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 Summary

Introduction
This study was developed to look at Clubhouse director’s leadership skills and see if there were any relationships between leadership skills and effective service delivery. This study provided justification that Clubhouse directors utilize a participatory leadership style to manage their programs. The participatory leadership model focuses on Clubhouse director’s relationship with people in the club, the accomplishment of tasks in the Clubhouse organization, and the power a director has to influence members and staff.   It is a people-oriented approach that focuses on empowering members and staff to work towards their highest performance levels
Effective leadership is essential for the success of a Clubhouse program. The success of leadership is founded in the early lessons of Clubhouse development. Leaders of the early Clubhouse movement understood the oppression and abuse that mentally ill patients endured.  In response to these conditions, Clubhouse staff and members developed a vocational rehabilitation program where the whole organization was built on the concepts of empowerment and recovery. The success of the Clubhouse organization comes from the combined effort and energy of many people that are bonded together to achieve a common goal. 

As a director of a Clubhouse and a doctorial student I decided to develop a research study that described Clubhouse leadership and determines the relationship among leadership skills and organizational effectiveness.  The following summary explains the study of Clubhouse programs in the United States.
Leadership Question
What is the relationship among leadership skills in Clubhouse directors and program effectiveness in Clubhouse programs?
Specifically
2. What are commonly applied leadership skills of Clubhouse directors?

3. Is there a relationship among leadership skills of Clubhouse directors and the rate of Clubhouse member attendance?

4. Is there a relationship among the leadership skills of Clubhouse directors and the rate of employment of active Clubhouse members?

5. Is there a relationship among the above average use of complex leadership skills by Clubhouse directors and the rate of effectiveness measures?

Clubhouse and Participatory Leadership

Clubhouse programs are based on the belief that a person who has a severe and persistent mental illness can contribute meaningfully to society through community support.  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”.  The practice of Clubhouse leadership corresponds with the characteristics of participatory leadership.  The participatory leadership model focuses on the leader’s relationship with their followers, the tasks that the followers need to accomplish, and the amount of legitimate power a leader has to influence followers. It is a people-oriented approach that focuses on empowering the follower to work towards their highest performance levels.  Stakeholders are involved in empowering their peers to assist with vision spinning and developing plans.  The development of a strong Clubhouse program and a participatory organizational culture are critical to program effectiveness.  The following table identifies the themes of participatory and Clubhouse leadership. 

Common Themes of Participatory Leadership and Clubhouse Leadership Practice

	Leadership Theme
	Description of Theme



	Empowerment
	Decentralized organizational structure, horizontal form of supervision,  
atmosphere of trust



	Decision Making Process
	Team decisions, consensus, discussion, risk taking, meets 
individual and organizational needs



	Delegation of Work
	Teamwork, learn from mistakes, celebrate accomplishments

	Guiding Mechanism
	Accomplish organizational goals and individual goals,  
communicate vision and values



	Attitude Towards Change
	Change occurs all the time and the community problem
solves how it will adapt to the change,  new ideas are welcome, flexibility 
is essential




Leadership Skills

The Competing Values Framework recognizes the paradoxical demands for utilizing both flexibility and control in leadership behavior, as internal and external pressures are placed on a Clubhouse.  For an organization to perform well leaders must use different and sometimes conflicting sets of leadership skills.   Leaders who utilize multiple leadership skills have a positive impact on organizations.  The highest performing leaders, those who were rated by the people that they work with, have developed capacities that allow them to exceed in many skill areas
Competing Values Framework

	
	
	Focus Dimension

	
	
	Internal
	External

	Structure Dimension
	Flexible
	Collaborate

(1) Facilitator

     Encouraging,  Participation

(4) Empathizer

     showing  concern   

(5) Mentor

      Developing people

Participatory Leadership    

          Decentralized structure,    

          Horizontal form of   

          supervision  

          Atmosphere of trust

          Team decision utilizing 

          consensus
        
	Create

     Innovator

            Initiating significant change

     Visionary

             Anticipating customers needs

      Motivator

           Inspires people to exceed

           expectations      

Participatory Leadership            

          New ideas welcomed

            Change occurs often

            Celebrates goal accomplishments

            Communicates vision and values  

	
	Stable
	Control

        Monitor

           Expecting accurate work

        Coordinator

            Controlling projects

   (2) Regulator

            Clarifying policies


	Compete

       (3) Producer  

             modeling a hard work ethic

       Competitor

             Focusing on the competition

           Driver

             Emphasizing  speed

Participatory Leadership

        Goal oriented


Note. Adapted from “Behavioral Complexity in Leadership: The Psychometric Properties of a New Instrument to Measure Behavioral Repertoire,” L.A. Lawrence, P. Lenk, and R. Quinn, In press,. The Leadership Quarterly.  Reprinted with the permission of the author.
Clubhouse director leadership skills were evaluated utilizing this framework.  Skills were categorized into four main categories.  Director’s utilized the leadership functions, from the highest to lowest scores, as followed:  (1) Collaborative, (2) Creative, (3) Controlling, and (4) Competitive.  Not only is it important to look at high performance skill areas but the skills that are under utilized.  Skills that were reported with less significance are competitor at 3.22 , the driver  3.77,  and the coordinator with 3.8.  It is important to ask questions that help clarify the meaning of this survey data.

Leadership Scores of Clubhouse Directors

	Leadership Skill

Scores


	Mean
	Leadership Skill

Scores


	Mean
	Leadership Skill

Scores


	Mean
	Leadership Skill

Scores


	Mean

	(1)

Collaborative

   
	4.39
	(2)

Creative


	4.21


	(3) Controlling
	4.10


	(4)

Competing


	3.79



	   *Facilitator 

   * Empathizer

    *Mentor
	4.53

4.32

4.32
	Innovator

Visionary

Motivator
	4.29

4.23

4.12
	* Regulator

  Monitor

  Coordinator
	4.40

4.10

3.80
	*Producer

 Driver

 Competitor
	4.38

3.77

3.22




Research Design
The study of leadership skills and performance outcomes of nonprofit organizations was accomplished through the study of mental health programs identified as Clubhouse rehabilitation programs.  Although the Clubhouse model is an internationally replicated program, this study’s focus is on the Clubhouse programs in the United States.

The data for this study was obtained through self-reporting of Clubhouse directors and two peers.  Each director that participates in the study had two Clubhouse colleagues fill out a survey to describe the director’s leadership skills and the perceptions of leadership effectiveness.  All three scores were averaged together to establish the leadership skills scores for the Clubhouse director.  The sample size obtained for this study was 114 Clubhouses out of the 197 possible organizations.  Of the 114 Clubhouses that participated, 14% provided data from a director and one peer, 4% provided data only from the director, and 82% of the participating Clubhouses provided data from the director and 2 peers.  
Descriptive Information about Clubhouse Directors
 Gender:   61% are women, and   39%  are men.

Ages of Clubhouse Directors:    Over 47% of directors are over the age of 50, and 25% are under the age of 40. 

Education:  A majority of directors (60%) have graduate degrees and 40% have bachelor’s degrees or several years of college education.  
Experience:   45%  of Clubhouse directors have 5 or less years experience.  For many directors (18%) this is the first leadership position they have experienced.  In contrast, 38% of directors have over 10 years experience in Clubhouse leadership and 56% of these directors have a variety of leadership experience in other organizations.  
 Conclusions

The following conclusions may be drawn from the results of this study.

1. The majority of Clubhouse directors are women, 61% are women, and 39% are men.

2. Over 47% of directors are over the age of 50, and 25% are under the age of 40. Developing a realistic view of Clubhouse leadership and the gaps that will need to be filled by the aging of Clubhouse directors would provide information to strategically renew the leadership reserve.  It should be noted that 45% of Clubhouse directors have moved into their position within the last 5 years, data was not gathered to distinguish there previous work experience.  The study did show that 18.4% of new director have previous experience in nonprofit leadership. Combining effective recruiting strategies for young and middle aged leaders and providing management training for Clubhouse directors would help with the development of new leadership.   Training could be developed using existing leadership resources from both the for-profit and nonprofit sector; this would allow time to develop a stronger leadership base before the year 2020 when most of the baby-boomer executives will be retired.

3. 45%  of Clubhouse directors have 5 or less years experience.  For many directors (18%) this is the first leadership position they have experienced.  In contrast, 38% of directors have over 10 years experience in Clubhouse leadership and 56% of these directors have a variety of leadership experience in other organizations.  
4. Clubhouse program size in the United States has remained the same over the past six years.  The average Clubhouse program has:

·  a daily attendance of 43 members 
· has a membership base of 169 people 

· provides employment supports for 39 members  annually  
5.  A majority (60%) of Clubhouse directors hold graduate degrees, with the remaining 40% having a bachelor’s degree or some college education.

6. Clubhouse directors utilize a variety of leadership skills in the management of their organization.  The dominant skills included facilitator, regulator, producer empathizer, and mentor. The grouping of leadership skills scores into function areas confirms that the collaborative and creative leadership functions were utilized most frequently.  These leadership functions reflect the utilization of participatory leadership skills.
7. The controlling leadership function area was rated higher than anticipated with the regulatory leadership skill being the second most dominant skill used by Clubhouse directors.

8. The competitive leadership function area is under-utilized.  The mental health field is changing; both public and private funders are interested in new services and greater accountability.  Clubhouses are at a disadvantage if they are unable to compete with other nonprofits for Medicaid and other fee-for-service contracts.  Lack of quick responses to the competitive nonprofit environment can be a problem.   Competitive issues that emerge are (a) competing for quality staff, (b) finding members who have paying sources, (c) acquiring the government dollars allocated to their community; (d) competing with other nonprofits for grant funding, and (e) competing for individual donations.  Inability to compete in these areas will lead to a reduction of Clubhouse programs providing mental health services.  

 The lack of competitive leadership skills can be very detrimental to the development   

  and survival of Clubhouse programming in the United States.  A closer look at the        skills being identified in this leadership function specifies that Clubhouse directors scored   high in the producer skill, reflecting the values of hard work and modeling an intense    work   effort.  Directors demonstrate a strong work ethic but they under-utilized the skill of competitive and driver skills. Competitive skills that were reported to be under utilized include emphasis on the need to be competitive, working quickly to produce fast   outcomes, and quickly responding to emerging issues.   Specific training should be designed to assist Clubhouse directors to increase competitive leadership skills

9. The mentor, empathizer, and facilitator skills of Clubhouse directors are not correlated to the rate of Clubhouse member attendance.

10. The visionary and innovator skills of Clubhouse directors are not correlated to the rate of employment of active Clubhouse members.

11. The motivator skill of Clubhouse directors is correlated to the rate of employment of active Clubhouse members. Few studies have tried to investigate how leadership impacts employment outcomes.  The correlation found in this study between the motivation leadership skill and employment outcomes is an area to be explored. Studies conducted that look at employment outcomes should investigate the impact of the utilization of motivation skills in the Clubhouse. Employment outcomes are a strong measure of positive Clubhouse performance, and finding leadership skills that make an impact on this outcome is important.  Participatory leadership literature provides ample information to develop training material and curriculum that can be utilized to enhance a Clubhouse director’s motivational skills.  

12. There is a positive relationship among the complex leadership skills of Clubhouse directors and four effectiveness measures; these are (a) performance as a role model, (b) conceiving change efforts, (c) leading change, and (d) having an impact.  Clubhouse organizations are in a position to combine the best practices of participatory leadership with competitive and controlling leadership skills.  The utilization of complex leadership skills will enhance effectiveness in managing a Clubhouse.  A nonprofit can stay focused on its mission and provide quality services to the most vulnerable people in our society if the leadership stays focused on good business practices and the vision to help others
Conclusion
Expanding this research to the international Clubhouse community would be valuable to the body of knowledge for the Clubhouse community.  The expansion of this research would enable a broader generalization of Clubhouse leadership findings and would provide important data to enhance leadership training programs for all directors, staff, and members of Clubhouse organizations. Continual investigation of how leadership skills impact organizational performance is crucial for the development materials for a new generation of Clubhouse leadership. The development of leadership curriculum for Clubhouse directors, on how to understand and develop complex leadership skills, would be a worthwhile project.  Training that focuses on competition, producing, innovation, visionary, and motivational skills will enhance the Clubhouse organization.   
This summary of the dissertation will be on the Breakthrough website; it can be located in the leadership area.  The Breakthrough’s website is:
www.btcwichita.com
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