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T§ understand how lea&érship operates, a study was made of 815
decisions which were made iﬁ 41 projects in an open-country commuhity of
North Caroliﬁa.' Some important relationships were found between processes
of leadership and each of the following: (1) neighborhoods,in which pro=-
jects ocourred; (2) size of decisions which were being made; (3) leader-
ship statuses of persons who were making decisions; and (4) the success

of the project,

Neighborhood. Organized action in the community usually took
plaéé on a neighborhood basis, noﬁ abcommunityvbasis. Of the foﬁr neigh-
borhoods which made up the community, two neighborhoods undertook many
projects énd were generaliy successful in them, while twomneighboihoods
undertook fewer projécts and these were not as wniformly successful. The
two neighborhoods whiéh undertook many prbjects were rather highly ofgan-
ized,’and each of them had an active Neighborhood Development Club,

Size of decision; The size 6f decision, as measured by the ex-
pected cost of carrying it éut, was related to éeveral factors.

| Decisions about yﬁgﬁ was to be done were generélly bigger:than
decisions about how it was to be done. |

Prbpbsals fdr:big decisions were usually discussed more timéa
then proposalé for little decisions.

There was more disagreement over big decisions than over little
ones.

Big decisions were usually made by,gioups,,not,by single individ-

uals.
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Leadership status. People who had a large part in making deci-

sions usually held_many offices and were on many committees. They were
also génerally thought of és highly inflﬁentiél péopie in théir neighbor-
hoods. | | | | _ |
~ Among lay leaders, the same pefspns tended to make big and 1ift1e
decisions, The uppervléaders of the community usually had a largé part
inlmakiné the little as well as the big decisions. o
| | When decisions were discussed in informal cbnversétions, every-
body talked tO‘everybody. The top lay leader in a neighborhppg'might talk
with othér high ranking 1ay leaders, but he would also talk.with people
yho bad practically ﬁo influenée. There was no widespread pattern of up-
per leadersfworking through intérmediate leaders to communicate indirec%ly
~with 1§wer leaders. | | o |
| By contrast, some profe881onal 1eaders tended fo work through a
few laymen to get programs across to the rank and file of cltlzens.
, Res1dents of the community tended to have somewhat the same

leadershlp statuses as their close klnsmen.

Success of proaect. Mbst of the proaeots achieved about what was |
origiﬁally‘intended. Some achieved less, and a few achieved.more.. The
following things were related to achievement of fhe original goal:s low
cost 6f the project; backing of a formal organization; carefui goal set-
ting and planning; decisions by groupé rathgr than individuals; agreement
an\decisions;.decisions by upper formal leaders; and‘particifation of
profe551ona1 leaders in decisions.

Practlcal 1mpllcat10ns. Some of the 1mpllcatlons of the study
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relate to: (1) identification of community leaders; (2) leadership

training; and (3) planning commmnity action.



LEAbERSHIP AND DECISION MAKING IN

RURAL COMMUNITY ACTION

By .
Chéries Freemsn and Selz C. Mayo
- Department Qf Bural Sociplqu :
VAY STUDY LEADERSHIP?
: Member.s_ of one organization deéidé that they need a hall for the
group. With great enthusiasm they set to work. More voluntee:s come on
‘work days than had been hoped for, and more money is'_ raised'than had been
expectec.i.v So a.s-the_vwork progrésses, the plan grows, and the organiza-
’ tipn_gets a much better hall than they_ had originally planned for, The
| commmity is justly proud of the building, Yet an even bef_ter buildiﬁg
might have been produced for the same money and effort, if a more »gq,;-eful
and realistic plan; had been drawn up beforehand.
: .vlsiever,q,l neighbors get together and decide that a roadside picnic
‘ place- would be an asset "co the Qommunity.- They are quife sure what they
want, but not so sure about how to go about_ getting it. One of the men
starts painting a "picnic area'" sign before the project is even brought
up before one of the organizations in _the commmity for spor;sorship. Mig-

understandings arise; and people who might have been most interested in

This is an interpretive summary of a study by Charles Freeman
~entitled Leadership in Rural Community Action: A Study of Decision Making,
Doctoral Dissertation, Department of Rural Sociology, North Carolina State
College, 1956, The study was completed under the supervision of Selz C.
Mayo, Professor of Rural Sociology.
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the project hardly know what is being done. The following fall, grass
takes over the picnic places .

At the annual planning meeting of oﬁe neighborhood organization,
it is decided that one of the projecﬁs for the year shall be for each
farmer to planttat least oné acré‘of iﬁprdved h&brid corn. There have
been many informal conversations leading up to the decision at the mget—
ing. The committee which is appbinted for‘tﬁé corn project works through
representatives on each road, so that they can get in touch with every
farmer in the community. A small prize is offered as an incentive to in-
crease corn yields, Through this rather simple but cérefully thought out
project, a permanent change is made in one farming practice in the commun-
ity, and people are more open to other new practices than they had been
before.

Why do some community projects succeed and others fail?: Why do:
some develop enthusiasm, while others lead to frustration? Why do some
groups seem to know what they can do and do it, while others do not judge
their own strength, and miss the mark bty either shooting over it or~under
it?

.-Can any light be thrown on these questions by seeing the ways
different groups make decisions for projécts? We would need to know how
they go about making different types of decisions, and what arguments
they use in support of those decisions. We would also nesd to know what
positions a#? held in;the commgpity‘bj the people who'makéfdifferentvdeci-
'siéns._ Leﬁvué see whé some df?the men and women were‘ﬁhdﬂfook pérf-in};

these three projects.
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In recent years M. A has taken a growing interest in the one
organizatlan to whlch he belongs. Always recognlzed ag a w:lllng~and
_consclentlous follower, Mr. A is now holding hlS first positlon -of major
respon31bility as chairman of the committee to erect the organization's
hall. The fact that the building program_aqhieved much more than had
beeﬁ originally hoped has enlarged the commmity image of Mr. A's leader-
ship.
- . Mrs. B has little contact with organizations in the community,
and she does not occupy any formal positions of leadership. When she be-
came interested in the idea of a picnic area, she did not go to any of
the organized groups in the comﬁuhity to‘present her idea. She went to
‘her closest neighbors.’ In fact, shg madevsome of the decisions for this
project simply op her>own, without talking with anyone. Was her failure
~to "talk the project up" part of the_reaspn the project failed?

Mr. C is a member of many organizations in the commmity, and he
holds some offiQe.or committéevmembership in almostiall;qf them. - He is
generally thought of as one of_the}top.leaders in the community. The -
successful project to enoouragevplanting of,improved corn grew out of a
suggestion of his, and he was made chairman_of the committee to head it
up. He broﬁght in others, so that most decisions were made by the group,
not by him alone, Mr. C had & large part in the big decisions for the
pro;ect, such as the or1g1nal declslon to 1nit1ate the scheme. He also -
had a 1arge part din many of the small detalls that had to be decided.,

| Mr. D, a profe351onal leader, happens to ‘e advisor to the organl-

zation which undertook the three progects we have descrlbed. On the
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building’prqjédt,_Mr{,D'&as asked by Mr.. A to furnish plans. But the
building ha& already goﬁe'sQ far that the.plaﬁs could not be used. 'Mr; D
was also asked by Mrs. B whether he did not. think a good picnie place would
bé’aﬁ:éSSét to any community., He agreed that it would be. But he was
never consulted about speoiflc plans for the one Mrs. B had in mind. On
~the other hand, Mr. D's adv1ce was sought by Mr. C on many decisions in
connection with the corn project. He did not have the major responsi-
blllty for any of the declslons, yet the 1nformat10n which he gave influ-

enced many of the declslons which others made.
- PURPOSE OF THE STUDY

This is a study of leadership in action. An open-country community
in the Piedmont section of North Carolina was chosen for analysié.' Empha~
8is has been placed on ;eadership as a group process--something whiéh'is
done--not as a personal quality of certain individuals;* Without a group,

there are no leaders; without leaders; no group. In fact, this can be

"
3

seen 1n the deflnltlon of leadership which has been used:
Leadershlp‘ls the process by which an individual
influenoes‘a group of which he is a member in the making'

of decisions.

'*Gibb sums up the interpretation now taken by many students of .
leadership, when he says: "In fact, viewed in relation to the individual,
leadership is not an attribute of the personality but a quality of his
role within a particular and spec;f;e social system. Viewed in relation
to the group, leadership is a quality of its structure." Cecil A. Gibb,
"The Principles and Traits of Leadership," Journal of Abnormal and Social
Psychology, 42: 267-268, July 1947.
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An individual, then, is a leader to the extent

that he influences a group of which he is a member in the

making of decisions.

And what is decision making? This is the determination of goals
or means of action. In group decision making, leadership may be shared
Yy a‘number of members of the group. . Every normal person is a leader at
times and a follower at times.

- If leadership refers to what people "do"‘rather than what they
"are," then it seems logical to place emphasis on the operation of commu-
nity leadership through commmity projects. Furthermore, if the important
thing whlch leadershlp "does" is related to decision maklng, then gtudies
should be made of the way that communi ty gr0ups make decisions for commu-
nity projects.

- Accordingly, thisbstudy deals primarily wiﬁﬁtﬁhat went on;in mak-
ing decisions for 41 commnity projects which were‘inhovations~-new types
of action for thé groups‘which undertook‘them in this‘community.* Each
- of the 41 actions was made up of a number of decisions--8l3 decisions in
all, Different people.who had a, part in making these decisions were asked
to tell, for each decision: what decision was made; how the decision was
made; why the decision was made; and who took part. in making the decision.

The main emphasis of the study was placed on the question of who
made decisions. Of couréé; tﬁis déééfhot meaﬁ Jjust the name of the per-

son, or whether he was tall or short. The study was not dealing in

Methods of study which were used are explalned more fully in the
appendix,
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persona;ities.‘} Rather, it meensthe positions tﬁe..t decision makers held
in the community. There are many types of. pos:.tions or statuses a per-
son holds, whlch ha.ve a bearing on whether he will assume lea.dersh:.p and
how he will exercise that 1eadersh1p. -
To make it easy to plcture, we may thlnk of leadersha.p pOSlthl'lS

as arranged in a definite "structure," with certain persons having high ,
positions and othe;'s having loyzer positions. In the present study an
attempt was ‘made to see the roles of decision ma,k:mg wh:.ch were played by
‘ persons in three types of leadershlg structures of the oomnmnlty' ,

. Formal lay leadership, or the offlqes and
committee memberships the person hads

- Informal lay leadership, or the influence
which others in the neighborhood thought
the person had.

* Professional leadership, for which the per-
son was paid. : : A

of cdurse, the same individuals usua;lly had positions in two or
three of these structures. For instance, a person who was hlgh in the
formal leadership structure might have a middle position in the informal

1eadership structure,
et : THIS IS UNION COMMUNITY

o "Union Community" 1s an open—oountry agr:.cultural oommunlty 1n
the Pledmont section of North Carollna. It has a populatlon of approxi-

. mately 925, 800 whrte people.and 125 Negroes, Seventy-five percent of the

Names of the community and neighborhoods are fietitious.
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families are engaged in agriculture full time, while another 10 percent
are part-time farmers. There is no center of population in Union; and.
there are no industries except a small sawmill. Most of the nonagricul-
tural workers commute to.work~outside the community.

The commmity of Union is a loose confederation of four very dis-
tinot-neighborhoods--three.whitevneighborhoods, Center, Farmwell, and
Border, -and one Negro neighborhood, Smallfield.

There are nineteen agencies and organizations located in the com-
munity, plus thirteen suborganizations within the churches. Twelve of the
nineteen organizations operate on a neighborhood basis. Organized_action
in the community, then, usually took place on a neighborhood basis rather
than an over-all community baéié.

Center and Farmwell neighborhoods were better integrated and more
highly organized than the other two neighborhoods. They undertook more

community projects, and their projects tended to be successful.

Distribution of Actions Studied by Neighborhood

- Neighborhood - SR . ~ Actions
Center . - e 20
Farmwell 14
Border - . .. . L e

Smallfield 3

~Border and Smallfield»néighborhobds.were in rather peculiar posi-
‘tions. Border was split by the county line., This meant that the children
of the neighborhood went to two different schools, and adults dealt with

two county agents and two home demonstration agents, It was difficult, if
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not impossible, to put up & concerted front for getting some types of
services. | |
.. Smallfield was also split by the county. iine.A But perhaps more
important, it was a neighborhood in transition. = It was itself a combina-
ti’ofr’bf two former neighborhoods with. théif-se‘parate schools, and it was |
apparently in the process of integration into a larger Negro community
which was centered at the new consolidated school outside of Union Com-
" The one ‘type of organization common to all four neighborhoods was
~the church, with its. suborgenizations. The two more active neighborhoods,
‘Center and Farmwell, had neighhorhood clubs, with clubhouses. These
clubs were sponsored by the County Agricultural Workers' Council but
‘operated as locally controlled units with professional leaders as advi-
s;ors.' | They had monthly neighborhood meeting’s‘ and undertook programs on..
an annual basis in competition with other similar' clubs over the county..
Each of the ne:.ghborhood cluos had., in add:l.tlon to the usua.l slate of
officers, a comm:.ttee made up of people from the dlfferent areas of the
neighborhdod,*ithmugh whom word could be gotten;_:but to every resident and
through whom reports on commmity projects could be made.
Through the. neighborhood clubs and 'other groﬁpé in the two more
active neighborhoods, a number of new projects were 'ﬁndér’caken ‘every year.
Many of these projects did not involve great expense, and they were usual-
"1y carried out successfully. This seems to have been a major factor in
the greater activity of Center and Farmwell neighborhoods and in ‘their' -

tendency to succeed -in whatever they undertook.
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_ BIG AND LITTLE DECISIONS

In a communlty oroject there are usually a few maaor declslons to
setibroad pOlle, and a great many ‘minor declslons $a "spell out" speclfic
taotlcs. In studylng the 813 declslons maklng up hl 1nnovat10ns for ac-
tlon in Union communzty, declszons have been lelded 1nto three groups
‘acoordlng to the expected cost of carnylng them out. (1) 11tt1e declslons,
‘1nvolving a cost under $10; (2) medlum smzed dec131ons, costlng $10 to $99;
.‘and (3) big de0131ons, costlng $100 and up. There were many more low cost
than medium or high cost decisions. -

Distribution of Decisions by
Expected Cost

Cost : | Decisions
Under $10 . R T
S g10-%99 28
“$100 and up 190

Ends and means. Decisions were broken down into seveoal cate-
gorles--those relatlng to ends or goals of actlon, and those relatlng to
means to achleve these goals. Decisions about means of aotlon, in turn,
were broken down 1nto those concernzng facilities (things which would be
helpful to the group or person doing the job) and those concerning persons
or roles (gettlng people to do thzngs)

N The relatlvely few goal setting de0131ons were on the average
larger, in terms of expense, than were decisions relating to means to
achieve goals.' Decisions allooatlng roles or persons were even smaller

than those allocatlng facllltles. In other words, people in Union tended
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to make a few large decisions setting broad goals but many small deci-
sions allocatlng means for achlevement of those goalse. |

How many tlmes was the proposal con31dered? After a proposal is

’:made, some time elapses durlng whldh 1t is con31dered before the flnal
choice is made to accept or re;ect the suggestlon. For some declslons,
such as that to erect a bulldlng, people may dlscuss an 1dea agaln and
agaln before mak1ng up thelr mlnds. For other declsions, such as that to
put Mrs. X on a commlttee, the whole process, from prOposal to flnal choice,
may take place on one ooca31on. o . o ‘

The larger the idea is, in terms of the expeoted cost of carnylng
it out, the more times it is likely to be'considered before a decision is

reached,

Percentage Distribution of Decisions Cogt of Decision
and Number of Times the Proposal Was Considered

No. of Times

Proposal Was S _ __Cost of Decision .

'_Congidered Total Under $10 $10-$99 $100 Up

Total No. . 783 332 e 180

Total Percent  100.0 1000 100.0  100.0

lmme . - 579 732 57.6 30,0
oy ok 19.9 %69 30.6
5 or More CaTs 69 155 394

€ 5.0#9

: . The total number of dec’sions studied was 813«  The discrepancy
in total number of declslons resulted from 1ncomp1ete ‘data on some deci~
‘sions. : - o , L
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How much disagreement was there? In any group, some decisions.
~are made with no ’division_ of opinion expressed, either because everyone
is in agreement oribecause nobody cares enét;ghﬂ about the issue to raise
an objection, Other ,decisib‘ns‘are made in an .,a@}mqspéere of .dii'ision,
either friendly differences of opinion or bittg:;g' disagreement. Where
there is disagreement in discussion, it may be resolved so that there is
.unanimity in the final deciéion, or there may Vbe;ws;:me _me,mhers of the group
who hold out until the end and are finally voted down or disregarded, |
, By far the ma;joripy of,_decisions in Union co:pmz};;w were made with
no reported_disagfee_ment. There was more disa{greement{q\ter‘ 1@;'ge deci-
sions than small _pneé. Furthermore, for the iwo lowex.'”:é;shti;g.ﬁegories.,
division in discussion tended to be "patched up"' before decisions were
‘ finally rea.chet_l. For the bi_ggest_ decisiops, on the other hand, _whatever
disagreement arose usua]_.ly ‘remained until the decision was f}"ihallyv made.
Was the decision made by an individual or by a group? Some deci-

sions for community action are made by one individual alone, while some

are made by groups. They may be made by formal organizations or ty sev-
eral persons who "put their heads together" to think through a problem.
It is much more common for little things than for big things to be decided

by individuals.

' WHO MAKES DECISIONS?

~ Pormal and informal lay leadership. What sort of people make de-

oisions for community projects? Are they ioeople who hold offices in many

v organizationa‘?‘ Are they people vhp are generally recognized as leaders |
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in the commumnity?" Lei us see.firsx what was done hy:lgx leaders--that
.is, people who were'ﬂgt‘bging pg?@;fqgﬁﬁhgiﬁ;}ga@grship positions;';Later
we shall see the part pl&yed-bprroféssionalfleaders.

© Two aspects of lay leadepship have been distinguished in the
present study--formal.and informal leadership statuses. Formal leader-
ship, ‘expressed in a formal leadership scove, refers to the holding of
officé:Qr.committeq;membershipnin any . formal Organiiationﬂwhich‘mEets’in
..Union. Informal leadership referSJto,the_ﬂcommunity'image" of the per-
son's 1eaderShip; and is expressed in.an informakglgadershig.gggg.

Theée two are related. That is to say,'there’isra“tendehcy for
_people who hold many offices to be thought of as. important leaders in the
:ypommunity,'and for persons who are thought of as leaders to hold offices.

.But this is not always true. In one neighborhood a very low relationship
;.. a8 fouh@; and in the other ﬁhrée_it was not near a one-to-one relation-
..ship,

Degision making. People who hold many offices in Union community
_also generally have a large part in meking decisions for cbmmunityv§ro-'
_.Jjects. But they do not always have such afpart; ' In the two more active
~ neighborhoodsy Center and Farmwell, there was a closer relationship be-
tween formal leadership scores and decision making scores than‘there“wés
in the other two neighborhoods. Could it be that one reason these two
neighborhoods take up many projects, and succeed in them, is that many
decisions go through the normalchannels, iJe. the elected officers of
the organization?. .On: the bthggnhan@, it maj be that the reversé is’ﬁrue,

that people are put into offices because they are known really'to have a
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good deal of influence on what goes on in the community. . .

| Cbrrelation of Fcrmé,i Leadérship vSéo'fes’with |
; Decision Making Scores,. by Neighborhood ..~

No. of

Neighborhood Persons hid <
Union Commumity ~ =~ ... 210 o WJh9 L 4001
Center 92 .61 +001
Farmwell S 57T . . W60 oo 4001
Border 40 «30 .10
Smallfield - : - o - 21 - %] o010

‘Persons who are thought of as. upper informal- leaders do have a .
greater part in making decisions for community projects in Union' than do.
persons who are thought of as lqwex,informa‘,}-&ggders. Here again, the
relationship is by no means perfect. Some of the low correlations ‘raise
q_uéstions as to the adequacy of the method of judges' ratings as a way of
‘locating community leaders. : .

.Corréia.tion 6f ‘Informavly. Leaderéhﬂibx; Ranks Wlth -
Decision Making Scores, by N.eyighborhoodji

“To. of ~ TRank

Neighborhood o . Persons __Correlation . . p<
. Center ~ ‘ s X S ] : «20

Farmwell 23 65 W01
. Border = . . . Lo 3T R S A P

Smallfield R S .0k e

Perhaps there are certain types of neighborhoods, similar to
Farmwell, :|.n whlch pe_ppie realize quite clearly who their .ré;al, ]_.eaders_."i

are. In Farmwell a fairly well-knit group, who agreed on basic policies
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for commnity programs, were malking most decisions. Some other persons,
who were quite ca.pa'ble, had little or no part in comnmm.ty decisions. I%
may be that, hav:mg a small group of major declsion makers in the neigh-
borhood, Farmwell people could give a rather accurate rating of leader-
ship,. | ..

Perhaps there are periods in the development of a nelghborhood
when more reliable rating can be obtained. Center had undergone a commu-
nity crisis in connec'bion with one pro;jeot, and there was a considerable’
amount of criticism of ge'rsbns whc:)' ‘were caught up in the controversy.
Some very aétive persbns may not have been ranked as high on informal
leadership after this incident as they;vwould have been before..

Who makes big and 1i£t1e decisions? Other studies have indicated

that in some types of situations there are certain people who have major:
‘poiicy decisions, while different people make minor decisions.* However,
in the open-country community of Union, it was found that the same persons
who had a large. pa;t in making high cost decisions tended to have a large
part in making iow‘ écat*deéisiohs a,s.;'_well.: A Eoi'relétion coefficient of
+55 was found for individuals' scores on decisions costing under $10 and
decisions costiﬁg' $100 and ups There -A is not as much division of labor .
between makers of major and minor decisions in this rural comlmmlty as was

found 'by Hunter in a large city or by Barmard in a bn.g business corpora.t:.cns

*For a study of decision meking in a large urban center, see:
Floyd Hunter, Community Power Structure: A Study of Decision Makers, Chapel
Hill, N. C.: University of North Carolina Press, 1953, For a study of -
decision meking in a bureaucracy, see: Chester I. Barnard, The Functions
of the Exccutive, Cambridge, Massachusetts: Harvard University Press, 1940.
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Who are ‘these people who are meking many of the low cost deci- -
sions for projects? They are often the top ranking léaderéi' Fbrma.l '
1eadersh,i§ scores were almost, but not quite, as highly correlated with
scores on low cost decisions as with scoreé on high:cost decisions.
. Upper formal leaders had a bigger part in making decisions of all sizes.

- Much the same pattern was found for informal leadership. The top
informal leaders were tending to make many ,1'owgcos£ decisions, as well as
‘meny high cost decisions. . - o
Who talks to whom? ~In the studies by Hunter and Barnard, referred

to above, it was found that, along with the distinction between makers of
major and minor decisions, there were rather definite patterns of inter-
- action. One feature of these patterns was that the top leaders talked -
with one another and with middle leével leaders, but very seldom talked
with lower leaders in making decisions for group action, Middle level *
iea.ders talked with top leaders and with one another, and also talked with
‘lower leaders. - |

.. In Union, however, tbp lay leaders (whether measured in terms of
formal leadership score, informal leadership rank, or decision making
score) were in d:i;rect contactf~:with other people: all the way up and down
the lea.dership structure. Many examples could be cited of upper leaders
d:.scussmg community progects with persons who exercised little leadership.

- Professional leaders., - In the. course of this study, twenty-five

professional leaders were mentioned as having taken part in decision mak-
iﬁg for community projects. Laymen recognized a.number of these profés-

sional persons as key leaders, and several of them rated very high ‘ori<‘ -
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decision maklng. Professzonal 1eaders were credlted with maklng the
original proposals for flfteen of the forty»one actlons whloh were
- studied, - | | v
. The professional leader 1sr;n a speolal posltlon and: usﬁally has
a role in communlty action WhlGh 1s dlfferent from that of the lay leadera
:Not-only.ls he-paid for his work, but he usually~11ves out31de the commu-~
~nity, and he may be conneoted w1th 1t for only a few years, moving on to
other areas when opportunltles open ups For these and other reasons, his
relationship to lay leaders 1s dlfferent in some respects: from ‘the rela-
tionship of lay leaders to one another, |

" Some of- the professional leaders who were connected with Unlon
community consciously worked through high ranking lay leaders to influence
others - in the community indirectly. This was in contrast to the way lay
leaders operated,~which has been mentioned above, talking with both high
‘and low ranking léadefs when decisions were to be made;:

In connection with some of the formal organizations in Center and
Farmwell neighborhoods particularly, professional advisors would usually
talk over with chairmen the proposals which were to come up in meetings,

and the chairmen often presented the proposals.
WHAT MAKES A SUCCESSFUL PROJECT?

'Anyvgroup,wantS'its project to succeed, :In the present study an
attempt.waslmade'to classify projects on the basis of the extent to which
theyvsucceedédp-that;is, the extent to which the final product was the

same as the goal the group had in mind just beforée they started actual
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execution of . the project.» It was found. that tHirty: of the forty-one- pro-
jects had achieved substantlally what was-originally: intended, ‘while-
eleven had not. Of these eleven, eight had achleved'less.than-the.orlgi-
nal goal, while-three had,achieved;mo:gAthqujhe;qriginal goal. . Of
: coursé,vthe community was especially proud .of the projects which had -
achieved‘morevthan had been expected. - On the- other hand, : these projects
might have-accomplishedfmgrgifor the money and effort if -they had beén«-
more'eérefully-plannedrbefoyg;e;ecgt;qn began : -

. ‘What are;some of the factors.connected with achievement of -the
. goal of action?

. Low cost projects. In general, low cost projects achievedrthéif:"'

goalé more than high cost projects_did.*.uThis may -be one reason that the
two-mére active neighborhodds tended to have successful projects.. They o
undefﬁook:a large number of small projects, which tended to be successful.
Witﬁ their experience in small,’successful'projects, they were able to
undertake;larger projects and complete‘them successfully. -

: Backggg of a formal organization. Only six of the forty-one inno-

vations in community action had been undertaken by -informal groups without
the backing of -any formal organization. Yet three of these six were un=-
successful, achieving less than: was originally.intended. - Perhaps. the
.failure.té use the resources which community organizations might have of-
.fered was partly responsible for the lack of success of these projects.

There were projects undertaken by informal groups in Center and Farmwell

o Of 18 proaects costlng under $500, flfteen achleved the or1g1na1
goal. . 0f 12 projects ‘costing: 3500-%#,999, nine achieved the goal,  Of -
11 projects:costing $5,000-up, six achieved the goal.
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which might have failed if formal organizations had not taken them up in
time. In Border there simply were no orgenizations to "ecarry the ball,"
sofsome efforts failed.
Careful ggal setting and planning. In general, the people of

Union community knew quite specifically what they wanted to achieve before
they started actuallyvexecuting commnity projects. However, they were
not élways specific in their plans for how they wanted to achieve these
things. They sometimes accepted an idea rather quickly, without discuss-
ing very far just how practical it was. For Union commumnity during the
period of these actions, setting of specific goals was not a major problem
.as far as goal achievement was concerned. But some projects seem not to
have achieved their goals because of lack of exploration of the type of
goal which would meet the commnity's needs, lack of exploration of means
- and conditions to achieve goals, and failure to set specific plans before
beginning execution of projects.

Decisions by groups. In those actions which achieved less than
the original goal, there was a tendency for decisions to be made by single
individuals rather than by groups, either formal or informal. -In those
which accomplished the original goal, there was a tendency for decisiomns
to be made by groups. There was a very decided tendency, in the actions
~ which achieved more than originally expected, for decisions to be made by
groups. This may be related to the great enthusiasm with which these pro-
jects were carried out. '

,éggeement'on decisi§ns.i Lesg division'df 6pinibn was reported for

the decisions in projects which achieved the goal than for those which
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achieved either more or less. Furthermore, what disagreement there was
tended to be-resolved before decisions-were made definite. = On.the other
hand, for the actions which failed to 'achieve goals as well as for those
.which achieved more than intended, there were more disagreements which
remained unresolved than there were which were settled before reaching a
decision. ! -

Why is disagreement related to failure to achieve the original

-:goal?‘ Lack of agreement may lead to failure .to achieve goals. - For in-
stance, one particular project was simply dropped after it had been going
for a few weeks because the person who had been put in charge could not
come to an agreement with others about-a number of -details. - On: the other
‘hand, - the relationship between disagreement may be quite a. different one.
Disagreements may break out when it is: found that the group is not accom-
plishing what it set out to do. - For instance, some of the projects which
dragged on and on led to apathy and finally to petty bickering, making it
‘harder for the community to get together on any_futuré'project.

. wo.o-Decisions by upper formal leaders.‘.If upper formal leaders take

much part in decisions for a project, the project is more likely to suc-
ceed. For Unioﬁ‘community ag a whole, correlation of individvals! formal
leadership scores was highest with their ‘scores on decision making for -
actions which achieved the goal as set (r = .45); it was lowest for.
actions which achieved less than thevgoal‘(r = 411); and it was inter-
mediate for actions which achieved more than the goal (r = +37).

Informal leadership. . No definite relationship was found between

informal leadership rank of decision makers and goal achievement of - -
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actions. However, for Center and Farmwell there was a slight tendency
for informal leadership to be more closely related to participation in
actions achieving more than the original goal than it was to participa-
tion in actions achieving just what was originally aimed at. This raises
the question whether in these two neighborhoods, the "community image" of
leaders may be affected more by participation in the few dramatiq, some- 
times ill-planned actions in which more than.the original goaliis accom-
plished, than it is by participatién in deliberate, carefully planned
actions which achieve the goal originally set.

Participation of professional leaders. In Union community, pro-

jects‘in which professional leaders participated were more likely to
achieve the goals originally set. There were twenty projects in which as
much as ten percent of decision making was attributed to professional
leaders. Out of these twenty projects, eighteen achieved the original
goal, while only two achieved less,

It appears that there were two different ways in which lay leaders
failed to use the resources of professional }egdership. In the case of
actions which achieved less than the goal, professional leaders seem to
have been consulted on very general goals and plans, but their advise was
not sought in making detailed plans for action. On the other hand, in
the case of actions which achieved more than the goal, professional
leaders! advice seems to have been sought on rather inconsequential mat-
ters, not in setting over-all goals and plans.

Amount of participation by professiqpa}vleaders is nqt the whole

stoxy. The way in which they influence decisions is perhaps more
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important.  Both. of.the unsuccessful actions in which. professional leaders
had'a ‘major part were handled in a rather authoritarian mammer. In one -
instance the group ih:Unionxcommunity.was»simply”informéd that the project
hadfbéén initiated at: the county: level and it was assumed that they would
take“part;t In the other instance, a professional leader had not prepared
the way by informal convérsations before suggesting a project. The lay-
‘-man who was asked to assume leadership did ‘so reluctantly but soon dropped
it, -and the project failed. |
" ‘Those.projects in which professional leaders participated most
‘were the same ones .in which.goal setting and planning were done very care-
c fully.. It seems probable that professional leaders were encouraging lay
leaders.to,QXplore*possib1e projects before plunging into them, and that
this was one factor in the achievement of goalss -
| LEADERSHIP AND KIVGETP
o “This study was started on the assumption that leadership is not a

quality'whichfan individualvpoésesses; but is a process of group interac-
tion. . It is not something that a person "is," but something that he "does"
in groups. Community leadership roles are learned, just as other roles.
arehlearned,yandathéy‘arewrelatedﬁto the other things which a person does.

"f.vwfIt5waSTex§ected‘that, in ‘an open~country comhunity.such_as Union,
leadership would be relatedito-kinshipﬁéthat-isg pééple who are c;ose kin
to one anothér,would¢havefsimilaf'leadership‘position8¢ This does not :
~imply that leadership is a.quality which is inherited, as blue eyes are

inherited. It implies, rather, :that the family is one of the places-in .
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which a person learns to assume leédership." The commﬁnity'expects;the;
son of ‘a community leader to take the lead himself, . .And the éon grows ‘up
‘expecting to be given positionS'of-leadership.‘-He-may‘get from this .
parents or older bréthers and sisters some of the knowledge and skills -
which will enable him to aésume a:pdéition of leadership in commuﬁity‘afa
fairs.

‘However, it would not be expected that everyone's leadership posi-
tions would be similar to those of their near relatives. There is con- '
stant change in family fortunes. In American society~a¢high valﬁe is
placed upon being able to "rise from the'ranks,"rand-our changing economic
ahd social systems demand that people learn to fill new fypes-of“positions.

. It was found in Union commmity that individuals usually had
‘leadership positions which were similar to their near relatives' leader-
ship positions. -That is, if a person held a:high number of offices and
committee memberships, most 6f his‘brothers and.sisters, his parents, his
wife, and his children who lived in the same;.neighborhood would ‘usually
hold many offices and committee memberships. - If they were low, he was
usuélly low. The same was true for close relatives'! informal leadership
and for decision making  scores. | ‘

. Kinship, of course;‘iévnot,the’only facfofain leadership. There
were some people whose leadership'statuses,did-not‘correspond to that of
their near,kinsmen. Two such instances~occurred*in;Céﬁter..vBut it does
seem that the Union commﬂnit&*family feiationships-are‘one of‘the~impor-“
tant factors in preparing people to accept p081t10ns of leadershlp, and in

influencing the community to put people 1n such posztlons. :
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* SOME PRACTICAL IMPLICATIONS . -
A number of practlcal 1mp110at10ns arlse from thls study—-p01nters-

for flndlng and developlng 1eadersh1p and for plannlng communlty actlon.-

: Identlflcatlon of communlty leaders. Effeotlve work 1n & commu-

nlty’often requlres 1dent1fioat10n of persons who are exerclslng leader--
shlp. The present study would 1nd10ate that real leaders are not to be
looked for behlnd the scenes. They are, for the most part, the men and:
women who are known to take part 1n communlty progects and are maklng not
only major d801810n8 but mlnor declslons as wellg If even m1nor decisions
;are traced to thelr souroes, 1t w111 be found that the people who are mak-
ylng them are also often maklng ma;or declslons.

On the other hand, the 1dent1flcat10n ofbmagor leaders cannot al-
wa&s safely be based upon the Judgment of a few ind1v1duals, not even
“knowledgeable people. In some s1tuat10ns, people seem to know who the
dQGISIOn makers are, 1n others, they may be mlstaken. Laymen's Judgments
of who top leaders are should certalnly be taken 1nto account but should
-~ be oheoked hy other crlterla, such as actual partlolpatlonvln dec1s1ons
’ for communlty action. ” | |
‘l Where an 1nd1v1dua1 has a maJor partlln declslon-maklng, hls close
"relatlves w1ll probably also have more part than the average cztlzen.

: There are. many exoeptlons, but thls 1s a useful rule of thumb for prellmr

inary 1dent1flcat10n of p0551b1e leaders.

Leadershlp trainlng. Flndlng people who are already assuming
“roles of leadershlp is only the beglnnlng of the Job. It is at least as

1mportant to traln leaders, both the peOple who are already in- leadershlp

—
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positions and those who might aesnmevmore responsibility in this respect.
| The relationship between. klnshlp and 1eadersh1p need not imply a
statzc 31tuatlon. It also indicates that a famlly approach to leadershlp
tralnlng may open up undeveloped leadership potentlalltles. Thus, the
fact that one member of a famlly is acceptlng declslon maktng responsi-
b111t1es may be an indication that others in the famlly could be given |
more leadershlp respon31b111t1es. In a communlty such as Unlon, there‘J
are conelderable p0831b111t1es for development of 1eadersh1p, and thls
may be one of the ways in whlch it can be done. |
| Profes31cna1 leaders need to get across to'iay leeders a greeter
understanding of the relatlonshlp between profe551ona1 and lay 1eadersh1p.
It is ev1dent that laymen in Union understand to a large extent what the
resources available through some profess1onal leaderehlp channels are-=
eapecially the ideas for communlty action whlch they can get from profes-
31one1 workers. However, a broader understandlng of when and how to use
these resources should make it p0831b1e to plan actions ahead more care-
fully than is belng done 1n some casesc | |
In a communlty such a8 Unlon, there is taiue in uppen ieeders'

having dlrect contact not only with 1ntermed1ate 1eaders but with people
in lower positions in the leadershlp structure. Thls pattern of broad
contacts should not be 11ghtly undermlned. Honevep; the'demands cf effd?
clent community actlon sometlmes make it dlelcult or 1mp0551b1e for upper
leaders to be in contact with a 1arge number of people. Thls may be a
grow1ng problem in communltles in whioh there is an 1ncreas1ng number of

communlty actions. In such a 31tuat10n, profe981onal leaders can help
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lay leaders to think. through the 1mp110at10ns of delegatlng respon81b11-
1ty and of ‘establishing indireet: contact with a large number of people
through intermediate leaders.’ Professional leaders can show how they
themselves have found this indirect contact an effectlve resolution of
the dilemma between "spreading themselves thin" or using authoritarian
nethods of getting things done. Oné way to work through intermediates
would be to make more use of thé éxisting committees which represent dif-
ferent areas of neighborhoods such'as'Cénter~andfFafiwella‘ o

Planning community. action.” Leadershlp tralnlng is 1nseparably

connected with community action and means nothlng wmthout 1t. The“fpllgg-
ing suggestions about planning community action iay point up this p&r?@qf,
ﬁlar phase of developing leadership.

The present study indicates the importance of the neighbqrhood ‘
base of_éroup action. In this particular community, action isvalmost en-.
ti¥ély on a neighborhood basis. Where people of one neighﬁorhood are
diviéed in‘théir loyalty to two communities, little effective action may be
expécted. County lines do not necessarily coincide with divisions between
locality groups. Where administrative lines can be drawn to follow neigh-
\borhood and community boundaries, and to make larger communities out of
total neighborhoods, it ‘should facilitate community action.

The study indicates some of the resources in a rural community,
which are available to professional WOrkerstho will use them, The two
neighborhood elubs and the churches are among the most active and influ-
ential groups in the community. Through them some of the profess1onal

leaders have been able to get programs across very effectlvely. By~
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bdmparison, somegofher professional leaders' programs operate almost -
entirely through individual contacts; not through local groups. They
miss the potential resources of formal and informal qommunity groups,
which could'help’them in carrying out their programs.

‘Attention to the organizational base of community action should
make for more effective programs. Where appropriate organizations exist,
‘action should normally be channeled.through them rather than bypassiﬁg
them. And where there is no organization to underteke certain types of
action, it may be more important to develop the necessary organizational
f-machinery over a period of years than to attempt some action which is
foredoomed to failure because the resourceé of the neighborhood cannot be
channelized.

It should help, in planning actions, to see.each project as a
total process. It seems especially important that the interrelationship
of goals and plans be understood. The most worthy goal means little until
plans are developed for reaching it. Over-all plans as well as over-all
- goals need to be decided before execution of projects is begun.

In evaluating goal achievement, it is important to realize the
difference between achievement of the goal as originally intended and
achievement of more than the goal, and to judge most types of action in
terms of correspondence of product with original goal--not more, not less.
Community groups should realize that achievement of more than the goal
nay ‘denote poor planning.

Community groups should see beyond'the projects which they are

workihgvon at any particular moment, to the sequence of actions over a
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per:.od of tJ.me. . Regular plannmg of actn.ons, usually on a yearly bas:.s,
should make for effectlve use of resources.' And a ser:.es of related pro-
,Jects over a perlod of years, each planned as a unlt, yet seen in rela-
t:Lon to one another, m:.ght be an alternat:we to very 1arge pro;ects wh:.ch
attempt to do more than oan be env1saged a.t one tlme. |

F:mally, the exper:.ence of the two more act:.ve ne:.ghborhoods sug-
gests the value of a series of small proaects, wh:.ch depend upon locai
resources and call for dec:c.s:t.ons w:Lth:x.n the ne:.ghborhood. W:.th such ac-"
tlons gon.ng on all the t:.me, people 1earn what thelr resources are and e
get practlce in coopera.t:.on, 80 that when they do dec:l.de on a ma,}or act:.on,
they know how to g0 about 1t. They can pla.n an act:u.on realist:.cally, exe-
cute it, and come out with a i)roduct very much 11ke what they ong:.nally

had in mind.
" APPENDIX: METHODS OF STUDY

This is a case study of one community from the point of view of
leadership in community action; All data were collected in personal in-
terviews during a seven-month. period of '1953=54, Respondents were chosen
- on -the basis of their supposed knowledge ,ef.irelevant facts~-which meant,
in practice, largely on the basis ef their part in me,king-deei,éions for
- the projects which were studied. -~

- The major types of information gathered for the ‘study weres - -
(1) general data on the community and each neighborhood, es background
- information on the situation which acting groups. faced; (2) a list ofv v

projects which took place in the community during a_period of approximately



~3]-
two years, and detailed information on processes of decision making for
- new types of progects whlch were undertaken by any group, (3) informa-~
btlon on the magor leadershlp structures—-formal 1ay leadershlp, informal
lay leadershlp, and profe551ona1 leadershlp, and (4) kln relatlonshlps ‘
w1th1n each nelghborhood. | | | | | |
| Three maaor summary measures-tere dev1sed for those parts of the
‘data whlch relate to the present bulletlnz (1) formal 1eadersh1p score,
‘(2) 1nformal leadershlp rank, and (3) declslon making scores o -
1. Fbrmal leadershlp scores were tabulated for each 1nd1vidua1
1nvthe communlty on the ba51s of his formal p031t10ns, during a two-year
"perlod, in all organlzations which meet w1th1n the commnnlty._ Arbltrary

: welghts were glven for four different types of p031t10ns.

Position Weight
" President of organization o
Other officer w

" Chairman of committee

R T

Other committee member
~ Persons making high formal leadership scores may be referred to
-'as ﬁpper formal leaders; those making low scores, as 1ower‘formal leaders.

2+ -Informal leadership ranks are designed tq,represent the "com-
mmity image' of the relative parte,whichsa number of.selected individuals
ﬁad in making.major.decisione:for action.’,Nearcthe end of the pefiod of
| field_work, the interviewer drew up a list of about thirty leaders in each
neighborhted. He then asked four persons .in eagh;ﬁeighbqrhood, who had

.troad-knewledge,of'recent community: activities, .to act as judges. - They
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lWeréfrequeétedﬁto rate the names of leaders-in their own neighborhoods.
accOr&ing to the part they had in making major decisions;for community
action.-“Informalaleadershipirank was then calculated on the.basis of the
average rating given by the four judges to each individual.
"u3.1~DeciSiOn making scores were calculated,.forvall individuals
‘known to have taken part in»decisions,»én:the basis of -data abstracted
from intenSiVe,interviews-cpncErningfcertain community¢acfions.; Informa~
'=tioh‘wanobtéined on 41 actions undertaken by orgenizations and informal
groups in the ébmmunity,*whichrwereAinnovationsafor;the acting . groups.
This information covered: (1) description of action, including total cost;
(2) introduction of ideas; (3) decisions; and (4) goal achievement and
consequences, . For 813 decisions making‘up the-#l*actions, information
was obtained, . through a serles of open~end questlons, on what declsion
was made; how and why the d90191on was made, and who took part in the de-
clslon--that is, what 1eadershlp-statuses decls;on-makers occupied.

Each decision was reduced to a monetary figﬁrénéﬁvthéubésis of the
expébtéd4609t‘bfvcarrYing it out. The expected.cost‘of>any5decision in-
cluaed: '(i)'casﬁ'expehditure,y(z)rmoney‘equivalent to-donated materials,
énd?(B)'man-hours of volunteer work, figured at a dollar an hour. In the
”analys1s of de01s1ons hy cost, three categorles have been used: (1) low

oost of "llttle" declslons, 1nvolv1ng a oost of under $10, (2) medium
- cost declslons, costing %10 to $99, and (3) hlgh cost orl“blg" declslons,
,cosulng %100 or: more. It was assumed that expected cost of execuﬁ:on is
a rough measure of the 1mporuance of a declslon. |

Decision meking scores were tabulated for each individual who
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was known to have had any part in meking decisions for the 41 innovations
which were studied during a period of approximately two years. Decision
Making Scores took into account: (1) six items of behavior in decision
making and (2) expected cost of decisions in which the person took part.
Bach individual's score on any particular decision was calculated
on the basis of six possible items of behavior, which were assigned arbi-
, *
trary weights.  These six items, which were found to distinguish between
the first and fourth quartiles of decision makers at the .02 level of prob-
‘ability or: less, included information*onvwhetheruthe individual did the
- followings
Item - oo Weight
Took any part in decision -
If decision was considered on only one occa~
sion, took part on that occasion
If decision was congidered more than once,
v “‘took-part’more than once :
Made proposal

‘Was member of informal group which decided
Deczded alone

DHE R e

~ Individuals' scores for decisions in each of the three cost cate-
-gories were calculated separately. And for each individual a total

- decision making score was obtained by adding his scores on individual

*See the following: Donald G. Hay, "A Scale for the Measurement
of Social Participation of Rural Households," Rural Sociology 13:285-29%4,
September 19483 William H. Sewell, The Construction and Standardization
of a Scale for the Measurement of the Socio-Economic Status of Oklahoma
Farm Familieg, Agricultural Experiment Station Technical Bulletin No. 9.
Stillwater, Oklahomaj; Oklahoma Agricultural and Mechanical College, April
1940; and William H. Sewell, "The Development of a Sociometric Scale,"

Sociometry 5:279-297, August 1942,
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decisions after multiplying by the following arbitrary weightings for

different cost~of-decision classes:

Cost of Decision Weight

Under $10
$10 - $99
$100 or more

ROTE™






