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Leading Healthy Community Connections

Materials for Leading Healthy Community Connections were created by Daniel
Kahl, University of Kentucky, CEDIK as a SNAP-Education community change
initiative to improve community level health factors.

The leadership program is based on the book That’s Not How We Do It Here by
John Kotter and Holger Rathgeber © Kotter International 2016.
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Credits page

Extension Agents:  Please visit http://go.kotterinc.com/TNHWDIH-leaders-guide.html before facilitating this project.  Register to preserve scholarly copywrite laws as well as secure tools helpful for facilitating community conversations with both service providers as well as community residents.
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Introductions
Goals of the program

A background On Policy, Systems, and Environment
change Iinitiatives and the book “That’s Not How We Do It
Here”
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In the first meeting, it Is important to bring people together and share the overview of this project. By enrolling in this effort, participants are committing to complete the readings, homework, applied leadership project, and reflection that are included in the scope of this project. 
Introductions: Help participants get to know each other. 
Background on PSE and the book – See handout available on pp. 5-8 of this workbook.
Collect contract for completion of project.  Each booklet has one copy to keep in their workbook and one copy to turn in to Extension.




The Socio or Social Ecological Model

N

Organizations

Federal, state, and local regulations, laws, the built environment
{public works, infrastructure, etc.).

Relationships and communications between organizations and
institutions.

Schools, health care administration, businesses, faith based
organizations, institutions.

Interpersonal

Individual relationships, support groups, social networks, cultural
context.

Individual attitudes, beliefs, knowledge, and behaviors.
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Introduce the idea of the Socio Ecological model first forwarded by Brofennbrenner(1979) to demonstrate how greater influences in the environment impact our decisions and health.  Ask them to discuss how community activities can affect a sphere of the Socio/Social Ecological Model depending on the activity.  Interventions targeted to improve health might be focused at the systems level, the community level, organizational level, interpersonal level, or at the individual level.  This project will explore how each of levels may be influencing health.  


Leading Healthy Community Connections

During this program you will:
» Improve your understanding of community systems
» Improve your understanding of community change

» Expand your awareness of local Policies, Systems and
environmental conditions that affect health

» Improve your confidence to actively bring about
change

» Expand your networks to address change
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Share the objectives of the program with the participants.


Leading Healthy Community Connections

Session 1
Homework - Reading of “That’s Not How We Do It Here”
Session 2
Homework — Interviewing Community Members
Session 3
Homework - Reading “Of Heroes and Citizens”
Session 4
Homework - Planning and hosting a community engagement project
Session 5

Celebrate with your group and community
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Note to Facilitator: This slide gives an overview of the sessions and homework. Plan with your group the meeting times and dates for the above calendar of activities. 

HOMEWORK Session 1:  Read “That’s Not How We Do It Here” by John Kotter and Holger Rathgeber.

Hand out books to participants


LEADING HEALTHY COMMUNITY CONNECTIONS

BASED ON THE BOOK

That’s Not
How We
Do It Here!

A Story about How Organizations
Rise and Fall—and Can Rise Again

by John Kotter and Holger Rathgeber
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Facilitator notes: Session two is designed to help the participants reflect on the book and draw parallels to your community. 
Three key outcomes from session 2: 
1.  A discussion on characters of the book and draw parallels with roles/people in the community
2.  Identify community systems in place that support health/wellbeing. 
3.  Identify policies in place that encourage or discourage participation in the health systems  

The facilitator will capture responses to each of these three conversations on flip charts.  The flip chart responses will be kept and made available during session 3.
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That’s Not How We Do It Here!

List of Characters, in Order of Appearance

Who's Who?

Matt — Mad meerkat in the pre-story

brother, Head of Guards
Moro & Mara — “Al " of Nadia's clan
Ayo — In trouble for climbing
Lena — Leader of the small innovative clan
Tamu — Idea for food in elephant dung

Pano — Stuffed dolls to help sick pups
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Community Characters:   Ask participants to identify characters from the book. Identify and list the roles of each character. 

Who would be in a comparable role in your community? If you were to make a list of characters for health and physical activity in your county – who would they be?

Record the groups answers on a flipchart or other large piece of paper attached to the wall.  

Visual documentation will be very important throughout this program to tie lessons together from session to session.  Whether it be individual flip chart sheets or a continuous roll of paper, it is important to provide a visual reminder from each session of the themes, ideas, or subjects and how they tie together can help participants feel more comfortable exploring the Policy, Systems, and Environment concepts.   You will want to store these notes and repost them at future meetings.
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What Are Your Reactions to the Book?

Il am
surprised...

John I'--G'ﬂe1

Holge 11.!

That’5$0t I wonder... ”h .
How We in
Do It Here!
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Read the overview of the book from the Leaders Guide. Ask participants for their reflections on the book. What did they like? What stood out to them about the differences in the meerkat clans? 

Ask each member to look at these sentence starters and pick one to respond to. Allow conversation to unfold. Make certain you allow each person to respond to one of the sentences. 


Leading Healthy Community Connections l

The meerkat clan was organized to ensure the health and
well-being of the members.

How are the meerkat systems like our community systems?

How are their systems different from our community
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This section of the activity is actually a multiple step activity. Begin with a general comparison between the book and your community. 
Make a T-Chart (a large piece of paper on the wall with a “t” down the middle).  The left column heading will read, “Like us”.  The right column heading will read, “Not like us”.  

Ask: “The meerkat clan was organized to ensure the health and well-being of its members. In what ways is our county also organized for the health of our people? What organizational systems are in place?”  Allow participants to brainstorm and fill in ideas of how the two are alike and different.
 Record on the paper how the systems like us/ not like us with a color marker. 

Initially, this is just a comparative brainstorm. However, one result is a listing of ways your county is investing in public well-being.  You can encourage them to add programs to the listing of what your county offers for public health. It may flow from the conversation, or you might title and add a list of “County programs for health/well being”
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How do our community policies differ from
the meerkat clan policies?

How do our community policies look
similar?
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Next Ask: What rules or policies were in place in the meerkat clans? What rules or policies are in place to support community life (or health) in ______ County ? (write down policies like us/ not like us with a different color of marker)

Worksheet #2 – Work alone or in pairs to further explore the similarities and differences from book and their community. 

The book emphasized different types of organization for the meerkat clans. One clan didn’t have organizational structures in place. What were the implications for that group? 
As you think about our community (county) – are there policies we identified that we wish did not exist? Why? What would be the result? What would you do to make the policy better if you were to change it?

Write down key points or ideas being shared. 

HOMEWORK Session 2:   Interview worksheet and assignment. 
“In order to better connect with, and understand the working of your community, your assignment is to
interview at least 3 people: someone who works in a community health organization, someone who sets or
upholds rules or policies, and someone who works to support or maintain the community environment.
We are seeking new perspectives on what others see as important challenges to our community health.
Questions you might ask are below. Feel free to ask additional questions too. Jot down what you learn.
Explain to the person you are interviewing that you are exploring the community through a leadership class
and you would like to get their perspectives on leadership.”

Encourage participants to step out of their comfort zone of friends/acquaintances/coworkers to speak with community leaders.  In person interviews are more effective than phone or email interviews because the participant will get to know the interviewee better which may help in future community development efforts.  
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Welcome back!

Key objectives for session 3.  Participants will:

1.  Identify a list of community contacts/networks (from homework – recorded on flipchart.)
2.  Identify a list of issues raised through the homework assignment.
3.  Think about community change processes and the role leadership plays in creating change. 


Leading Healthy Community
Connections

List some leadership challenges to community well-
being.

What are some community coping mechanisms?
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Review the homework by asking the group who they talked to.  On a flip chart list the names and titles of all the people interviewed. 
Person interviewed and title                      Challenges identified               Possible responses 

List the challenges that were raised in the interviews.  Mark the challenges that were brought up multiple times.  (Delineate the challenges to being for each type of interview (Health, policies, and environment).
List the ideas for addressing those challenges shared through the interview. (This is what is meant by coping mechanisms”.  Ask participants if the suggestions for change actually change the system or just help people tolerate the situation?)  Discuss.

Share with the participants that – by doing this assignment – they conducted a community assessment. Look back over the people talked with and their responses. Ask the class if they think this is a good representation of the community, or if to get a better picture – there are other perspectives they would like to hear from. Who/what are those perspectives?   You might make a list of “other helpful perspectives” and record those names/people/groups.   Ask the groups:  What type of follow up is needed to gain these perspectives?


Leading Healthy Community Connections

Incentives Resources Action Plan CHANGE

What

drives
C h an g e '? Vision Incentives Resources Action Plan ANXIETY

Incentives Resources Action Plan CON FUS|0N

Vision Resources Action Plan GRADUAL CHANGE

Skills Incentives Action Plan FRUSTRATlON

Vision # Skills < Incentives “ Resources FALSE START

Source: The Managing Complex Change model was copyrighted by Dr. Mary Lippitt, founder and president of Enterprise Management, Ltd., is 1987.
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Lead a quick analysis of the issues raised from the discussion. The above model of complex change was developed by Dr. Mary Lippett (see handout and review the key elements important to managing effective change according to Lippett)

“We have heard people talking about some key challenges they would like to change in the community. Ask participants to pick a frequently mentioned challenge from the interviews to focus on. Thinking about the challenge, and looking at the chart, how would you characterize how the community feels about the issue? (frustrated/anxious/confused/impatient(slow change)etc.) If you look at the chart, do you think it is because of a missing component to the change process? Which one?  What would need to happen to address this aspect? Who (people or organizations) needs to be involved in finding solutions to the issue?”
Note:  Explain to the group that you will be using the managing complex change questionnaire in session 4.
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What is our opportunity?

Our opportunity is...

We invite more people in and generate more ideas by...
Our success looks like...

How can we frame challenges?

How can we get more voices heard?
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Ask the group:  “Which do you think has more power to elicit innovation – crisis or opportunity?  Why?”
Thinking back to the story, How important was it that Lena invite ideas from members of her community verses creating a plan and asking them to implement it? 
How can we think of the challenges facing our community as opportunities?
How can we get more voices into the conversation and invite ideas from more people?”

On a large piece of paper, brainstorm what “opportunities” the challenges bring to improve health in the community. [Note to leader – this step is very important and will be revisited in session 4]
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How do we respond to new ideas?

What does leadership look like in our
community?

Whose job is it to take that leadership?
What are some action steps we can take?
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Looking at the opportunities you have identified, invite a discussion by asking the following questions: 
“What does leadership need to look like in our community in order to act on those opportunities?” 
“ Whose job is it to take that leadership? “
“What might happen if members of this group initiated change?”
“ What actions could you take?”
This question is one we will revisit in session 4, as one of the key elements of this leadership program is to act on a community priority opportunity. 

Homework Session 3: Encourage the reading of the handout: Of Heroes and Citizens before the next session.
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Welcome back!

Key objectives for session 4.  Participants will:
1.  Discuss the role of citizens for leading community change.
2.  Consider the assets we bring to leadership.
3.  Identify possible community changes that will improve health in your county.
4.  Detail a plan of action to address the identified change.


Leading Healthy Community Connections

What is the role of citizens in community leadership?

WHERE ARE THE BARN RAISERS WHEN YOU NEED THEM? [ Brnvironment

o Cooperative Extension Service

Of Heroes and Citizens University of Kentucky
College of Agriculture,

by Kenneth Pigg

merica is a nation that loves its individualistic roots. It population groups in the community. The idea is central to http -//www.srdc.msstate.edu/comm Unitv /of heroes.pdf
cherishes its heroes, some of Olympic proportions and good community leadership originating from interaction Accessed 10/2017
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In the article we read before today’s meeting, Dr. Pigg emphasizes the importance of “Social Cohesion”.  What is social cohesion?
How does social cohesion relate to the way that Nadia’s clan functioned in the book? How was it different in Lena’s clan?

In the article Of Heroes and Citizens, the author makes a strong case for citizens (community members) to take leadership, and not to wait on elected or positional leaders. What are some examples of accomplishments or community change that you know of that was STARTED by citizens? 
(Write these examples of citizen leadership on a flip chart – the more the better) 
  

http://www.srdc.msstate.edu/community/of_heroes.pdf
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Re-emphasize that the article Of Heroes and Citizens makes a strong case for citizens taking action.  Ask the group:
“If we (this group) were to take action on the opportunities we raised in session 3, what resources do we have to draw upon?”
Share that, “The networks and connections each of us have create our social networks. The relationships in those social networks give us social influence throughout the community. 
While people often believe they do not have social power, they might be surprised at how they influence others. “

Complete the Session 4 Handout Situational Influence Assessment and Personal Asset Mapping worksheet. The worksheet is intended to help participants to realize the influence and networks they have. 


Leading Healthy Community Connections

Organizing for Change: Select an action to test your leadership!

Actions should be.....

 Important to you

« Something your team can begin right
away

« Engage other community members

 Visible University of Kentucky
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This group needs to test our leadership! Lead a discussion with the group to explore what actions they might take. Record their ideas on a flip chart under the title:
“Actions that could improve quality of life in ______________ County”
Share the ideas for early action on the slide and encourage them to work together to find a common goal and develop a plan for change. 
You might say, “By implementing an action in the community – you and your group can test the power of mobilizing and leading others. Because this initiative is supported by the Extension SNAP-Education Grant program, the actions you chose should have some outcome result that helps community members take action or learn more about health options in the community. “

Once the group has a project idea in mind, move on to the next slide.


Leading Healthy Community Connections

How can our initiatives succeed?

Planning detallls.....

If the event went perfectly as planned, what would that look
like?

Who is involved?
What tells you an event is successful?
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Say to the group, “Thinking about the project you identified, now it is time to plan some of the details.”

Ask the following questions and record ideas/feedback. Record Different question answers in different colors. 

Project yourself into the future by pretending the event was a swimming success! Tell what happened that made it such a wonderful experience.
Who needs to be involved? (List specific people that are important to the success of the project)
Where is this project held? 
If the event (project idea) went perfectly, what would that look like?  Describe the ideal outcome.
What is it that tells you the event is successful?  


Leading Healthy Community Connections

What barriers will we
have to overcome?
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Next, give some thought to what potential barriers this project might encounter. 
List the barriers and then brainstorm possible strategies to overcome the identified barriers. 

Now finish the plan. On a fresh sheet of paper, write down the Overall goal the group is pursuing. Write down who will be involved, and who will invite them. Write down the details of what will need to happen to reach your goal.  Detail what sequence things need to happen, and who will be responsible for each step.

Review and trouble shoot. Are you missing any details? Do you have a clear plan? Does everyone know what they will be doing? 
Refer back to the managing complex change questionnaire from Session 3.  Are all the components in place or being addressed?
Leave session 4 with a clear strategy, communication plan and timeline. Help the team Implement their community engagement strategy. The next class time you meet (session 5) will take place after the project.  
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Welcome back!
Key objectives for session 5:
1.  Reflect on the activity and celebrate successes.
2.  Identify ways that change happened and IS happening
3.  Encourage the group to continue their work and discuss what that might look like.


Leading Healthy Community Connections

B

Reflection on
your event

- g
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This session should focus on helping the group understand the importance of what they have done and to celebrate it.
Consider ripple mapping your impacts from the session.  Resources for how to Ripple Map can be found at:  https://conservancy.umn.edu/handle/11299/190639 
Help the group celebrate small changes.  See the next slide for questions for the group to consider.  You might have people get in pairs and respond to these questions. After sufficient time, ask them to share their ideas and record their insights from the event.
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Event reflection. Remember when we described the perfect event?

How did it go? How was it like the ideal? How was it different?
If you were to do it again, what would you do differently?
If you were to do it again, what would you NOT change?

Share what you learned about leadership from this project. How was

this like making change in the book “That’s not how we do it here?”

How was it like the article you read about “Of Heroes and Citizens?
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One more round of reflection. Pair up again – with someone new this time.
Ask them:
“Each of you expressed leadership during this activity by taking action for change. Tell leadership success story of what you learned about leadership in your community.”
After time for discussion, ask if anyone is willing to share their story.

Ask them what happens next. Given the changes that were initiated and the success of this class, what might be the next steps?
Invite those interested to meet again. Ask if they would like Extension support to guide them through a second round of planning processes.  
Resources for round two are also included in your resource folder. 
Complete the post evaluation form.
End with a bang, recognize them for their role in community leadership and for completing this class!

Do you have a storyteller/writer in your group?  Would they write up a success story to publicize the group’s success?  
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Time to Celebrate! You might remind the participants that:
Throughout this class, we have been assessing community needs, building our networks, and identifying ways to make the place we live a healthier place!
Congratulations on work well done!

Ask participants to complete the post evaluation of the project.
Ask participants what is next for them and their work on community health improvement.
Hand out certificates of completion 
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