces s t o evaluate the involvement of 

the o r g a n i z a t i o n with anothe r group . A s with membership . Women & 

Employment need s to know i t s o r g a n i z a t i o n al e x p e c t a t i o ns i f i t is 

to begi n a  more a g g r e s s i v e p l a n of outreach an d r e l a t i o n s h ip wit h 

o t h e r s . C l e a r l y , t h i s i s a tim e o f change f o r the o r g a n i z a t i o n . 

I t need s to understand i t s goals i f it is to weather the 

t r a n s i t i o n s i n l e a d e r s h i p . 

B) P r o j e c t Goals : Th e primary focu s of t h is p r o j e c t i s to 

examine the process o f t r a n s i t i on t o new l e a d e r s h i p; to work wit h 

the board , an d s t a f f, bot h o l d and new, to document t h i s proces s 

and examin e i t s i m p l i c a t i o ns o n the o r g a n i z a t i o n. It is my hop e 

tha t t h i s a n a l y s i s w i l l b e of a s s i s t a n ce to other communit y group s 

as the y too , reac h a  t r a n s i t i o n a l stag e i n o r g a n i z a t i o n a l 

development. Wome n and Employment ha s always sough t way s in which 

i t c o u l d serv e as a model, so t h at othe r o r g a n i z a t i o n s c o u ld l e a r n 

from i t s mistakes o r d u p l i c a te i t s successes . 

A secon d focu s are a f o r the p r o j e ct w i l l b e on the s e lf 

employment and community developmen t wor k of W & E. A s the s t a ff 

member workin g i n t h is are a I  am i n t e r e s t e d i n devel o p i ng a 

coherent progra m s t r a t e g y . I f p o s s i b le I w i l l begi n t o implement 

tha t s t r a t e g y . 



C) Methods : Th e documentatio n o f th e proces s ha s occurre d i n m y 

q u a r t e r l y p r o j e c t r e p o r t s . Mos t o f th e change s hav e bee n 

d i s c u s s e d , adopted , endorse d a t meetings . Thes e w i l l c o n s i s t o f 

weekly s t a f f an d q u a r t e r l y revie w an d p l a n n i n g meetings . A s w e l l 

as meeting s wit h i n d i v i d u a l s . Th e Boar d involvemen t ha s occurre d 

during boar d meetings , h e l d ever y s i x weeks , an d b o a r d / s t a f f 

committees. Everyone , bot h Boar d an d s t a f f hav e bee n i n v o l v e d i n 

annual b o a r d / s t a f f r e t r e a t . A s th e r e t r e a t i n v o l v e s th e mos t 

c r i t i c a l a n a l y s i s o f th e o r g a n i z a t i o n a n o u t s i d e f a c i l i t a t o r ha s 

been brough t i n t o a s s i s t wit h t h i s p r o c e s s . 

The meeting s o f boar d an d s t a f f continue d throughou t th e 

process o f t r a n s i t i o n . Th e importanc e o f thes e meeting s wa s 

s t r e s s e d t o thos e i n v o l v e d . F u l l p a r t i c i p a t i o n was e s s e n t i a l f o r 

a lon g rang e p l a n t o b e implemented . 

D) R e s u l t s : C e r t a i n l y a  l o t ha s happene d a t W& E i n t h i s pas t 

year. Th e f a c t t h a t th e o r g a n i z a t i o n remaine d i n t a c t whil e s o 

much occur r e d i s a  testamen t t o th e p l a n n i n g proces s whic h wa s 

begun ove r tw o year s ago . Th e s t r a t e g i c p l a n n i ng proces s wa s 

i n i t i a t e d a s a  mean s o f e v a l u a t i o n an d f u t u r e p r o j e c t i o n . I n th e 

past t h i s proces s wa s don e o n a  r a t h e r i n f o r m a l b a s i s ; W& E 

l i s t e n e d t o th e wome n i t was workin g wit h i n orde r t o g a i n 

d i r e c t i o n f o r i t s program work . Tha t s t r a t e g y l e d W& E t o expan d 

to i t s c u r r e nt wor k wit h i s s u e s o f s e l f employmen t an d acces s t o 

c a p i t a l . T h i s mode l whil e e f f e c t i v e f o r choosin g progra m area s 

does no t addres s change s i n th e i n t e r n a l s t r u c t u r e o f th e 

o r g a n i z a t i o n . I n th e s t r a t e g i c p l a n n i ng proces s W& E undertoo k a 

s e l f assessmen t o f th e o r g a n i z a t i o n b y Boar d an d s t a f f wa s taken . 



Other i n d i v i d u a l s an d o r g a n i z a t i o n s workin g wit h W& E wer e 

con t a c t e d . Thes e g r o u p s / i n d i v i d u a l s wer e aske d abou t t h e i r 

p e r c e p t i o n o f th e wor k an d e f f e c t i v e n e s s o f W&E . T h i s wa s a l l 

done b y a n o u t s i d e f a c i l i t a t o r W& E brough t i n t o a s s i s t wit h th e 

p r o c e s s . Sh e me t wit h Boar d an d s t a f f i n d i v i d u a l l y , c o ntacte d 

other o r g a n i z a t i o n s b y phone , an d wrot e u p th e response s i n r e p o r t 

form. T h i s wa s d i s t r i b u t e d t o Boar d an d s t a f f p r i o r t o i t s 

r e t r e a t . 

The i n f o r m a t i o n c o l l e c t e d wa s examine d a t th e 198 7 

B o a r d / s t a f f r e t r e a t . Wit h t h i s i n v e n t o r y o f p e r c e p t i o n bot h 

i n t e r n a l an d e x t e r n a l , th e Boar d an d s t a f f wer e equippe d wit h 

i n f o r m a t i o n necessar y t o e v a l u a t e wher e th e o r g a n i z a t i o n ha d bee n 

i n th e pas t an d wer e i t was l i k e l y t o g o i n th e f u t u r e . A t t h i s 

meeting primar y focu s wa s give n t o progra m work . A  s t r a t e g y wa s 

mapped ou t a s t o ho w W& E woul d o b t a i n thes e f u t u r e g o a l s . T h i s 

was don e ver y s p e c i f i c a l l y i n th e for m o f measurabl e goal s an d 

o b j e c t i v e s f o r a  tw o yea r p e r i o d o f time . Th e p l a n f o r th e nex t 

b o a r d / s t a f f r e t r e a t wa s t o examin e thos e goal s a s a  mean s o f 

e v a l u a t i o n . A l s o i n th e agend a f o r th e 198 8 meetin g wa s a n 

assessment o f th e change s whic h ha d take n p l a c e wit h i n th e 

o r g a n i z a t i o n . 

With a n i n i t i a l s t r a t e g y i n hand , wor k bega n o n i t s 

implementation. I n f a c t man y change s hav e occu r r e d d u r i n g t h i s 

past year . Perhap s th e e a s i e s t wa y t o approac h t h i s i s t o l i s t 

those events . 



O r g a n i z a t i o n a l -  Th e f i r s t p i e c e o f th e o r g a n i z a t i o n al 

p u z z l e wa s t o b r i n g o n th e a p p r o p r i a t e s t a f f . I n Januar y 1988 , a 

Job Advocat e wa s h i r e d t o hea d th e Job s Developmen t an d T r a i n i n g 

p r o j e c t . Sh e wa s brough t i n t o a  p r o j e c t withou t muc h substance . 

T h i s weaknes s wa s apparen t a t th e Nov , 198 7 r e t r e a t . A  revie w o f 

the p r o j e c t showe d l i t t l e measurabl e r e s u l t s fro m the e p r o j e c t th e 

p r e v i o u s year . He r predecesso r ha d bee n l e t go becaus e o f 

u n s a t i s f a c t o r y work . I t wa s a  d i f f i c u l t t r a n s i t i o n f o r t h i s ne w 

s t a f f member . Sh e wa s comin g i n t o a n o r g a n i z a t i o n which wa s shor t 

s t a f f e d , an d l o o k i n g a t f u r t h e r t r a n s i t i o n . Th e ne w Job s Advocat e 

spent tim e wit h v a r i o u s s t a f f member s a s i s th e s t y l e f o r 

o r i e n t a t i o n . Wha t becam e c l e a r wa s t h a t n o on e ha d a n ide a o f 

where th e p r o j e c t wa s headed . T h i s i s s u e s wa s r a i s e d a t a  s t a f f 

meeting an d whil e th e s t a f f wa s s u p p o r t i v e , l i t t l e wa s don e t o 

p r o v i d e c l a r i f i c a t i o n . Th e r e s u l t wa s a  c o n f u s i n g o r i e n t a t i o n 

with man y mixe d messages , an d a  progra m bein g hande d ove r wit h 

very l i t t l e d i r e c t i o n . 

In Ma y 1988 , a  ne w d i r e c t o r wa s h i r e d . T h i s proces s wen t a 

b i t mor e smoothly . Bot h Boar d an d s t a f f wer e i n v o l v e d . Th e 

e n t i r e s t a f f an d a  personne l committe e worke d t o narro w down 

a p p l i c a t i o n s . S t a f f me t an d mad e f i v e suggestion s whic h wer e the n 

passed t o th e Board . F i n a l c a n didate s wer e s e l e c t e d b y th e Board . 

These i n d i v i d u a l s wer e i n t e r v i e w e d b y th e s t a f f , wh o presente d th e 

Board wit h a  recommendation . Th e candidate s wer e a l s o i n t e r v i e w e d 

by th e Boar d an d a  f i n a l d e c i s i o n wa s made . 

The o l d d i r e c t o r ha d planne d f o r a  t h r e e mont h t r a n s i t i o n 

p e r i o d . T h i s allowe d f o r some c o n t i n u i t y an d a  chanc e f o r th e ne w 



d i r e c t o r t o tak e o n r e s p o n s i b i l i t y s l o w l y . T h i s proces s ha d bot h 

p o s i t i v e an d n e g a t i v e a s p e c t s . I t wa s goo d f o r th e o r g a n i z a t i o n t o 

have som e c o n t i n u i t y . Thus , th e lon g changeove r p e r i o d allowe d th e 

new d i r e c t o r t o eas e i n t o he r d u t i e s withou t th e f e e l i n g o f bein g 

thrown t o th e l i o n s . O n th e othe r hand , l i n e s o f communicatio n 

were sometime s mixe d a s th e q u e s t i o n o f wh o wa s makin g c e r t a i n 

d e c i s i o n s becam e muddled. Th e ne w d i r e c t o r i s i n p l a c e an d 

continues t o pu t e f f o r t i n t o b u i l d i n g r e l a t i o n s h i p s with Boar d an d 

s t a f f . 

An ongoin g p r o j e c t o f Women &  Employmen t i s th e 

implementation o f a  f i n a n c i a l p l a n . On e o f th e g o a l s o f th e p l a n 

i s t o e x p l o r e incom e g e n e r a t i n g i d e a s . I n Marc h 1987 , d u r i n g a 

p l a n n i n g meeting , s e v e r a l idea s emerged . Amon g the m wa s a  r e a l 

e s t a t e p r o p o s a l . I t wa s suggeste d t h a t W& E loo k f o r a  ne w 

b u i l d i n g whic h woul d b e a b l e t o hous e th e o r g a n i z a t i o n a s w e l l a s 

rent ou t exces s spac e t o othe r groups . A t p r e s e n t , W& E own s i ts 

own b u i l d i n g and r e n t s ou t s e v e r a l rooms . Th e b u i l d i n g i s a n o l d 

house an d i n nee d o f r e p a i r . Th e though t wa s W& E woul d a c q u i r e 

new space , o n a  somewha t l a r g e r s c a l e . I n t h i s way , th e mortgag e 

could b e s u b s i d i z e d b y th e tenant s an d W& E woul d f r e e u p incom e 

f o r th e progra m whic h ha d bee n goin g t o mortgage , r e p a i r an d 

upkeep. 

A s i g n i f i c a n t amoun t o f tim e wa s spen t l o c a t i n g a  b u i l d i n g , 

and examinin g th e p o s s i b i l i t i e s whic h e x i s t e d . A  p a r t n e r wa s 

l o c a t e d an d f u r t h e r number crunchin g wa s don e t o se e i f the dea l 

would work . A  b o a r d / s t a f f r e a l e s t a t e committe e ha d bee n se t u p 

to i n v e s t i g a t e the r e a l e s t a t e p o s s i b i l i t i e s . S t a f f a s s i s t e d wit h 



p r e p a r i n g pr o forma s an d educatin g th e Board . Th e p a r t n e r me t wit h 

the Boar d s o t h a t everyon e kne w wh o th e v a r i o u s p l a y e rs were. A n 

o f f e r wa s mad e o n a  b u i l d i n g an d wa s r e j e c t e d b y th e owner . S o th e 

search f o r a  ne w b u i l d i n g c o n t i n u e s . 

There wa s a  c e r t a i n amoun t o f r e l i e f amon g th e boar d 

members t h a t th e o f f e r wa s r e j e c t e d . Th e o f f e r o f $490,00 0 seeme d 

to s t r e t c h th e Board' s comfor t l e v e l . Eve n wit h a  p a r t n e r i t wa s 

a s i g n i f i c a n t l e a p fro m W&E's present s i t u a t i o n . Secondly , ther e 

was a l s o a  l a r g e amoun t o f vacan t spac e i n th e ne w b u i l d i n g an d 

no assurance s o f tenant s t o f i l l th e space . S e v e r a l l e s s o n s wer e 

learn e d whic h w i l l a s s i s t W& E a s i t c o n t i n u es t o i n v e s t i g a t e th e 

r e a l e s t a t e market. F i r s t , i t is importan t t h a t mos t o f th e boar d 

members f e e l comfortabl e wit h th e dea l an d ar e w i l l i n g t o ow n th e 

d e c i s i o n . Th e o f f e r o n th e f i r s t b u i l d i n g ha d bee n made wit h o n l y 

a simpl e m a j o r i t y o f th e boar d g i v i n g th e g o ahead . Secondly , 

education o f th e Boar d abou t r e a l e s t a t e wa s necessar y f o r them t o 

make a n informe d d e c i s i o n . A s a  r e s u l t , movemen t wa s slowe r tha n 

the p a r t n e r woul d hav e l i k e d . However , i t is the o r g a n i z a t i o n 's 

f u t u r e an d no t th e p a r t n e r ' s d e s i r e s whic h nee d t o b e give n primar y 

emphasis. E x p l o r a t i o n o f f u t u r e b u i l d i n g s i t e s w i l l mov e more 

q u i c k l y becaus e o f th e backgroun d th e Boar d ha s developed . 

The roa d t o membershi p wa s a  lon g one . A t th e 198 6 

Boa r d / S t a f f r e t r e a t th e i s s u e o f membershi p wa s brough t up . A n 

o r g a n i z i n g committe e comprise d o f bot h boar d an d s t a f f wa s 

e s t a b l i s h e d t o loo k a t wha t membershi p woul d mean f o r W&E. Th e 

committee looke d a t othe r membershi p base d group s f o r a  p o s s i b l e 

model. A  h y b r i d o f s o r t s wa s develope d an d presente d t o th e Boar d 



who adopte d th e p l a n an d mad e a p p r o p r i a t e change s i n th e bylaws . 

The p l a n n i n g f o r t h i s too k abou t a  year , an d i t wa s anothe r s i x 

months befor e th e Boar d amende d th e bylaw s t o r e f l e c t th e changes . 

T h i s tim e ha s p a i d o f f . A t th e mos t recen t b o a r d / s t a f f r e t r e a t , 

November 1988 , th e boar d gav e a n overwhelmin g commitmen t t o 

membership. Th e o r g a n i z i n g committe e wa s l a i d t o r e s t a s i t ha d 

accomplished i t goa l o f movin g W& E t o a  membershi p o r g a n i z a t i o n . 

In i t s stea d a  membershi p committe e wa s e s t a b l i s h e d t o dra w u p a 

p l a n f o r a  membershi p campaign . Th e Boar d i s t a k i n g t h i s o n a s a 

major r e s p o n s i b i l i t y . H a l f o f th e board , seve n o f f o u r t e e n 

members, ar e o n t h i s committee . Membershi p goal s wer e a l s o s e t b y 

the Board . 

Programmatic -  Durin g t h i s yea r o f t r a n s i t i o n I hav e looke d 

s p e c i f i c a l l y a t th e S e l f Employmen t P r o j e c t an d th e Developin g 

Community I n s t i t u t i o n s P r o j e c t t o ge t a  c l e a r e r ide a o f wher e the y 

were headed . 

One c l e a r commitmen t i s continue d wor k o n th e AFD C p i l o t 

p r o j e c t . Th e p r o j e c t i n v o l v e s i n d i v i d u a l s r e c e i v i n g p u b l i c 

a s s i s t a n c e . P a r t i c i p a n t s woul d r e c e i v e t r a i n i n g t o a s s i s t the m i n 

opening a  smal l b u s i n e s s . However , th e t r a n s f e r payment s the y 

r e c e i v e woul d no t b e a f f e c t e d b y t h i s e n t r e p r e n e u r i a l ventur e f o r a 

p e r i o d o f u p t o tw o y e a r s . T h i s woul d a l l o w th e i n d i v i d u a l t o 

r e i n v e s t incom e bac k i n t o a  busines s withou t th e consequenc e o f 

l o s i n g th e s t a b i l i t y o f th e incom e fro m t r a n s f e r payments . Th e 

p r o j e c t , a  p r i o r i t y se t b y th e Boar d s e v e r a l year s ag o ha s 

i n v o l v e d W& E i n promotin g l e g i s l a t i o n , an d t e s t i f y i n g i n 

Washington t o secur e waivers . I n Decembe r 1988 , a  reques t f o r 



p r o p o s a l wa s i s s u e d by the Department o f Human Resources . Wome n & 

Employment submitte d a  respons e f o r the t r a i n i ng p r o j e c t . I f 

awarded the pr o p o s al i t would be s i g n i f i c a n t o n s e v e r al l e v e l s . 

One, i t would pr o v i d e d a  major p o r t i o n of funding f o r the s e lf 

employment p r o j e c t and perhaps mor e i m p o r t a n t l y i t would a l l o w 

West V i r g i n i a , throug h W&E , to be among s e v e r a l othe r s t a t e s whic h 

are p i l o t i n g self-employmen t p r o j e c t s f o r p u b l i c a s s i s t a n c e 

r e c i p i e n t s . 

The S e l f employmen t P r o j e c t of W&E has pr o v i d ed t e c h n i c a l 

a s s i s t a n c e t o women i n t e r e s t e d i n s t a r t i ng o r expanding t h e i r own 

bus i n e s s e s . T h i s has been don e bot h throug h workshop s and 

c o n s u l t a t i o n o n a one to one b a s i s. Ther e i s some q u e s t i o n as to 

the e f f i c i e n c y o f the l a t t e r. I  t h i nk t h a t mor e e f f e c t i v e 

a s s i s t a n c e ca n be prov i d ed throug h smal l grou p s e s s i o n s . 

P a r t i c i p a n t s w i l l b e ab le to seek out answers to i n d i v i d u a l 

q u e s t i o n s whil e a t the same tim e wor k wit h othe r wome n who are 

a l s o pursuin g a  busines s i n t e r e s t . A s the AFDC p r o j e c t u n f o l d s 

W&E w i l l hav e an o p p o r t u n i ty to t e st t r a i n i n g o n a group b a s i s . 

The s h i f t towar d p r o v i d i n g t r a i n i n g o n a communal b a s i s 

a r i s e s fro m s e v e r a l o b s e r v a t i o n s . One , Women Busines s Owners , 

(WBO's), hav e requeste d th e development o f a network o f other 

WBO's when aske d wha t typ e o f support the y c o u l d use . Secondly , 

i t p r o v i d e s a  sens e of a broade r community . Self-employmen t 

i n i t i a t i v e s ar e important, indee d the y hav e p r o v i d e d th e bulk of 

business s t a r t - u p s ove r th e l a st fe w y e a r s. However , in most 

i n s t a n c e s the business owne r i s simply i n t e r e s t e d i n developing 

h i s / h e r busines s an d does l i t t l e t o r e f l e ct o n the broader 



economic p i c t u r e o f th e community . B y p r o v i d i n g a n o p p o r t u n i t y 

f o r t r a i n i n g t o tak e p l a c e i n a  communa l environmen t th e stag e i s 

set t o i n t e g r a t e more g l o b a l economi c i s s u e s i n t o th e t r a i n i n g . 

T h i s approac h t o t r a i n i n g i s a l s o c o n s i s t e n t wit h W&E's 

p r i o r i t y t o a s s i s t th e developmen t o f communit y i n s t i t u t i o n s . A s 

people com e togethe r f o r educatio n a  n a t u r a l foru m i s c r e a t e d . 

In a  grou p concern s ar e s u r f a c e d whic h ma y b e share d b y o t h e r s an d 

a d e c i s i o n may b e mad e t o respon d t o thos e concern s c o l l e c t i v e l y . 

T h i s proces s remain s t o b e t e s t e d . W& E i s attempting t o 

i n i t i a t e a  s e t t i n g f o r t h i s t o happen . Durin g th e pas t yea r W& E 

has worke d wit h a  c o a l i t i o n o f churc h an d communit y group s whic h 

has p r o v i d e d tw o c o n s u l t a t i o n days o n communit y economi c 

development i n v a r i o u s p a r t s o f th e s t a t e . Ove r 60  peopl e cam e t o 

each even t an d wer e e x c i t e d t o shar e idea s an d e x p e r i e n c e s . A f t e r 

each c o n s u l t a t i o n t h e re wa s a  reques t f o r f u r t h e r g a t h e r i n g s . 

There ar e p l a n s t o continu e thes e g a t h e r i n g s an d t o p r o v i d e 

i n c r e a s i n g l y c h a l l e n g i n g i n f o r m a t i o n t o thos e a t t e n d i n g . Perhap s 

an en d produc t migh t b e a  c o l l e c t i v e l y develope d p l a n f o r l o c a l 

development. 

W&E ha s s u c c e s s f u l l y worke d wit h s e v e r a l marketin g co-ops . 

The a s s i s t a n c e p r o v i d e d ha s range d fro m simpl e a d v i c e t o mor e 

i n v o l v e d long-ter m t r a i n i n g . Th e pa y o f f ha s bee n fou r c r a f t s 

marketing c o o p e r a t i v e s . Throughou t th e t r a i n i n g th e co-o p 

p r i n c i p l e o f r e t u r n i n g somethin g t o th e communit y i s s t r e s s e d . 

Thus a  broade r p e r s p e c t i v e o f communit y developmen t i s p r o v i d e d . 

An exampl e o f t h i s , th e newes t co-o p r e c e n t l y h e ld i t s annua l 

meeting i n th e communit y roo m o f i t s town h a l l an d i n v i t e d th e 



p u b l i c t o a t t e n d . Ove r t h i r t y peopl e turne d out . A t th e meetin g 

the member s i n c l u d e d i n th e speeche s a  p i e c e o n wha t a  co-o p i s 

a l l about . I t i s throug h t h i s s o r t o f g a t h e r i n g th e ide a o f co -

ops become s more wid e spread . A f t e r h e a r i n g t h i s experienc e an d 

f o l l o w i n g th e progres s o f t h i s grou p f o r ove r a  yea r th e Boar d o f 

W&E ha s expresse d a n i n t e r e s t i n c o n t i n u i n g t o wor k wit h 

developing c o - o p e r a t i v e s . 

E. A n a l y s i s -  Mos t communit y base d o r g a n i z a t i o n s g o throug h som e 

s o r t o f m i d - l i f e t r a n s i t i o n . Th e wor k o f th e o r g a n i z a t i o n ha s 

become c l e a r an d a  c e r t a i n amoun t o f e x p e r t i s e ha s bee n developed . 

I t ca n begi n t o loo k i n ne w d i r e c t i o n s . T h i s t r a n s i t i o n i s brough t 

on throug h th e simpl e e v o l u t i o n o f work . A l s o , when fundin g i s 

dependent upo n grant s a n o r g a n i z a t i o n i s f o r c e d t o loo k a t ne w 

p r o j e c t s t o continu e t o secur e f u t u r e f u n d i n g . Th e grou p i s 

presented a n o p p o r t u n i t y t o grow , expan d an d becom e stronge r fro m 

t h i s c h a l l e n g e , o r c o n v e r s e l y i t may weake n an d f o l d . Lookin g a t 

one's ow n o r g a n i z a t i o n i s tim e consumin g an d a  d i f f i c u l t t a s k . I t 

i s almos t i m p o s s i b l e t o sto p th e da y t o da y wor k i n orde r t o ste p 

back an d loo k a t th e o r g a n i z a t i o n o b j e c t i v e l y whil e a l s o 

i n t r o d u c i n g ne w way s o f doin g t h i n g s . Plannin g mean s s e t t i n g 

p r i o r i t i e s an d makin g c h o i c e s . I n s o c i a l chang e wor k e v e r y t h i n g i s 

important an d rankin g t h i n g s , sayin g ye s t o som e i s s u e s an d n o t o 

others i s a  tas k n o on e l i k e s . 

What made i t happen f o r W& E wa s a  majo r chang e i n 

p e r s o n n e l ; mos t s i g n i f i c a n t l y , th e r e s i g n a t i o n of th e 

f o u n d e r / d i r e c t o r o f th e o r g a n i z a t i o n . I n t h i s cas e sh e ha d give n 

b i r t h t o a n o r g a n i z a t i o n , nurtured i t and wa s h e l p i n g i t to leav e 



home. There wa s a  c r i t i c a l mas s o f ne w people , bot h s t a f f an d boar d 

who wer e as k i n g wha t W& E wa s a l l about, wher e i t was headin g an d 

why i t was happening . A  p l a n i n g process begu n tw o year s e a r l i e r 

was reexamine d an d t a i l o r e d t o f i t those wh o wer e a c t i v e i n th e 

o r g a n i z a t i o n . Du e t o thos e a l t e r a t i o n s ownershi p o f th e 

o r g a n i z a t i o n wa s t r a n s f e r r e d t o thos e newl y i n v o l v e d wit h th e 

o r g a n i z a t i o n . 

These change s wer e no t mad e c a v a l i e r l y . Ther e wa s a 

process b y whic h the y wer e examined . A n o u t s i d e f a c i l i t a t o r 

allowed peopl e t o as k q u e s t i o n s whic h wer e no t take n p e r s o n a l l y b y 

o t h e r s . The y wer e don e ove r a  p e r i o d o f time , i n l i g h t o f th e 

m i s s i o n statement , an d a s a  group . Thes e element s ar e necessar y 

f o r th e change s t o b e owne d b y thos e makin g them . 

In th e cas e o f W&E , th e founde r o f th e o r g a n i z a t i o n ha d th e 

f o r e s i g h t t o begi n t h i s p r o c e s s . I t i s i n t e r e s t i n g t o not e t h a t 

as th e proces s continue d an d th e o r g a n i z a t i o n progresse d 

a c c o r d i n g l y , th e founde r cam e t o th e c o n c l u s i o n t h at i t was tim e 

to move o n an d t o l e t a ne w g e n e r a t i o n e v o l v e . 

The proces s o f t r a n s i t i o n ha s p r o v i d e d a  l e a r n i n g 

experience f o r th e board . A s a  ne w d i r e c t o r wa s h i r e d i t f o r c e d 

them t o examin e t h e i r r o l e an d t h e i r e x p e c t a t i o n s o f a  ne w 

d i r e c t o r . Th e Boar d wa s a c t i v e l y i n v o l v e d i n s e t t i n g a  lon g ter m 

course f o r th e o r g a n i z a t i o n an d mappin g ou t t h e i r p a r t i c i p a t i o n i n 

executing thos e g o a l s . Ove r a  tw o yea r p e r i o d t h e r e ha s bee n 

tremendous movement b y th e boar d i n assuming t h e i r 

r e s p o n s i b i l i t i e s . 



The nee d t o develop th e Self-Employment progra m continue s 

to presen t i t s e l f . I f awarded th e AFDC t r a i n i n g c o n t r a c t W&E's 

t r a i n i n g s e s s i o n s w i l l b e f o r c e d t o take o n a broade r p e r s p e c t i v e , 

simply t o reac h thos e p a r t i c i p a t i n g i n the program. Fundin g w i l l 

be presen t an d s u f f i c i e n t s t a f f i n g w i l l b e h i r e d t o c a r ry ou t the 

p l a n . I f not awarded th e c o n t r a c t, th e movement towar d c o l l e c t i v e 

t r a i n i n g w i l l b e a much slowe r t r a c k . W& E w i l l b e face d wit h the 

d i f f i c u l t y o f too l i t t l e s t a f f an d l i m i t e d resource s t o h i re 

a d d i t i o n a l persons . 

The pa y o ff of developing communit y i n s t i t u t i o n s appear s to 

be mor e e x c i t i n g an d f ar reaching tha n a s s i s t i n g i n d i v i d u a l s on a 

one-to -on e b a s i s . Resource s w i l l b e aimed i n t h is d i r e c t i o n , 

however, th e pay o ff is expected t o be slow . Whil e W& E ha s 

a s s i s t e d i n the development o f s e v e r a l co-ops , i n each i n s t a n c e 

there wa s an i n d i v i d u a l wh o wa s w i l l i n g t o take r e s p o n s i b i l i t y f or 

seeing th e p r o j e ct pushe d a l o n g . Whil e W& E woul d l i k e t o see more 

co-ops develope d i t is c l e ar t h a t i t s r o l e i s not the o r g a n i z e r , 

but r a t h e r th e i n f o r m a t i on p r o v i d e r , han d h o l d e r , e t c . T h is i s a 

c r i t i c a l d i s t i n c t i o n t o make as the l e v e l o f a c t i v i t y i s dependent 

upon an o u t s i d e , i n t e r e s t e d p a r t y . 

Both th e Self-Employment p r o j e c t an d the developin g 

community i n s t i t u t i o n s p r o j e c t s w i l l c a r r y on . Eac h ha s more 

c l e a r l y d e f i n e d wher e it is heading. Th e degre e o f a c t i v i t y w i l l 

be somewha t dependen t upo n an i n t r o d u c t i o n of more s t a f f . B y 

e x p l o r i n g th e p r o j e c ts a  c l e a r e r p i c t u r e of s t a f f i n g need s has 

a r i s e n . 



T h i s p r o j e c t ha s allowe d m e t o hel p W& E ste p bac k an d mov e 

through i t s t r a n s i t i o n . T h i s p e r i o d o f tim e f o r an y o r g a n i z a t i o n 

i s ap t t o b e c r a z y an d o f t e n peopl e ar e t o r n i n d i f f e r e n t 

d i r e c t i o n s an d th e l o s s o f s t a f f ca n hav e a  d e v a s t a t i n g e f f e c t o n 

an o r g a n i z a t i o n . Throughou t t h i s tim e o f t r a n s i t i o n , W& E ha s 

attempted t o kee p communicatio n ope n among th e s t a f f , th e Boar d 

and betwee n th e two . Wher e p o s s i b l e peopl e wer e p u l l e d i n t o th e 

d e c i s i o n makin g proces s s o the y c o u l d ow n th e d e c i s i o n s bein g 

made. Whe n a d d i t i o n a l inpu t wa s no t a p p r o p r i a t e peopl e wer e kep t 

informed abou t wha t wa s happening . T h i s wa s e f f e c t i v e i n keepin g 

people i n v o l v e d i n th e proces s o f change . 

A l l thes e change s wer e no t e a s i l y accomplished . W& E ha d 

begun a  p l a n n i n g proces s t o h e l p c a r r y thes e change s out . I n 

r e t r o s p e c t , i t d id no t se t i t s p r i o r i t i e s e a s i l y . Goal s an d 

o b j e c t i v e s wer e l a i d out , an d ye t w e wer e no t c l e a r a s t o wh o 

would d o wha t t a s k s . A s a  r e s u l t th e o r g a n i z a t i o n wa s sprea d i n 

many d i f f e r e n t d i r e c t i o n s an d n o s t a f f t o h e l p c a r r y o n th e work . 

The b e n e f i t t o havin g a  m u l t i - y e a r p l a n n i n g proces s i s some b u i l t 

i n c o n t i n u i t y t o a  p l a n . W& E woul d hav e b e n e f i t e d fro m b u i l d i n g 

i n a n e v a l u a t i o n p e r i o d s i x months a f t e r th e f i r s t p l a n n i n g 

s e s s i o n . Ou r experienc e ha s show n t h a t u n l e s s a  meetin g i s 

s p e c i f i c a l l y b u i l t i n t o a  proces s i t i s ap t t o ge t l o s t i n th e 

s h u f f l e o f work . 

T h i s tim e o f t r a n s i t i o n f o r W& E ha s mean t a  l o t o f tim e 

focused o n th e i n t e r n a l working s o f th e o r g a n i z a t i o n . I t ha s bee n 

time w e l l spen t a s i t i s a  much stronge r o r g a n i z a t i o n t h a t i s 

s t a r t i n g ou t i n 1989 . P e r s o n a l l y , th e experienc e ha s 



g e n e r a l l y bee n a  p o s i t i v e on e an d I  a m e x c i t e d abou t workin g a t 

Women &  Employment a s a  ne w chapte r u n f o l d s . 
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