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Abstract

This paper will review the literature on power and authority as it relates to participative leadership focusing on the Servant and Self Leadership Styles.  The paper will compare and contrast Servant and Self Leadership and relate it to issues of power and control in a Clubhouse Model Mental Health Program.  The case study analysis will focus on how power and authority impact the organizational structure, archetypes, and decision making process.  Information pertaining to how Servant and Self Leadership Styles are used in the Clubhouse Model will assist with the identification of power centers and provide management suggestions to promote a more participative leadership style.
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Definition of Power
Power is the potential to influence, and leadership is an attempt to influence (Heresy, Blanchard & Johnson, 2001). Leadership and power are the catalyst that brings about organizational performance.   According to Fairholm, (2001) the use of power is the part of the organization’s dynamics, it is part of the normal interaction of people.  Power is used for selection of key staff, development of incentive systems, promotion, reorganization decisions and the use of information.  Power is the major tool of a leader to motivate their followers.  Effective leaders are those that act in response to a higher sense of purpose.  They do this by addressing human reward and emotional needs; they develop a sense of commitment in their followers (Blue, 2003).   
Power is a perception.  It is not enough to have power but people must believe that you will use it.  Heresy et.al. (2001) explain the types of perceived power, they include:
· Coercive Power:  The perceived ability to punish or give consequences for not performing.

· Connection Power:  The perceived association of the leader with other people of influence.  
· Reward Power:  The perceived ability to provide positive things to people who do a good job.

· Legitimate Power:  The perception that is proper for the leader to make the decisions because of title, role, or position in the organization.
· Referent Power:  The perceived attractiveness of interacting with the leader.
· Information Power:  The perceived access to or possession of useful information.

· Expert Power:  The perception that the leader has relevant education and experience which would be helpful in the present situation.

A situation will dictate the type of power which will have the most influence on a follower.  The maturity of the follower and the skill of the leader influence what type of power technique is used.  Coercive and reward  power are more effectively used in situations  where the maturity or readiness level of the follower is limited; while expert and informational power is used with followers who are ready and willing to interact with the leader.   Perceived power is demonstrated through the use of two types of power activities that are positional and relational power styles.

Positional Power
In many situations the power to influence is obvious because of one’s position in an organization, family, or social setting (Heresy et al., 2001).    Individuals obtain the role of leadership when they step into the position of sergeant, CEO, mother, or sports star.   Positional power comes from the role that a person has, many times this role is given additional authority through the sanctioning of an organization or societal value. 
Relational Power
Relational power is also referred to as personal power. It is bestowed on the leader by the followers; it is related to the followers respect and commitment to the leader as they share common goals (Heresy, et al., 2001).  Some authors argue that people influenced by relational power perform better and are happier, (Fairholm, 2001; Bass, 1999; Jackson, 2001) and others authors promote a more structured and positional type of leadership.
 Mader (2003) gives an example of the use of positional and relational power.  A naval captain was given a new ship to command that had a history of poor performance and poor morale.  He surveyed the crew and found out that the number one problem was that most people felt they were not respected or listened too.  The captain knew he needed to change the culture of the ship and he did it by first using positional power.  He implemented several changes in procedures that had a negative effect on the crew; he empowered the crew to take responsibility for their own actions by developing better procedures that provided a better environment to do their jobs.  The second part of the transformation was a slower process of using relational power.  From a relational power point the captain made an effort to get to know his personnel; he interviewed each person on the ship and listened to what they had to say.  The captain made an effort not to do things that would offend the crew, he did not cut in line to get his food first which was the custom of other officers, and instead he would stand in line and talked to the staff as he waited for his food.  The captain turned the morale and the performance of the naval ship around and he rewarded the personnel for their high performance.
Empowerment
The success of an organization is from the combined effort and energy of many people that are bonded together to achieve a common vision (Deering, Dilts & Russel, 2002).  This type of connection is mutually beneficial for an organization when the followers can develop and use their talents to improve the quality of their life and the performance of the organization.  The practice of empowerment encourages all group members to exercise power (Fairholm, 2001).  Employees who are empowered will be encouraged to combine their talents and skills to find better ways to improve performance or to initiate change.  Deering, et al. (2002) explains that in an empowerment leadership culture individuals are encouraged throughout the organization to develop and demonstrate key leadership actions and qualities.  Efforts are made to train and develop future leaders.  People at all levels in the organization are encouraged to be proactive and take on leadership roles.

Leadership Styles
The interaction of people is the force that allows leadership to happen.  People choose to follow a leader.  A good leader instills trust in the followers, this trust does not usually come from a position that one holds, but from quality guidance applied in numerous interaction. Leadership is an intimate social event (Fairholm, 2001).  The type of leadership that will be discussed in this paper is Servant Leadership and Self Leadership.  
Servant Leadership

The Servant Leadership style was developed by Robert Greenleaf in the early 1960’s.

Greenleaf’s definition of a servant leader is being a servant first.  Serve first and through that service, be a leader (Bennett, 2001).  His early work, “The Servant as a Leader”, coined the phrase Servant Leadership.  Greenleaf worked for the AT&T organization for 40 years in the field of management research, development, and education.  He also spent an additional 25 years as a consultant in management and leadership and founded the Center of Applied Ethics which is now the Robert B. Greenleaf Center (Spears, 1998).  Greenleaf and his colleagues believed that their leadership had to be inspirational and humble; they continually had to give up their egos and be dedicated to serving others.    The Servant Leader has self confidence and courage to know what they believe, while being open to the opinions of others, as they search for the balance between self indulgence and self sacrifice (Secretan, 2000).  Several authors (Batten, 1998; Bennett, 2001) have contributed to a list of characteristic which describe Servant Leaders, they include:  

· Be a healer of self and others.

· Use persuasion rather than a position of authority.

· Create opportunities for  others to generate ideas and concepts.

· Promote growth in   others including:  personal, professional, emotional, intellectual, and spiritual.

· Have a vision, expect results.
· Open and honest communication to the right person at the right time.

· Use trust in the building of  relationships, be trustworthy.

· Seek to be wise and knowledgeable.

· Promote and share the successes of others.

· Use flexibility to promote growth and change.
According to Battan (1998) the servant leader’s characteristics transform people into “go-givers”   who serve and build up others   through caring, sharing, and forgiving.  One of the key elements of servant leadership is to develop an empowering and winning environment for employees.  Failure is seen as an opportunity to learn.  Teams work together with shared goals; they celebrate accomplishments and harvest lessons from mistakes.  Each person’s role is defined which lessens the need for hierarchy in management.  Accountability is seen as a mutual discovery process; then each person is valuable to the process (McGee-Cooper, 1998).  
As a Servant Leader becomes successful the success can cause the personality to puff up and become ego centered.  The person may experience the desire to become directive and controlling in an attempt to preserve success. The Servant Leader must be aware of these natural tendencies and keep the focus not on success but on serving.  Schuster (1998) reminds Servant Leaders to build on their successes and use them to be more successful by meeting the needs of others.
Self Leadership
Self leadership is based on self motivation and providing an environment where people can grow and develop. Fairholm (2001) said the only true motivation is self motivation.  Managers can promote self motivation by inspiring a person to action to satisfy his or her needs.  Potential leaders must have a safe environment where individuals can seek out opportunities to enhance their skills; a person develops leadership capacity through stepping outside of existing roles and preset norms (Blue, 2003). Companies can promote self leadership by offering opportunities in training and experience for its employees.  Employees are in charge of their own development and everyone is expected to take on a leadership role.  Employees should have the flexibility to pursue their own ideas and they are accountable for their actions in the workplace (Gale, 2002;  King, 2001).  
The Self Leadership Model is exemplified in the Gardner Model.  The model was developed by John Gardner founder of Common Cause Washington D.C; His assumption is that a natural resiliency is common to individuals, organizations, community, and country.  His model focuses on opportunity, optimism, and what the individual has to do for him or herself to be successful.  The model also focuses on what leaders in society must do to provide individuals with possibilities for growth, confidence, and hope. Gardner believed that families and community are generators and preservers of values and ethical systems.  Shared values are essential for the survival of any society and are generated through family, school, church, and other intimate settings.  This model focuses on the individual and how a person can become successful and learn the process of self renewal which will allow a person to continually tap inner resources, (O’Connell, 2002).  In this model decisions are made by people in authority to empower followers.  It also encourages individual and group thinking to overcome challenges.  The Gardner Model values the Self Leadership style of developing individuals into leaders.

A further investigation of self leadership by Chopra, (2002) describes leadership as a spiritual journey which has two basic themes, they are, need and response.  Need is defined on a continuum ranging from the primitive need for food to the desire for love, acceptance, and spiritual meaning.  The response to a need is also on a continuum ranging from struggle and competition to creative discovery and great inspiration.  Both (Chopra, 2002; & Fairholm, 2001) explain the basic principles of matching need and response, they are:

1. Leader and followers co-create each other; there is an invisible spiritual bond.  Leaders provide the value that followers need and  give value to the leaders vision.

2. A leader is a representative identity of the group.  Some times the group needs the leader to be a visionary and at other times a protector.

3. Inner qualities create results.  The results are  directly related to the vision.

4. A leader must be aware of the responses shared by group members.  These responses include; flight /fight, ego, inner direction, knowledge, creativity, higher guidance and unity.  For every need the right response can be found.

5. A leader must understand the hierarchy of need, which consist of  survival, safety, achievement, belonging, expression, self esteem, freedom, love, and spiritual worth.

6. Understanding needs and responses leads to success.

7. Great leaders respond to higher levels of the spirit.

8. Leaders give of themselves.

9. A leader must be comfortable with disorder.  Situations become complex and confusing due to the mixture of needs and responses that must constantly be sorted out.

A leader, who learns to identify the needs of the group and encourages the group to focus on the responses that will meet their needs, will empower a group to work together for the common good.  According to (Rock, 2001; Fairholm, 2001) the components of being a leader are: obtaining the cooperation of others, listening to what people say, and putting the needs of others above your own.  Other behaviors that promote leadership include;

1. Embrace responsibility, volunteer for tasks that nobody else wants to do, and carry out the task so followers want to be a part of the process.
2. Be cheerful and inspire people, do not make light of difficult situations but overcome the difficulties with a cheerful spirit.  
3. Be truthful; communicate with people directly and honestly.

4. Be resourceful: use the things that are available and ask for things that are not.

5. Practice the art of persuasion, convince people that the vision is worthy.
6. Be cooperative; be able to come to a consensus with others.

7. Practice self-sacrifice and be able to step aside giving up personal needs for a higher cause.

8. Be courageous and be able to take calculated risks. Learn to be assertive to meet the challenges of complex problems. 

Self Leadership pays attention to personal motivation  and  manipulates the environment to be contusive to personal growth.
Comparison of Leadership Characteristics
 
Servant Leadership characteristics described by  McGee-Cooper( 1998) and the Self Leadership characteristics described by Rock (2001) and Fairholm (2001) have many similarities.  Both of the styles emphasized: interdependent team work,   proactive organizational behavior of celebrating successes and learning from failures, mentoring, comfort with disorder due to expectation and responses in constant flux, and collaboration.  The leadership styles are both empowerment based and can be grouped with other Participative Leadership models such as Connective Leadership (Jean Lipman-Blumen, 2000), Transformational Leadership (Bass, 1999) and Person Centered Leadership (Plas & Lewis, 2001). 

Differences in the two models   can be seen in Table 1.  Some of the differences are a matter of perception but make an impact on how the leadership activities are practiced.  In the Servant leadership Model the use of trust and persuasion impacts the personal growth of the leader and the followers.  In the Self Leadership model the focus on need and responses initiates an outcome of connecting with a follower through inspiration.  The follower will respond to the leader because they have done something to help meet the followers need.  In servant leadership the leader has done something with the follower which deepens the relationship and promotes personal growth and change.  The outcomes in both models may be the same but the process is different.  These two leadership styles are an interesting example on how a manager can practice Participatory Leadership but have varying styles from other managers.  The diversity of styles that are seen in a work place can have a positive and negative effect on the work environment.  The positive aspects are that followers have a variety of leadership techniques to respond to and hopefully they could gravitate to a leader whose style matches their needs.    The negative effect can be that different leadership styles will confuse followers and lead to poor communication in the work environment.  
Table 1:  Leadership Model Comparison

	Servant Leadership
	Self Leadership

	Focus on trust and persuasion.
	Focus on need and response.

	Promote growth in self and others.
	Inspire others.

	Provide services to the group
	Represents the identity of the group.

	Leadership comes out of service.
	Leadership comes out of self motivation.


The Servant Leader takes a less significant role in the identity of the group than the Self Leader.  The Servant Leader Model is more aware of the negative side of success and takes steps to develop ego control through being humble and providing a serving role in the group.
The Servant Leadership Model predominately uses relational power interactions while the Self Leadership Model uses both the relational and positional model.  Table 2 shows the different type of power perceptions that are utilized in a significant way by each Leadership Model.

A significant difference in the use of power can be observed in Table 2.  The Self Leadership Model uses a greater variety of perceived power actions between the leader and followers.  In the Self Leadership Model the leaders are constantly evaluating the needs and responses of the followers and manipulate the environment in a positive way, to help the followers meet their needs.  This model is more proactive in changing the environment and overcoming challenges that would inhibit personal growth. The Self Model influential approach
Table 2:  Power Comparison

	Power Categories      
	Self Leadership
	Servant Leader Ship

	Coercive Power
	No
	No

	Connection Power
	Yes
	No

	Reward Power
	Yes
	No

	Legitimate Power
	Yes
	No

	Referent Power
	Yes
	Yes

	Information Power
	Yes
	Yes

	Expert Power
	Yes
	Yes


explains why there is a need to use a greater variety of power sources than the Servant Leadership Model.  The Servant Leadership Model uses power sources that are less intrusive and more relational passive.  The power sources that it uses are connected more to the values of trust and healing.  It also uses information and knowledge to persuade followers to engage in interaction.  Both leadership models provide a good base to empower followers to become leaders.

The concept of empowerment is a critical issue when assisting people who have had most of their power stripped from their everyday life.  People who have experienced severe and persistent mental illness and have spent time in psychiatric institutions have been overpowered by medications, rules, confinement, and social stigma.  Developing a system of community care for former psychiatric patients has been a challenge in communities throughout the United States.  The development of the Clubhouse Model of rehabilitation is a unique experience   of learning to empower people who have a mental illness disability.
Clubhouse Model
The Clubhouse Model is a rehabilitation program for adults who have a mental illness. The Clubhouse Model is based on the belief that a person who has a severe and persistent mental illness can contribute meaningfully to society.  People who have a disabling mental illness join a Clubhouse to become a member of a community.  The mission of each Clubhouse is intended to provide an empowering environment where supportive relationships and opportunities provide, the member, a place to assume a contributing role.  Robert Jackson (2001, p.40) describes how this is accomplished:  “To obtain these objectives, respect and a collaborative spirit are fostered among members and staff with a focus on strengths and competencies, rather than illness.  Shared purpose is the cornerstone of Clubhouse community-building”.  

Management Style
According to Jackson, (2003) the director has a responsibility for the Clubhouse’s vision, mission and direction.  Clubhouse programs usually start out small with three or four staff.  The director’s role is very broad and has a variety of responsibilities, they are:  provide clarity of purpose, maintain financial health, security, goal directedness, and influence over the major functions of the program.  The depth and width of the Clubhouse Director’s job description is too much for one person to accomplish, so the Clubhouse Director become efficient in the delegation of work to others in the community.  Staying true to the Clubhouse values of providing meaningful work to the members who attended the clubhouse programs, the directors learned to delegate work to staff, which in turn were expected to work with the consumers to accomplish tasks and goals.  With the delegation, the director gives staff and members the authority to creatively make decisions about how work will get done.  Staff then adapt work tasks into smaller steps so members can assist with the daily activities of the organization.  This whole process is helping members learn new work skills which they will use when they obtained competitive jobs of their own in the community.  The process also empowered staff to manage their own work areas.  As tasks are accomplished in the work units the goals of the organization are also accomplished.  The operation of the Clubhouse empowered staff to become managers and members to develop needed work skills.    The empowerment factor is the catalyst which makes both employees, and members of a Clubhouse, take on new challenges and accomplish their personal and community goals.  
Servant Leadership is a leadership style that lends itself to the Clubhouse environment.  Staff and members who use this style of leadership are able to bond with new members who need the extra support to become engaged in the community.  The careful attention paid to healing and developing a trusting relationship is seen throughout the Clubhouse.  Servant Leaders work side by side with members of the Clubhouse and empower members to develop confidence, in their own abilities to be an active and productive participant in the community.
Self Leadership is seen in the Clubhouse through an approach of manipulating the environment to promote member involvement in activities.  Self Leaders are cheerleaders who inspire members to be involved in the community.  They focus on what goals members want to accomplish, for some members it may be going to school and for other getting a job.  Some member’s needs are very basic; they want food and a comfortable place to spend their day.  For these needs to be met the leader inspires members to assist with the process of meeting the need.  Members will be inspired to clean or cook lunch, others will be inspired to develop computer skills or answer the phone. While doing these activities relationships between leaders and followers develop. Together the community is motivated to accomplish the work of the day to keep the organization running. There are times when resistance to power happens when the needs of the followers are not being met (Chopra, 2002).  In the Clubhouse this negative use of power may occur but is quickly identified and eliminated.  If members do not want to be involved in the work of the Clubhouse, that is their choice.  Members are never to be threatened or shamed into being a part of the community.  Staff will complete a task that needs to be done.  If no one will work with the staff the work goes slow and many things do not get done on time.  The natural pressure of unfinished work will make an impact on the needs of both members and staff and eventually more people will participate in the community.  As members see staff that they have relationships with struggling, to get things done, they will naturally want to assist in the work   The participation in this meaningful work helps members to build confidence, develop relationships and become more independent.
Organizational archetype
A culture is something that grows from and is shared by all the members of an organization. An archetype is like an organizational sub culture.  In the Clubhouse Model there are two main archetypes; the Clan, and the Adhocracy.

The Clubhouse Model fits the Clan archetype description mainly due to the low amount of control demonstrated in the culture and the emphasis on membership.  There is a high value of accepting people who have a mental illness into the clubhouse community.  According to Edwards, Yankey and Altpeter (1998) the management of a Clan archetype is dependent on a consensual decision making process.  This is very evident in the Clubhouse program where program decisions and policies are made by staff and members together.  Example of consensus is sought in the hiring of staff, in the development of program policies, in the purchasing of major equipment, and the development of new programs. 

Directors of Clubhouse programs use a participatory leadership style that empowers the staff and members of the Clubhouse to develop their own leadership skills.  Some of the key skills that a director and other leaders in the clubhouse make use of are mentoring and facilitators.  Established leaders represent cultural values, take on key responsibilities, and mentor others in the organization. They empowered others to make decisions and promote their own visions which relate to the general goals and objectives of the organization.  (Deering, et al. 2002)
When a Clubhouse grows and becomes more complex it is difficult to maintain the consensus atmosphere of the agency and the need for control increases.  Changes occur in billing sources and funders insist on greater control over areas of program documentation; this puts stress on the easy going organizational structure.    Modification to the organizational structure have to be made to develop a greater focus on innovation.  New program development and collaborations with other community providers become a more critical part of the organizational structure.  Decision making is more dependent on who is around when a decision needs to be made.  Decision making is less focused on the decision maker and more on the decision.  Thinking becomes more political and the decision is packaged so it will have wide acceptance by the stakeholders (Edwards, Yankey and Altpeter 1998).  
A larger Clubhouse organization is a combination of “clan” and “adhocracy” with some “market” characteristics.  The staff constantly feels the tension of government hierarchy which has pushed the agency to have a blend of archetype at different levels of management.  As the Clubhouse program becomes larger and more complex the roles that are needed to manage the organization can be in conflict with the culture of the organization.  This conflict causes tension and can push a system into negative zones.  According to Edwards et al. (1998) too much pressure on the Clan sub culture causes unwanted participation and unproductive discussion, permissiveness, and uncontrolled individualism which results in chaos or apathy.

The Adhocracy sub culture has its own negative zone which includes: overly responsive, experimentation, unethical opportunism, and poor political behavior.  These behaviors result in chaos and belligerence.  Too much stress on an organization’s culture results in poor performance.  The tension on the system can be lessened by the realization that conflict exists in the leadership roles, and this tension is a natural part of operating an agency.  Attention to negative zone behavior can alert the system that adjustment needs to be made in individual and group performance to assist the organization in regaining its balance. 
Issues of Power and Authority

The authority and power in the Clubhouse is shared.  Clubhouse leaders need to engage members and staff in the decision making process of the Clubhouse community.  New members and staff have been conditioned by other subcultures to stand back and not give their opinion or creative suggestions to anyone. Cory (1998) describes how past experiences can negatively impact a persons ability to participate in decision making activities.  She describes “power trippers” as bosses who unwittingly inflict pain on followers and call it efficiency or getting to the bottom line.  When “power trippers” leave employees with the perception that they are not being heard, they smash their ideas and discourage individual thinking.   These negative past experiences can be dissolved with the use of Servant Leadership and Self Leadership activity, through nourishing the ideas and worth of people. An essential part of a leader’s job is to encourage others to participate in the job of leadership; this creates a culture of leadership that will be evident throughout the organization.  The goals of an organization is to develop a range of quality leaders (Deering et al. 2002).  Melrose (1998) encourages leaders to give power away, this will build trust, but it is a slow and difficult process. Building trust and healing are important goals of the Clubhouse Model.
In a Clubhouse, members and staff have a right to feel wanted and needed and that they have something to contribute to the community (Beard, Propst, & Malamud, 1982 ).There is something unique about each individual and some leaders have the ability to bring out positive qualities in other people at critical times.  The awakening of one’s leadership skills allows a person to believe that they have talents and they should cultivate these talents (Blue, 2003).  To start the leadership awakening a healing process must occur over time.  Trust is a key ingredient to initiate the healing process.  According to Melrose (1998) some ways to develop trust in employees are: 
· Empower, do not just delegate.

· Involve employees early in the game.

· Honor commitments and be consistent.
· Develop coaching and mentoring skills.
· Foster risk taking, be creative and give followers permission to fail.

Empowerment is an essential ingredient in Clubhouse interaction.  Leaders in the Clubhouse learn to use power gently and in a less intrusive manner.  The use of power is a skill that should be taught to others.  Power is given to others so they can develop their own leadership skills.   Fairholm (2001) suggest several important factors for successful power use.  These suggestions are relevant to the clubhouse environment:.
1. Discretion, use power wisely, not all the time.
2. Relationships and involvement enhances power use.

3. Try to promote a win-win situation.

4. As a leader conform to positive group norms.
5. Be likable, a person of integrity, commitment, high energy, and encompass personal and professional attractiveness.

6. Give away power and teach skills to others so that they will be able to carry on the work and develop their leadership skills.

 A strong Clubhouse leader will develop skills to inspire, motivate, and mentor others.  As they develop these skills they will also continue to serve the people that they lead.  The greatest service that a leader can provide is that of giving their power away and teaching their colleagues to become leaders.
Organizational structure
The organizational structure of a Clubhouse is Participatory Leadership Style.  A traditional hierarchical organizational chart does not explain how a Clubhouse operates.  Several attempts of illustrating the flow of power and information in a Clubhouse have been attempted by several training centers for Clubhouses.   Figure1 is an organizational chart developed by Ken Dudek (2004) and colleagues at Fountain House.  Figure 1 demonstrates that the flow of organizational power is in constant motion.  The outside circle is the basic structure of the organization which includes the traditional role of Executive Director and Board of Director. The circle also includes the authority of the staff and members of the Clubhouse which are represented in the policy meeting and the written structure of the Standards which represents the accountability power of established program prodigals. The next circle is a representation of the various programs of the organization and how they are linked together.  The inner circle is a management circle where the leadership from the different programs come together and makes decisions, and exchange information.  The leadership is comprised of staff 

Figure 1:  Draft Organizational Chart of Fountain House
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and members, who provide leadership in the work units, resource centers, and residences.   This is a complex design which tries to show that empowerment is the driving force of the organization.

A second example of organizational structure is seen in Figure 2.  This is an example of the structure of the Breakthrough Club.    To reduce the tendency of hieratical management the organizational system becomes a series of teams that work together to accomplish the Clubhouse mission.  Figure 2 demonstrates how each team interacts with the other teams and is designed to be collegial in their relationships.  The center circle represents the board of director and executive director.  The team leaders are in both the middle circle and in the circle where they provide leadership.  The teams surround the administrative circle to show continual interaction between the leadership and the Clubhouse community.  Communication and interaction between all circles is necessary to promote a collegial organizational structure. Additional circles can be added as the organization grows.
Figure 2:  Breakthrough Club’s Organizational Chart
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Each team had to develop an accountability structure (or flattened hierarchical structure) within each circle; this is to ensure that the agency was complying with Clubhouse Standards and government regulations.   The team leaders provide oversight for the quantity, quality, and organization of work.  The executive director and board provide oversight of the total organization.   The Clubhouse leadership spends time developing leadership skills throughout the whole organization. Gale (2002) and Mader (2003) state that companies that have a network of leaders  have a strong organizational culture, for this reason employees become better workers when they are allowed to take responsibility for their work and given the authority to make decisions.  Figure 2   shows how the Breakthrough Club tries to balance the control within the organization.  Too much control inhibits creativity and destroys morale.  Too little control leads to chaos and poor performance; employees who are given control along with accountability for their work have a healthy structural balance in their work environment (Fairholm, 2001).

The organizational structure of a Clubhouse can look somewhat chaotic but it does have enough structure that bottom line responsibilities are defined and carried out by staff.  If the responsibilities are not carried out a staff person will lose their job.  It may take a longer time to identify if a staff person is struggling in their role since a direct line of authority is not apparent. To counter this weakness the Breakthrough Club program has developed a greater emphasis on staff training and supervision which has increased the longevity and quality of employees.

Management Recommendations 
Clubhouse organizations have the unique opportunity to empower people who have had suffered from the disease of mental illness.  The illness has isolated and stigmatized individuals for many years.  Recent breakthroughs in medication and psycho-social rehabilitation have opened the doors of opportunity for people who have in the past spent much of their lives in institutions.  According to O’Connell (2002) the development of leadership in people who have experienced poverty, powerlessness, and other adversity, can be accomplished; they still have  talent and energy within themselves.  The talents and strengths of these individuals can be utilized when the community provides them with the opportunity for growth, confidence, and hope.   The process of empowering people with mental illness has also been incorporated in the management of Clubhouse staff.  The whole system is designed to fully utilize the strengths of staff and members.   
 Clubhouse programs practice Participatory Leadership although many Clubhouse leaders have not heard it described in that manner.  Reviewing the literature on Servant and Self Leadership assists with a better understanding of the practice of participatory management.  The following recommendations will be useful in the practice of empowering staff and members to effectively participate in the Clubhouse community.
1. Clubhouse staff and member leaders, should be taught about the use of relational and positional power.  Learning to identify what type of power source is being used is helpful in analyzing negative responses to an interaction.  Staff and members should be encouraged to use relational power as their dominate interaction.  They should learn to determine when positional power is needed, and who should take on that role.
2. Different types of Participatory Leadership should be explored.  Staff and members can learn about different leadership styles and determine which style they are using.  Learning about a variety of leadership styles will assist in the development of leadership skills.  Reading about a style that is being practiced in a Clubhouse can be affirming to the individual and the organization.  

3. Different Participatory Leadership styles will enhance the practice of empowerment in the Clubhouse community.  Members and staff who are motivated but timid may respond better to Servant Leadership.   Members who have recently experienced issues of oppression might respond better to a Self Leadership style.
4. There are a variety of skills that should be learned and perfected. They transcend many Participatory Leadership styles, these include:  
· Delegation,

· Meeting people’s needs, 
· Teamwork, 
· Serving, 
· Risk taking, 
· Giving away authority,
· Mentoring, 
· Celebrating, 

· Collaboration.
5. Do not ignore the concept of power.  Some people believe that empowerment is the absence of using power on others.  Power is a tool used to potentially influence people.  It can be used negatively or positively, but it will be used.  Acknowledge the use of power and learn to develop positive way to influence others.  Remember that it is necessary to learn how to use power successfully before you can empower others.  
6. The need for control in an organization will change as environmental factors change.  Smaller Clubhouses that depend on grant funding will be able to maintain a more Clan subculture in their organization.  Clubhouse growth, and diversification of funding, will require a shift in the subculture of the organization.  There will be a greater need for oversight and control to accommodate the regulations which surround new funding.  Efforts will need to be made to provide the added control without losing the consensual decision making process and the sense of community.

Conclusion
The study of the Clubhouse Model and comparing it to a variety of Participatory Leadership Models is an interesting journey of identifying leadership practices in the for-profit business world and seeing these models being successfully implemented in the nonprofit world.  Participatory management has not been adopted in the Clubhouse community because it was an evidence based practice. It was implemented through trial and error in an effort to empower a group of  oppressed people.  Continual study of leadership practices will provide more information and insight into the area of Participatory Leadership.  Research in the area of Clubhouse management may add to the depth of knowledge on how to effectively implement individual empowerment and teamwork in a variety of work environments.
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