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This booklet presents ideas based on actions taken by
community leaders to recruit new and emerging leaders tc join in the
improvement rsf a community. The discussion includes: (1) asking the
question .'who's not here?" to make sure the community organization is
representative; (2) looking for skills, not names to discover
leadership potential and involve new people; (3) involvement by
degrees thus creating a natu:al progression from helper to leader;
(4) appealing to self-interests and matching recruiting style to the
personal motivation of the new leader; (5) using a wide-angle lens to
see how each contribution fits into the whole picture; (6) defining
the task by explaining the importance of the task; (7) using current
leaders to recruit new leaders; (8) creating a history of efficient
use of people's time; (9) offering membership "premiums" and using
rewards to overccme hesitation of potential leaders; and (10)
marketing your wares and making sure that the community knows what's
being accomplished. (ALL)

**************** ***** ***************x ************************** ********
Reproductions supplied by EDRS are the best that can be made

from the original document.



"PERMISSION TO REPRODUCE THIS
MATERIAL IN MICROFICHE ONLY
HAS BEEN GRANTED BY

TO THE EDUCATIONAL RESOURCES
INFORMATION CENTER (ERIC)."

U S DEPARTMENT OF EIY":"..ATION
Ottee o E.2.cabona1 Reserch d.d nntrovemem

EDUCATIONAL RESOURCES INFORMATION
CENTER IERICI

Thm (SOCunlenT kis been ecooduced as
,ecenect non, Ihe owson o ofgan.zanon
nogmahng .1

C Mnor changes ha.e been rm.:0e to anp.one
eorococnon ouanty

Pcints of v.,* OCirionS Stated lioS 00Cst
ment Oo nOt necessanty leotesent othcmI
OERI 00531.01 c r ',obey

eas or
thg

eaders

A Publication of the Heartland
Center for Leadership Development,

ANA-

Heartland Center for Leadership Development

9

1



_---d/II

i eas for
c liting, n eaders

By
Vicki Luther, Ed.D.

and Milan Wall

Heartland Center for Leadership Development



Contents About the Ten Ideas 1

Ideas 1 - 10.. 2
About the Heartland Center 9
Ordering Additional Publications 10
Heartland Center Directors & Advisors 11

About These 1/41eas represent a synthesis of theory

thi n and experience Working at community develop-
e AU ment in small towns throughout the United States

Ideas has provided a source of examples and anecdotes
that offer real life applications of the theories
about leadership and motivation.

None of these ideas is original: all of the
examples are based on the actions of community
leaders dealing with the very real problem of
recruiting new and emerging leaders to join in the
improvement of a community.

Nor is the list by any means exhaustive, since
ideas for recruiting new leaders are really only
limited by personal creativity and circumstances.
However, these are proven apptoaches to the
recruitment problem and can be considered with
confidence.

0 1989 Hea rtland Center for Leadership Development
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By looking at skills rather
than names, yok can discover
leadership potential and
involve new people.

IDEA 3

A simple Y. iay to identify
new people to recruit is to
focus on the skills needed for
the task, not on the person
who last did it. By listing the
skills required for a task and
then attempting to match
those needed skills with an

individual's experience, it's also possible to
identify a whole new group of people who can
help with a community project.

It might turn out that the person with the
necessary organizing skills for the community
picnic is a retired farmer or an elementary school
teacher who's never before been asked to help out
with a project.

Try Involvement by Degrees

One of the most successful techniques for
helping new leaders develop is to offer ways in
which individuals can become involved on a
litnAed basis and then "grow" into a larger and

more prominent role.

Asking for help with a
small and simple task makes
it easier for an individual to
respond with a yes while pre-
senting the chance to increase

the commitment as time goes by.

It's important to remember, though, that many
people do need a strong push to the front to take
m a leadership role. Often history and cultural
influences can keep talented individuals in the
background. However, gaining experience
working within a group usually bolsters c, nfi-
dence to take on more responsibility.

In fact, there often seems
to be a natural progression
from helper to leader.

,
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Appeal to Self-Interests

A standard approach to recruiting new
volwdeers is to try to understand the personal
motivation of others. The realization that others
see rewards in community service is a vital step to
both identify and recruit new leaders.

Active self-interest inay be intellectual or
altruistic or social. Individu-
als may wish to help others, to
pay back a debt to the commu-
nity that fostered them, or to
receive the approval of friends
or neighbors.

It b, essentially, the per-
sonal drive that brings a new leader to the point of
taking a risk and trying to accomplish some task
By understanding how a person sees the rewards
of community service, the appeal to take on a lead-
ership role can be tailored to be most persuasive.

IDEA 4

Match recruiting style to
the personal motivation of
the new leader in order to be
the most persuasive.

Use a Wide Angle Lens IDEA 5
While the effort to bring new people into the

leadership arena is important to community
improvement projects, it's also important to
recognize that even the smallest and most limited
volunteer contribution can be part of the leader-
ship activities of a community.

Planting flowers in a park What's important is
or helping with a mass seeing how each contribution
mailing may seem like small fits into the whole picture.
efforts, but they still are part
of the whole picture of what
makes up a healthy and vital community.

Recognizing and encouraging any and all
contributions to community survival requires a
sense of the big picture. And, by never discount-
ing any effort, no matter how small, the door to
increased involvement remains open.

4



IDEA 6 Define the Task

Recruiting new leitders by asking for help on a
community project becomes wry effective when a
task is very clearly defined. This means describ-
ing the skills needed as well as the time commit-
ment required.

Explaining why a task i s
important and how it will
make a difference is an
effective way to recruit an
individual into a leadership
position.

IDEA

5

7

Ws also a good mofiva-
fional technique to describe a
task ia terms of what the
expectations are, perhaps
even including a final
product. For example, if a
leader is asked to manage a
town hall meeting, the
expectations will certainly
include speaking to the

assembled group and introducing others. It might
also involve helping with advertising the meeting
or designing the agenda. The difference in time
commitment is obvious.

Finally, defining the task should also cover
some ideas about how the special task fits into the
whole scheme of community improvement. That
understanding of how a contribution makes the
whole effort stronger is an irr portant motivational
tool.

Use Current Leaders to
Recruit New Leaders

The most successful recruitment efforts are
conducted by the people already in leadership
positions. Because of their visibility alone, current
leaders are in an excellent position to draw new
leaders into community activity.

Current leaders are also in positions to make
use of resources such as the media, public meet-
ings, perhaps even staff or existing committee
structures to recruit new leaders.



Example is perhaps the
most powerful recruiting
tool available to current
leaders. By sharing respon-
sibilities through delegation,
currett leaders can recruit
and train newcomers to the
leadership pool. Recogni-
tion of effort and friendly
interest and encouragement
go a long way to insure a
good supply of leaders for any community.

One of the signs of a
healthy and vital community
is a leadership group that
recognizes the need to recruit
new members into the
leadership role.

Create a History of Efficient
Use of People's Time

There's nothing so encouraging to a volunteer
as a meeting that's well run. Since no one likes to
waste time, especially volunteer time, the efficient
use of time helps build a positive reputation for an
organization.

Good time management includes careful
follow-up practices for delegating tasks as well as
meetings that are focused
and productive. Short- as
well as long-term goals are
important too, so that some
results are accomplished im-
mediately and serve to build
that reputation for produc-
tive activity.

Group members who are convinced that the
organization (or community) project is worthwhile
and that the effort is well-managed are much more
likely to take on a leadership role.

IDEA 8

An organizational
reputation for action as well
as efficiency always helps to
recruit new leaders.

0LI
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IDEA 9 Offer Membership 'Premiums'

What are the advantages of assuming leader-
ship? By offering some so:t of "premium"to
newcomers, emerging leaders can Wen be per-
suaded to try out a new role.

The use of a reward, often an intangible or
even just a symbolic gesture, can overcome
hesitation on the part of the volunteer leader.

"Premiums" can be
anything from a discou, .1 on
club dues, a trip to a conven-
tion or a workshop or even a
letter of recognition sent to
an employer highlighting the
community service contribu-
tions of an employee.

The hesitancy of potential
leaders can often be overcome
by using 'premiums' to
enhance Om :eadetship
position.

IDEA 10

7

Market Your Wares

Making sure that the community is aware of
the results of local effort is an important technique
for attracting potential leaders. Service dubs and
community organizations, as well as elected or
appinted councils and commissions, should
consider ways to let the community know what's
being accomplished.

While word of mouth is, of course, a major
communication path in any community, local
newspapers (weekly or daily) and radio or Tt
stations can be used to highlight projects and
plans. Newsletters and special notices take advan-
tage of the print media too.

1 a



If a community improve-
ment group offers an "annual
report" to the conununity
through the local media or a
presentation to the city
coundl or village board, tbe
reputation and visibility of
the group is greatly increased.
That visibility makes the or-
ganization or project attrac-
tive to emerging leaders and
makes recnritivg potential leaders easier.

Be creative in the way
your organization is
presented to the community.
Build on the reputation of
your group as both effective
and important.

It's uovious that leadership is a continuing
community issue. Recruiting new people into
leadership positions and supporting the initial
efforts of emerging leaders is one of the most
productive strategies for survival that any com-
munity can employ.

Keeping in mind the motivation and needs of
individuals goes a long way to ensuring that
recruiting efforts are successful Rewarding and
recognizing effort is probably the most important
theme for keeping leaders committed.

Above all, the community that works hardest
to make dtize.: partidration possible at all levels
is the one that develops the most and best leaders.
And that's the type of community that survives
despite challenging times.

11
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About
the

Heartland
Center

9

The Heartland Center for Leadership Devel-
opment is an independent, nonprofit corporation
engaged in a variety of activition designed to help
recognized and emerging leaders approach
confidently the challenges associated with funda-
mental change.

The Heartland Center was organized by a
group of Grea , Plains leaders as an outgrowth of
the Visions from the Heartland, a grassroots
futures project The Center is knowii nationally
for its innovative research on rural leadership and
espixially for ib study on "Clues to Rural Com-
munity Survival."

Heartland Center programs include:

Training for leaders in communities, businesses
and organizations to help them deal with
fundamental change by finding opportunRi es
where &hos may see only threats.

Assisting communities and organizations in
developing a capacity for strategic planning
and tackling problems of the future through
solutions they themselves take the lead in de-
vising.

4 Helping policymakers clarify questions key to
the future of communities and states and
promoting broad-scale public participation in
the search for workable yet innovative solu-
tions to problems brought on by significant
change.

Concluding research on leadership and its
potential impact on qualitr of life, public
pob zy, and business and community prosper-
ity.
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Pre-paid orders at the prices listed. Orders
billed will include an additional $1.00 handling
charge per item. Prices include applicable sales
taxes. Prices subject to change without prior
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ORDER FORM
Indicate number of copies of each report requested.

Ea Clues to Rural Commmunity
Survival $10.00

fa Schools as Entrepreneurs: Helping
Small Towns Survive 15.00
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Chyme $150
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Leaders $aso

LICheck if you want to receive
notice of new publications.

fa Chedc if you want to receive
information on Heartland Center
programs and services.
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aty State
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