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Because our reliance on the industrial recruitment model for community development seems almost like an addiction . We need a 12 step  program similar to an AA recovery program to recover from this addictive, non-functioning model of development and the  co-dependent behavior which accompanies it. We need a model which builds community rather than exploiting and destroying communities.  


    


In contrast to the industrial recruitment model for economic development which concentrates on building physical infrastructure, community based models for economic development  place attention to building community.   The traditional industrial recruitment model has failed to develop  rural areas.�  Rural communities, it is argued, can no longer depend upon recruiting outside industry as their road to development but  must turn to a policy that facilitates  development from within.�
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This 12 Step Recovery Program grew out of  the work in rural mountain communities where people were trying to revive their communities.    ,  


 	The 12 Step Recovery Program is drawn from their work and provides some suggestions and guidelines for rebuilding  communities, strategies for building social capital and developing socially responsible, democratic , sustainable communities. The 12 steps are not a straight forward stairway  to community revitalization.  It is more like dance steps.  Sometimes you go two steps forward and one step back to repeat number 1. You tap dance for the funders, fox-trot around the local authorities and slow waltz into some of your projects. The metaphors are endless: you can rock and roll, do the twist, tango or do a dip. Sometimes you go in circles, sometimes individuals come up with a creative improvisation and you keep repeating the steps.  Sometimes they run into major barriers, drop out of the dance and again become wall flowers at the ball.  The leadership model is that of the choreographer who helps plan, train, cheer lead and both participate and watch the performance with pride.





  


There are some basic values and assumptions underlying this model: sustainability,  which basically means development which uses resources today so there will still be resources in the future.  It stresses the welfare of future generations. The process doesn’t trade off the soil, water, people for bad jobs, polluting industries.  This is exploitation, not development and communities  realize they must  stop recruiting and subsidizing folks to come in and exploit them.  It stresses people development;  gaining skills, education, pride, confidence. People are a major resource and must be educated, encouraged and nurtured.  It is culture based;  it does not destroy but encourages creativity and culture, preserves important values and traditions.  It is inclusive, not limited to one elite group, one gender, those who already have power and have always run things.  It starts with local resources and begins by  looking at the cup half full rather than half empty.  Instead of concentrating on deficits, it looks to available resources.  It looks to the aspects of community which people want to preserve, the resources, including people’s knowledge and skills from which they can build and maintain an economy. It must be ecologically based.  The land, the water the resources must be cared for.  It requires commitment to the long haul, planning for the future, the long term.  There are no quick fixes. It aims to  build a just economy, a moral economy.





1. UNDERSTAND YOUR HISTORY - SHARE MEMORIES 


A  conventional economic developer  going into a community to work  would start with a survey of needs, develop business plans, feasibility studies, seek outside capital, build physical infrastructure. As important as these steps may be they do not build community.  They do nothing to strengthen people’s personal resources or sense of connection to one another.  So with the 12 step plan you start by telling stories, understanding the past, sharing memories.  Robert Bellah in Habits of the Heart writes that community is made up of shared memories. People must pass them on. You need a gathering place, a meeting place to share stories, to get people talking, planning, dreaming. �  As people begin telling stories of individuals, of the community, as they share work histories, listen to  stories from the elders who recall the good old days and the bad old days, community is rebuilt, pride is developed, a sense of identity and roots are established.  


.  In McDowell County, West Virginia a summer youth program in which young people collected oral histories and then turned them into dramatic presentations brought people in the communities together and they began to talk about current problems and issues and organized groups to deal with these problems. 





Past development histories need to be recalled as a way to begin planning and develop an understanding of the economic system and what has happened to produce current problems.  When mines close or factories move often the people feel they have failed, have caused the problems, are not worthy people.  Understanding the reasons for the moves, the economic benefits of leaving or closing  frees people to make changes and choose a different type of development





. In Ivanhoe members of the Ivanhoe Civic League whose original goal was to recruit an industry began an economics discussion group to understand why they were unsuccessful in recruiting an industry.  They began telling and sharing work histories, stories of past development by  former industries in their community.  They reflected on how and why the industries used the community and why they left.  They began to  question their recruitment priorities and they agreed that they did not want the type of jobs or development they had in the past where workers were not treated fairly or respected or where the work was dangerous and unhealthy. They changed their vision and developed different strategies and development plans.





Past social movements or resistance history are often hidden away, not published and needs to be revived and restored as models for inspiration and  present day action.


As communities tell and regain their histories, they also develop an understanding of the 





community’s role in the larger history of region, nation and world.





2. MOBILIZE/ ORGANIZE/ REVIVE COMMUNITY





Most rural communities have to find or develop a community meeting place. In many rural communities the post office and the churches are the only viable institutions left where people can come together and talk.  Unfortunately churches tend to divide people by race, class, family and also separate communities.  Congregations can come together and work to build community.  There are some good examples of cooperative church programs around housing, food pantries and social services.





 Ivanhoe took over the old commissary  for a community education center, Dungannon moved an old depot to the middle of town for a community center and  Caretta, West Virginia restored the old school house. The development of a place becomes a mobilizing effort itself.  Community clinics, volunteer fire departments or local stores can be centers for meeting and talking  but a gathering place which is open to all and accessible is most important to begin a revival process. 





Meetings, reunions, festivals, parades, discussions, study groups, celebrations are essential and need to be continued or developed.   Community building must be fun.  Music, dancing and food bring people together and the spirit must be revived first.





Ivanhoe revived the 4th of July parade and developed a recreation park in the empty industrial park with a community reunion and music festival which became an annual event.  Quilting bees, craft exhibit and  local drama were used.  McDowell county writers and musicians formed arts councils and developed community festivals.





To continue the work of community building requires  an organization to coordinate the efforts and must include all segments of the community.  If the efforts are limited to the elite or one social class or age group or ethnic or racial group the community will never be complete.  Democratic participation is essential to a healthy community.  Many organizations already in existence, churches, 4-H clubs, fire and rescue departments, civic clubs can be encouraged to expand their work, be more inclusive and become a force for community development.





3. PROFILE AND ASSESS YOUR LOCAL COMMUNITY





In order to plan and develop, the community group needs to survey and map the community resources and needs.  In order to build from within emphasis should be placed on mobilizing the resources. Catalog people resources: skills, gifts, talents, local expertise and survey land resources: water, soil, timber, minerals, beauty.  Draw on the resources rather than emphasizing the deficiencies and needs. Look to businesses and organizations which are already in place.  Do a study of the various groups, networks, social capital which exists. Outside resource persons to facilitate or help with research can be helpful, especially if they are committed to participatory research but local members can do their own assessments, can do their own evaluation, their own research.  They can  do a simple cost-benefit analysis of local industries and businesses to determine potential for growth or to understand whether it is exploitative rather than developmental.  This participatory research process provides the data for future planning.





After a survey of the community, asking what people wanted to see happen and how they might help, the Ivanhoe community decided to develop an education program: literacy, GED and community college courses.  The old company store became Ivanhoe Tech, an education center, meeting place and hub of the community.   The community developed a history project and published a two volume history of the region which helped people rejoin their memories, history and regain pride in the contributions Ivanhoe had made to the development of the country.  They planned together, developed music festivals, parades, parties, celebrations.  They rebuilt community.  Only then were they ready to begin economic development, build coalitions, enter the political arena. 





4. ANALYZE AND ENVISION ALTERNATIVES





It is important to talk and plan together for the future, to have dreams and hopes and visions.  This can be done in many ways:  study groups, bible study, civic group meetings. It is also helpful to look back to traditional values to determine what the community wants to preserve as they also look forward to change.  Study together, visit other communities, look for models, alternatives, new ways of development and analyze strategies for change. Outside facilitation and ideas can be helpful but the community must always keep control. As they concentrate on the potential and resources and what the community wants to preserve,  planning  can  balance needs and resources and people can make choices between alternatives.  When the process is that of outside recruitment then the outside industry makes the choices and often the community trades health and environment for jobs without due consideration or democratic participation in the decision making.


Owsley County Action committee (Kentucky) was formed to study and analyze and work for sustainable development in their county.  Dungannon Virginia developed  an education program in the Depot community center and from one of their economics classes they planned and developed a sewing cooperative which operated for 5 years providing work and training for a group of women in the community.  


Ivanhoe organized a series of economic discussions in which  the community studied, analyzed their situation and after a community survey had a town meeting to review their findings and make plans for the future. Ivanhoe also used bible study to link their faith  and religious values with their development activities. In this process they also questioned beliefs which prevented women’s full participation or attitudes which supported exclusion and racism.It served to foster an emergence, from silence, of a community of outspoken, knowledgeable citizens who demanded participation in the planning and direction of their community.





5.  EDUCATE THE COMMUNITY





An education program is essential to community based development. Personal transformation and community transformation should occur together. In order to develop new and better businesses people  need to develop new skills.  The community organization needs to develop leaders so a leadership development program must be developed and people need to rethink leadership styles to allow for greater participation and utilization of the many skills and talents.  The program should include education for democratic participation.   In most rural communities there is a low level of education so literacy/ GED classes need to be organized and taught in ways to involve people in development work.  Local community college classes, workshops, study circles/ tutoring/ women’s support groups all can be organized through the community group. Youth programs and older citizens programs are also venues for educational programs.  The community can recruit local young people to become doctors, teachers, learn the skills needed in the community and provide community scholarships so they will return.


The process of education allows a community to develop understanding and awareness which can be used to plan, control and monitor change. The questions become not only about what development policies shall shape the region, but more about who shall participate in shaping the policies in the first place, and how to define success.  They ask not only “development for whose interests?” but also “development by whom? toward what ends?”


Participatory development requires an education for creativity, regaining and understanding of popular knowledge and history, democratic decision-making, consciousness of religious and political symbols.  With this investment, people can become better equipped to rebuild their own communities and economies. They have the capacity, social capital to access other resources, network and collaborate with other groups to revitalize or develop their community. 








6.  BUILD CONFIDENCE AND PRIDE





Communities which have been dominated by one industry have a history of dependency  and attitudes which must be changed..  Regaining their history through oral histories, music, theater helps build identity and pride.  As the community rebuilds, people’s work and the group’s accomplishments should  be recognized and celebrated. Graduations for GED and educational achievements and rewards  for  learning new skills help build community.  Artists, writers, poets, song writers emerge and flower when a vital community development process begins.   Spiritual growth should also be encouraged. Community rituals and ceremonies should be initiated to express the new spirit of development, personal and community.  


Ivanhoe invited all former residents to return and support their revitalization projects by forming a circle around the town.  Hands Around Ivanhoe symbolized a new unity and support for renewal.  Parades, graduations, Christmas and Thanksgiving gatherings with gift giving, prayers, poetry, theater and music created new symbols and revived older ones.





7. DEVELOP LOCAL PROJECTS





As the group begins a planning process they can  link needs and resources and develop projects to bring them together:  a volunteer child care center, tutoring for children after school, a craft cooperative, a recreation area, a park, cleaning up the town, repainting, planting flowers or trees, honoring the ancestors with Christmas lights. Community wide and small group projects increase participation and involve new and different groups in the community.





McDowell County, West Virginia developed a mini-grant program with small grants to community groups for projects to improve their communities.  These acted as incentives for local community groups to organize and  begin development activities.  Projects were quite varied, ranging from developing a tutoring program to putting up a statue honoring  former coal miners.





 Often a community project may not seem to outside resource persons as meeting essential needs, such as building a memorial park for veterans or coal miners who died in the mines but these projects may be the way to mobilize, to build community which has to precede other work.  Encourage youth enterprises, look for local entrepreneurs and celebrate each new project.  It becomes contagious.





8.  STRENGTHEN YOUR ORGANIZATION





The community organization which is formed needs care and nurturing.  Although many communities have very strong charismatic leaders who get the process started they can’t rely on one charismatic leader.  Charismatic leaders  can be most important in early mobilizing and continue to add spirit and enthusiasm to projects and activities, but broader, more diverse leadership, collective leadership is needed for long term sustainability. Solo leaders burn out and organizations fold unless there is broader leadership.   Leadership development and staff training are important to develop this broad leadership and training is needed for special skills such as  fiscal management, bookkeeping, fund raising skills.  Everyone needs to be involved in strategic planning and evaluation. The organization may need to seek outside help with organizational development. They can learn from other groups and must enlarge the participation so the organization doesn’t evolve into another small clique pursuing their own self-interest.





9. COLLABORATE AND BUILD COALITIONS	





Community groups need to make linkages, form networks, partnerships with other groups to gain strength and share resources and learn from each other’s efforts, successes and failures.  Small isolated community groups can become marginalized by the power structure, labelled as “trouble makers” and ignored.  A coalition of groups can  form a power base to influence or control local government.   Community organizations should begin to make connections and linkages: local, regional, national to access resources. Use existing networks, get representation on boards: schools, libraries, county commission, economic development groups. Groups need to locate  outside help and resources but learn how to use and control outside resources and not be co-opted or controlled by them.  Communities must set the agenda and make a contract with outside resource persons and organizations.


 In McDowell County, West Virginia, through a creative program funded by the Benedum Foundation  efforts were made to develop local community development groups throughout the county and to link them together through a community board to give support, share strategies and ideas  and develop political clout.  Fifteen community development groups were organized, trained through  a series of workshops and each developed community projects to improve life in their community.  These included  buying the local, abandoned school building and developing community recreation programs, child care programs, a CCC works project, a statue to honor the miners who had worked in the coal mines, a community library, a tutoring program for children .  The linked communities were able to share resources and information and for the first time to cooperate in planning which resulted in the county being selected for a national Enterprise Community grant for sustainable community development. The Enterprise Community program has brought together grassroots  community groups, service agencies, government and county officials and decision makers to collaborate and plan together. In McDowell County the grassroots community groups had strength enough to include their needs in the county agenda and keep control of the process when the County Commission tried to take over the program.





With a coalition of groups it is more difficult for the established power structure and decision makers to ignore them or marginalize them . You can’t develop alone. 





10. TAKE  POLITICAL  POWER 





Political activity becomes essential  to challenge and change policies to redirect resources to the community.  Community groups can encourage and support  members of the community to run  for  political office.  They can begin civic education, voter registration and encourage and facilitate participation, develop a local monitoring program and attend all council/commission/board meetings and get members on all the boards. Advocacy skills can be taught and members can lobby elected officials, bring them to your community, recognize them when they make progressive moves and  educate them about community needs.


In Letcher County, Kentucky local governance groups were organized to monitor and participate in local government.  This resulted in a reform candidate for local judge executive and a citizen group appointed to the economic development board. They are instituting a major project to provide county-wide sewerage and water and are beginning a sustainable development planning process.





11. INITIATE  ECONOMIC ACTIVITY





 Community groups can encourage and begin development of home-grown businesses.   They can seek capital for local projects, develop a revolving loan fund, establish a mini-grants program and work with local banks to invest in community businesses.  Group can work to make policy changes in banks and  economic development agencies.  They can confront plant closures and try to recruit responsible outside industries and make community contracts with new industries. Communities also need to look for alternatives for survival, relearn older ways of self sufficiency and survival from elders: raising and preserving food, home remedies. They can use  the history of  the region or the natural environment for historical or ecological tourism.   Through the education program they can develop local job training and business development educational programs.  Communities can establish an incubator for small local businesses. They can work with young people in the schools to develop entrepreneurial training and encourage small business development as a career.





In Owsley County, Kentucky, a group of women began an organization Workers of Rural Kentucky and began developing small businesses along with education and training programs. Small businesses included a cleaning business, a T-shirt silk screening business, a bakery, thrift store. They built coalitions and developed linkages with other development bodies to secure loan funds and technical resources.





12.  ENTER LOCAL/ REGIONAL/ NATIONAL/ INTERNATIONAL PLANNING PROCESS





Communities must recognize that  they are part of a regional, national and international economy so they need to  understand how the global economy impacts the local community.  They can  join international movements which will help small communities world-wide,   make international linkages with other grassroots community groups and rural communities to develop an international movement to develop a  moral, just economy.  In a global economy, communities must also organize globally to make structural changes. 


  





  Rural communities find that they can develop community services, rebuild community spirit, develop educational programs but they still lack access to capital and other resources needed to do substantial economic development. They are still alternative to, outside the mainstream economy and unable to influence their policies. Major changes in development policies, distribution of development money and resources must occur before rural communities can really develop economic security and substantially improve the income and economic well-being of the community. Entering the political-policy development arena becomes essential. Coalitions must be formed and enough power developed to change the conventional development model. 


 


These rural communities are still part of the national and international economy whose agenda does not include preserving or reviving small rural communities. Until the needs and agendas of these communities are included in the national and international development plans, community efforts will be stalled, short circuited and ignored.  Rural communities will continue to be disposable and the creativity and participation which these grassroots movements encourage and develop will be shunted aside. That is why communities must also enter the policy arena, change development policies so that this vigor, energy and social capital can be used to develop socially responsible, democratic, sustainable communities throughout the world.


�
























� “Beyond the Buffalo Hunt: Toward a Broader Definition of economic Development”DC, Shadows in the Sunbelt, Chapel Hill, N.C. MDC, 1986.


� John Gaventa and Helen Lewis, “Rural Area Development: Involvement by the People.” Forum for Applied Research and Public Policy,  Fall, 1989. See also Gaventa and Lewis, Participatory education and Grassroots Development. East West Center, Jan. 6, 1989, published as Working Paper # 18, Highlander Research and Education Center, New Market, TN, 1990.


� Robert N. Bellah, et al. Habits of the Heart: Individualism and Commitment in American Life. Harper and Row 1985.





�PAGE�1�












































