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This report summarizes our findings from Phase II of the Boundary-Crossing Leadership Evaluation project to date.
  In particular we report on a series of focus groups that were held during the summer and early fall of 2007 with leadership program participants, and consider some of the implications of what they have shared for how boundary-crossing leadership is conceptualized, cultivated, and sustained.  

Leadership Learning Community evaluation team members met with representatives of six grantees of The California Endowment’s Boundary Crossing Leadership initiative. These grantees included:

· Central Valley Health Policy Institute’s Health Leadership Program

· LeaderSpring

· Leadership Development for Interethnic Relations

· CORO-LA

· California Senior Leadership Training Program

· Partnership for Immigrant Leadership and Action

Focus groups ranged from 3-7 participants.  Overall 26 leadership program participants participated in focus group gatherings (including one respondent who provided only written feedback and did not attend in person).  For a list of questions that were explored in the focus groups see Attachment A.  In addition to holding focus group conversations, we also completed program profiles for each grantee.  These profiles may be found at 

Boundarycrossing.pbwiki.com.  A summary of boundary-crossing leadership program cultivation strategies that were developed from an analysis of the profiles may be found later in this report.  

Developing the Competencies to be an Effective Boundary-Crossing Leader

One of the desired evaluation outcomes has been to deepen our understanding about what competencies are needed by leaders to effectively work across boundaries.  In May 2007 the leadership development grantees met to discuss what capacities, behaviors, attitudes and ways of being were important for success at working across boundaries.  We were interested in learning from participants what they felt were the essential capacities they needed in order to work effectively across boundaries.  A long list was generated from which we highlight those competencies that were named repeatedly across 3 or more programs. (Items in bold text were named by 5 or more programs):

· Listening

· Taking time for reflection and pausing

· Having the confidence and courage to take risks 

· Willingness to learn

· Being personally prepared to lead (i.e., security in one’s identity and understanding of one’s own biases, strengths and weaknesses as a leader, etc.)

· An ability to see systems (i.e., how they work (or don’t work) to influence the situation at hand)
· An ability to build relationships with allies (i.e., identifying, creating and strengthening relationships with allies in addressing community health issues)

· Focus on what groups share in common

· Being able to create and hold neutral space for diverse people to come together for dialogue and action

· Awareness of how culture, sector, and other areas of difference influence perspectives and actions
· Integrity

· Openness

· Patience 

· Respect

· Honest and transparent communication

· An ability to communicate with those who use different languages (e.g. language of region of origin, language of sector, etc.)

· Commitment

· Knowing the issues

When we compare the competencies that program participants identified with those that were identified by grantee staff (see Attachment B), we find the biggest differences around the emphasis on and analysis of power.   While focus group participants described situations in which power dynamics were present, they did not widely focus on strengthening their capacity to individually or collectively analyze and reorganize power relations.  In part this may be explained by the greater number of focus group participants from programs that less directly address “root causes of inequality” and “the systems of power, privilege and oppression”[1] that operate in society.  This may also point to a need for programs to be more explicit about how power gets institutionalized in ways that influence how issues get framed, how resources are allocated, and how effectively those who are harmed can organize themselves around a shared change agenda. Perhaps by bringing greater awareness to issues of power, stronger bonds can be forged across boundaries.
 
Both the grantee learning community and participants in focus groups emphasized the importance of listening, and being open to learning. They also agreed that it takes personal work to be prepared to lead across boundaries and to have the courage and confidence to take risks.  A number of participants were aware of the need to balance internal and external work, and the difficulty of finding a right balance.  Programs often held this tension, as well, in their efforts to find the right balance between reflective work and group dialogue, and activism.

Competencies in Action: Different Perspectives, Different Situations

As a result of participating in leadership programs, participants are learning about boundary crossing from many different perspectives and in many different situations.  For example the organizations that participated in the Partnership for Immigrant Leadership and Action’s (PILA’s) training have a number of programs in place that are being strengthened by cross-cultural ally-building among domestic workers and day laborers around environmentalism, health issues, toxins, labor laws and a host of other issues.  One of the organizations is simultaneously developing a more articulated point of view around leadership to work across difference and how its development can be integrated further into their work. They talked about and valued leadership prior to the training and following the PILA retreat, they are now working in bi-weekly meetings to identify their own framework on leadership and how they implement, assess and learn from it.  

Program participants are also demonstrating boundary crossing leadership in other ways.  Two graduates of the Leadership Development for Interethnic Relations (LDIR) program mentioned that prior to the program, they were each focused on working with a single ethnic community, yet the physical community was no longer ethnically homogeneous.  Both respondents realized that not only could many disagreements be avoided by building cultural understanding, but also change work could be more effective by building a sense of community.  Using tools and approaches gained in the program, participants have been able to foster more of a sense of community in multi-ethnic environments and also expand their impact and services by working with the county health department. 

Over the next two months, the LLC evaluation team will be collecting more stories from participants about how they have applied what they learned in their leadership programs through the projects, internships, and trainings they have undertaken as part of their action learning about leadership.

Challenges to Movement

The efforts to model, teach and exercise boundary crossing leadership have not been without challenges however.  Participants named a long list of challenges to the development of these competencies for working across difference toward healthy community outcomes.  They include:

Social status

· Class

· Immigrant status

· Language barriers

Isms
· Racism

· Sexism

· Heterosexism

· Religious bias

· Ageism

Social and community issues
· Job instability

· Violence

· Crime

· Homelessness

· Mental Health Issues

· Lots of foster kids

· Gangs and gang affiliations

Inadequate access to basic services
· Health care

· Transportation

· Housing

· Childcare

Lack of resources

· Low resources for teenagers

· Lack of health & safety knowledge

· Under-resourced communities and organizations that are challenged by how to prioritize the resources they have

Dominant discourse

· Mass media/dominant culture messages

· Creation of wedge issues

· Dominant discourse around immigrants, people of color, low-income people (e.g., criminalization of migration)

There were many strategies that program participants experienced and/or tried in their own work to address the challenges. A core strategy that was used to address multiple challenges focused on developing shared understanding, mutual respect and empathy among people.  For example one group took participants to the US Social Forum where immigrants who are employed as domestic workers in California met and interacted with Black women from the South with a long history of struggle around domestic work in the United States.  Participants were aware of this history to varying degrees but did not feel the strength of their common cause and the immensity of the potential of their combined knowledge, commitment and power until the women met each other and listened to each other’s stories.  Other approaches mentioned across initiatives were: 

· Cross-boundary conversations & storytelling in multiple contexts and venues

· Collectively finding common ground around health and community issues and build on it

· Education initiatives along with the relationship-building and exposure. (Not exposure alone – has to come with education or can reinforce the misunderstanding)

· Field trips and site visits to learn about policy making or another group’s way of doing things.

· Partnering with other entities to alleviate some barriers such as childcare and health services

· Making the program accessible (addressing language, literacy, and financial barriers)

· Developing understanding among participants that dissolves stereotypes and assumptions

· Employing conscious youth-engagement strategies to use their talents in a positive way and develop a sense of commitment and responsibility to the community

· Political education around systems that are oppressing all of us

Many of the programs shared common elements and strategies to develop boundary crossing leadership.  For a summary of program elements and which programs use them see Attachment C.  There are some key differences among the programs that are worth noting.  Three of the programs are more intentional about developing the capacity of leaders to pass on what they are learning by becoming trainers themselves and having the toolkits and resources they need to train others effectively.  Two of the programs are working with organizational leaders and are focused on both individual and organizational outcomes.  Two of the programs are focused directly on influencing health policy.  Three of the programs have a highly developed curriculum on power issues and oppression.    


Participant Learning Outcomes

From program to program, participants overall had positive experiences and gained insights, strategies, approaches and understandings that have been valuable to helping them cross boundaries for improved community health outcomes.  The two areas where participants described significant growth and development were in their ability to work with others more effectively, and their increased confidence and commitment to act from a place of greater strength.  What follows are quotes from participants that speak to what they learned.

Working with others
· I am better able to mobilize people at all levels of the organization and get them to work collaboratively both when I am supervising and when I am a supervisee.

· Consensus-building was much easier in my organization following working on the community project.

· Knowing when to push forward and when to hold back.  When to prod and when to step back.

· Knowing that even though you may disagree with someone, you have to find the common ground and build off of it if you want to get anything lasting done. 

· Being able to mobilize people at all levels of the organization and get them to work collaboratively both when I am supervising and when I am a supervisee was a great lesson for me.

· Being in a diverse fellowship (class, ethnicity, gender, organization size…) honed my communications skills.  I can now use these in the community and with other organizations.
· I can bring these experiences to other relationships knowing what good communication and a good honest trusting relationship feels like.

· I enter situations open to seeing what others bring instead of having expectations of what others should bring.

· I now go through a process when working with other organizations so that the collaboration is about something real rather than collaboration for collaboration sake (if values don’t align then I don’t enter into those collaborations or partnerships anymore because they are likely not the best fit and will likely be a dysfunctional relationship).  Also this practice allows people to enter and leave with respect and dignity and positive relationship even if fit isn’t right.

Confidence and commitment

· I have a base now -- a net that is going to catch me when I fall. That is key!

· The process, the experience makes you want to give it to others.  I feel like a missionary now and have renewed commitment.

· I am more committed to taking care of myself and being a role model for others in the community to take care of themselves. 

· I am more grounded and focused and can therefore be more effective in my community

· I can stand taller now and weather the hurricane and still be standing when it’s over.

· I know that what draws me to an organization isn’t what is going to sustain me so I look for different things and am more secure in my own leadership style. 

· I have more permission to be who I am and I also make more room for the people around me to be who they are which creates a more collective, collaborative environment.

Suggestions for Successful Boundary Crossing Leadership Development Cultivation

All of the programs had definite strengths as well as areas that could be adjusted for greater success. The following suggestions were made in response to specific programs; however, we think these suggestions offer important food for thought for all programs. 

Recruitment

· Recruit people who have the capacity to listen to and work with others

· Seek a diversity of participants (e.g., from different sectors, including business)

· Keep cohort sizes small 

· Have clear recruitment strategies and expectations for program participants

· Let it be known to people that after the program they will have an opportunity to be part of policy change
Length of Program

· Keep people together over a sustained period of time that is at least a year

· Make sure that the program is long enough so that people can connect and go deeper in their learning

Content

· Make the meaning and content of boundary crossing explicit and well integrated into all aspects of program

· Integrate discussions about power, not just race, class, etc.

· Balance the attention to individual development with the attention to group development as a model of exercising boundary crossing leadership

· Ensure that the content of the training is relevant to the leadership needs and experiences of participants

· Seize the opportunity to really test and examine some of our belief systems and experiences

Process

· Make space for regular and meaningful connections of content to the real-world work environments of participants

· Use the opportunity to work within the group as a model or microcosm to examine and test our belief systems and experiences

· Use technology to facilitate connection, communication and collaboration among the group

· Spend more time learning about what each other does to create more opportunities for collaboration
· Go deeper with opportunities to share resources, knowledge and experience 

· Identify key health topics and issues.  Find out where people’s expertise and passion is.  Connect leaders to these issues and provide a mechanism for leaders to figure out what their role is.  
· Identify, elevate and make use of the expertise that is in the room.  Engage peer-learning strategies

· Use experiential learning to teach leadership skills, not lectures.

· Create opportunities for leaders to see each other in action 

· Clarify an understanding between mentors and mentees about the purpose and expectations of the relationship)   
· Measure the impact of the program over time 
Post Program Activities and Supports

· Replicate this kind of training with others:

· Retreat for parents and parents only

· A separate retreat with parents and kids

· And a retreat for youth under 30

· Identify and support an alumni project coordinator that can help support the network and its projects over time because staying connected after the program is essential for breakthroughs

· Develop the connections among different cohorts of the program 
· Do a retreat to surface and connect people’s passions
· Provide a periodic day of reflection and retreat

· Create opportunities for deeper level, free-flowing discussions like the focus group provided
· Support the implementation of group projects following the program

· Provide funding and support for implementing post-program ideas

· Use the expertise of the leaders more effectively to advance the mission and agenda of the Institute (e.g., when a report is issued, consider how leaders can be spokespeople for the report)
· Create opportunities for mentoring the new cohort
· Have people write up their bios and share them through the yahoo groups.  
· Publish a directory of alumni that goes out to businesses and nonprofits in the field 
· Actively promote each other as resources when having conversations with others about health issues 
The Language of “Boundary Crossing”

From the outset of the evaluation, there have been a number of questions raised about the language of “boundary-crossing.”  We asked focus group participants to share their reactions to the language of “boundary-crossing.”  One person liked the term

…because it defines a specific approach and type of work not just a generic health leadership program.

Two other people said they didn’t mind the term but thought it might be better not to use the word boundary and focus instead on the positive result and the greater good.

Some people felt like the concept of boundary-crossing ignores some important realities.  

The concept doesn’t get at power struggle. It seems to kind of go around it. “Boundary Crossing” implies power neutrality, that the world is flat and not rounded and mountainous.

People are defined by multiple identities. Boundaries as a descriptor between groups of people is inaccurate.  Boundaries can change depending on the song on the radio.

Boundary crossing leadership would need to recognize that every homeless person did not get homeless the same way. They all had different routes, and therefore need different types of help. 

One person said they did not understand what the term meant.

I googled it when I was first started the program because I was trying to understand what it was all about.  I thought they were talking about multidisciplinary teams.

A number of people had negative reactions to the term.

Boundary has negative connotations.  I’m already stuck why make it another challenge I have to overcome.  Bridging/connecting is better….

Boundary-crossing feels invasive to me; it doesn’t feel integrated. I’d rather have a term that sounds more collaborative.

I guess bottom line for me is a boundary is like a line you draw in the sand where you say don’t cross that line or I’ll kick your #@!#$!  People need to not have those lines in order to do effective work.

Finding an alternative term proved to be difficult.  There was no clear consensus that emerged.  Here are some suggestions;

I was thinking about cultural brokering and interpretation, trying to get people to view things from the other person’s perspective, to become comfortable enough to say that my perspective is mine and I want to try to understand yours.  See if we can come up with a common dialogue even when we come from different perspectives.

I like value-integration leadership.  It’s more personal, relational, coming together from different places.

I like bridging.  Boundary-crossing brought cynicism to me because I am a cross-pollinator. Boundary-crossing happens but it’s really about coming together and learning from one another.  Looking at the issue from all sides.  

The idea is that you are trying to transform your world and yourself; it is transformational leadership.

One person expressed a desire to move beyond the term altogether and focus instead on the work that needs to get done.

We need to be supported to come together to do this kind of work whatever we call it.

Conclusion

The grantees in the boundary-crossing leadership learning community are each working in unique and overlapping ways to support social justice and health leaders to work across boundaries of race, class, gender, age, profession, sectors, and silos, among others.  There is a growing cadre of leaders who recognize that the change they seek requires working with others, finding common ground, and dealing effectively with differences so that a strong voice for positive change can be heard.   The leadership programs in this evaluation lay a strong foundation for taking up this work because they provide space for trusted reflection and exchange around difficult issues; education about power, privilege and oppression; tools and resources for analyzing systems and advancing policy change; and assistance with balancing inner and outer work.  There are many barriers and challenges to working across differences that leaders address in their daily efforts to organize around what needs to be changed.  The difficulties and challenges of this work requires paying more attention to how to connect and sustain boundary-crossing leaders (e.g., how to support them to work together across cohorts, and across programs) so that they can more effectively leverage their resources to support systemic solutions to health problems that lead to improvements in community health.

Attachment A

Focus Group Questions

The following questions were explored in the focus group conversations:

· As you reflect on your own leadership experiences since becoming a [program] fellow, in what contexts have you learned the most about how to collaborate (work together) across differences?  (These differences or boundaries may have been across sectors, professions, race, gender, age, or something else.)  What were you trying to accomplish by working together?  What challenges did you encounter?  How did you seek to address those challenges? What did you learn about leading across differences from your experiences?

· What do you think are the most important competencies (e.g., capacities, behaviors, attitudes, and ways of being) that leaders need in order to work successfully across differences/boundaries? 

· How did [program] help you strengthen these competencies?

· Are there capacities, behaviors, attitudes and ways of being that you and others you work with are seeking to cultivate in order to be even more effective at working across differences?  What are these?

· What would support you and others to develop these capacities, behaviors, attitudes and ways of being?

· What do you think it would take to create a breakthrough in our collective capacity to collaborate/work together across differences so that we can more effectively solve complex problems?

· What is evoked for you by the phrase “boundary-crossing leadership?

Attachment B

Boundary-Crossing Core Leadership Competencies 

Identified by Grantee Staff

· An ability and commitment to analyze and reorganize power

· A commitment to social justice, equality, inclusion and empowerment of disenfranchised communities

· A capacity to apply an anti-oppression and anti-imperialist framework to an analysis of power

· An awareness of one's own social location, power, and privilege

· Transparency and honesty

· An ability to maintain collaborative relationships

· A capacity to share leadership with others

· Humility

· Compassion

· Flexibility

· Willingness to challenge the status quo

· Strategic thinking and action

· A commitment to democratic decision-making

· An ability to critically analyze policy, program design, and program implementation

Attachment C

Program Components by Programs

This summary is based on an analysis of the program profiles. 

· Training of trainers (PILA, CFYO)

· Community organizing/advocacy (CARA/SAN)

· Peer support circles/networks/communities of practice (LeadersSpring, CORO)

· Action learning (PILA, CFYO, CVHP, CORO, APALC)

· Training (APALC, CVHP, CORO, PILA, CFYO, CARA/SAN, LeaderSpring)

· Coaching and mentoring (PILA, CARA, LeaderSpring, CVHP, CORO)

· Plan development and implementation (PILA, LeaderSpring, APALC)

· Internships (CARA) 

· Retreats (APALC, LeadersSpring)

· Recognition (LeaderSpring)

· Stipends (PILA)

· Toolkits (PILA, CFYO, CARA)

· Roundtables /alumni networks (LeaderSpring, PILA)

· Site visits (CORO, LeaderSpring)

� LLC has received an extension to complete interviews with program participants about their efforts to apply what they learned from their leadership program experiences, and to interview grantees about what they have learned about cultivating and supporting boundary-crossing leadership.  





�Perhaps include the piece about individual development/preparation and the need to bridge here.  How both are necessary but sometimes difficult to balance …and some programs emphasize one and not the other….


�
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