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Executive Summary:
Lessons Learned from theDistributed Leadership Model

We aregratefulto the Bush Foundatidior giving us an opportunity to trgut and learn about using a distributed
leadership model to impleznt the Resilient Region Plawe have learned a great deal.

1 There are times when it looked like this approach was the nexthibegsince sliced breadnd at other
timeswe seemed to lack the support and resoureesled to move the plan forward.

1 We learned that sometimes it worked\iier some of the themes. For other situations it did not work as
well as we hoped.

1 It has become a model for the wag did our work this past yeas well as the way we will continue to do
our work.

1 Nearly all champions have committed to another yadad we have in addition brought on somawvery
important playeris42 in all have stepped up to the plate to build a Resilient Region!

So all in all,it has been a worthwhile experimehat has become the way we will continue to do our budiness

A Resiient Region Distributed Leadership Model.To help others learmwe will tell our story.Why a distributed
leadership model®ho are we? How was the distributed leadership model employed? When did it work? When
didnét it wor k a dNhateeelthe impasts/outeombsardm theavprie td @stéat can we tell
others about the lessons tave gained from this approach?

Why a distributed leadership model?When the Resilient Region Plan was completed we kmewad a
responsibility to the 600 who weengaged in developingtid put their plan into actionBut the question becare
how? The HUD/DOT/EPA no longer had implementation dollars available. We knew we would need to move
forward with individual grant writing on projectsut worried that we auld lose so much of the value of having
truly multi-sector, crosslisciplinary visionaries working to help build a resilient region.

So how do you move forward without implementation dollars?

Dan Frank said it best, ytlind/eecatise we have honmwiteywe aay sawwe hava n 6t d o
infinite resources! o

We already had 22 individuals who agreed to be Resilient Region Champions and an additional 11 who agreed to

support that workcalledfi k& Officos. ®he Ex Of f iisadhe onemmekeph serdingiout reminders and

prompts to keep everybody focused and to keep us in line with deadlines for getting reports in and to help protect the

day of the Champion meetings. So in addition to their expertise and their input, that personfaepses on the

right time and place to get al(ToddHolmanp Eheymplowdedithe griticalh er an
backoffice support.

With the Bush Foundatiosupportwe were able toetain Dan Frank as facilitatica role he served soel during
the twoyear planning work. We were able to obtain meeting sgaogjde stipendsand serve food! We found that
the Champions inaict did not take the stipendshich means that we can obtapase and food for another year.

The Bush Foundaeon support also allowed for us to evaluate each meeting, profile the wbikledmeghrough
the video/storytelling projectand write this final report. The videaseavailable on our Resilient Region website
and will be crucial to
helping us contine to
tell the story of this
work.

Enter the
Champions!
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Online Resources:

Building a Resilient Regon: the Final Report for the HUD/DOT/EPA Sustainable
Communities Planning Grant. http://www.resilientregion.org/regieplan/index.html
Champion Interview Videos

Andrea Lauer - Efficiency and Effectiveness

Stacey Stockdill - Connectivity

Dan Frank - Changing Populations

Tim Houle - Champion Chair

Larry Lundbland - Education and Workforce

Mike Monson - USDA Rural Development

Jason Edens - Energy

Arlene Jones - Local Foods

Jani Wiebolt - Healthcare

Todd Hollman - Natural Resources and Development Patterns

Jennifer Bergman - Affordable Housing/Housing

Video production supported by Bush Foundation grant and produced by: Erika Johnson,
Owner/DirectorEditor, and Colin McLain, Vidographer/Assistant Editor, South Shore
Productions, Inc. (SSP), 17561 Otto Zeck Roadrdtd_akes, MN 56501 (28849
1643)erikajohnsondl@gmail.com

11 would also like to thank Dr. Elizabeth Peterson who served a reditare
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WHO ARE WE?
We are a doviermu,niutng svseirsstieedy publ i c/ privat
pursuing economic and environmental vit
Todand Wadena Counti es.

Our full storycanbe found on th&esilient Regionwebsite? and in our final reporBuilding a
Reslient Regior?. In summary:

Region Five.Crow Wing, Cass, Morrison, Toddnd
Wadena counties, located in central Minnesoiake
up @A Regi o nisaruraland snallTolwn asea
with a population of 162,000 in 69,194 households
spread over an areh 3,996,051 acres.

Our Assets.Our five-county area is blessed with an
abundance of business, industry, cultuaad natural
resources. Tourism is one of the major economic
engines of the region and our region is referred to as the
Central Lakes Regiodue to the abundance of lakes.
Geographically our region is unigitbree distinct
environments or biomes meet.

Our People.The ethnic makeup of Region Five is largely representative of the first Germanic

and Scandinavian setitteas well as a sizablgibwa populationLatino and Amish populations

are increasing today in Todd County. The region is very proud and supportive of former military

service people who make up a disproportionately large percentage of the population. Camp

Ripley U.S. Army Campsione of the largest employers in the region. The culture of our region

has a distinct flavor. The people are trusting, hardworkingheartyindividuals ready to face

the challenge of sustained temperatures below kkeon 'y r esi dent s thebesi der i
place to live where d¢ting wood is a family activitybirds, deerand fish are plentifuland wide

open spaces and solitude can be found just a few minutes or miles from bustling commercial

hubs.

The Need for a Sustainable Development Plaithe citizens of Region Five are struggling to
survive. It is the only region in the state where all five counties are classified by USDA and EDA
as Aeconomically distressed. o0 The recent unemp
9.3% for our 5county aea (7.8% for the US and 5.8% for MN). The average weekly wage (from

the same source) is nearly half of that for the state of Minnesota and many places in the US
(2011: US = $924; MN = $920; R5DC = $59Zhe closing of the Potlatch Plant meant that the
region lost 150 FTEg-or the 87 counties included in the 2012 Minnesota County Health

Outcomes ranking (representing health of a county) the rankings were these: Cass 84, Crow Wing
62, Morrison 78, Todd 67, and Wadena 80. For the Health Factors (influbadesalth of the

county) the rankings remapoor. Cass 81, Todd 77, Crow Wing 59, Morrison 76, and Wadena
66.The MN State Demographer has projected that our senior population will increase as much
39% by 2035.

2 Resilient Region Websité (http://www.resilientregion.org/play/
8 Building a Resilient Regiof (http://www.resilientregion.m/regionplan/index.htm
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In 2010, we were awarded one of the fil&iD/DOT/EPA Sustainable Communities Planning
grants We formed the communigriven and universitassistegartners and leveraged $1.8

million dollars ($800,000 from HUD/DOT/EPA
five-county strategic plan thugh highly
involved civic engagement.

The Core Team.The planning work was
supported by a core team from: Region Five
Development Commission (R5DC); Central
Minnesota Initiative Foundation; Clean Energy
Resource Teams (CERTS); Central Minnesota
HousingPartnership (CMHP), Envision
Minnesota, EnSearch, Inc.; University of
Minnesota Regional Sustainable Development
Partnerships.

Resilient Reglon Plan - WORKFLOW
January 2011 through December 2013

1 ywar Plinsisg Period

3428,080.00
4T 1-3010
Frontee

Tducation period lnclues s
bity, § woriitops with ren

Fghenal
plasring

sutainabinty,

3 chisighots o wach of e 11 thears
et tn ropart o Imglemeniastion of the
Besilist Regice Flan.

Do SEeallon fof psttls projets el
Sterllon allovdabdi bovaing st 5

The 18month planning process, supportectiy
HUD/DOT/EPA Sustainable Communities
Project, ear ned-achieving h
grante@ (i | n because of our abilitto
deliverall reports and all proposed activitiemn
timeandon budget; and because of our
uncommon success at community engagemen
across virtually every measure of diversitpon

Hi ¢k man, Il nitd)hative F

Building

and $800,00¢kind local match) to develop a

Resilient Region Planning Grant Core Team and HUD Partner

We successfully engaged more than 600
residents (3 times the peations) in
developing a muldiscipline,regionwide
vision for the fivecounty region of Cass,
Crow Wing, Morrison, Toddand Wadena
Counties. Although focused on Economic
Development, Housing, Land Uaed
Transportation, the interdependence of these
focus areas was always taken into
consideration. This consangity is an
especially critical factor in rural areas.

More than
600
engaged

Z

W Fazh-Based
County Employee
Foundation
Leech Lake Tribal

W Business

W Utility

N Federal Employes
Stugent

Comemunity Memker

W Education, Emplayes
State Employee
Quasi-Governenental
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Elected Official
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The 18month planning procesed to the developmenf a comprehensive regional plan
http://www.resilientregion.org/platitilly integrating 11 themes in the areas of:

1) Housing, 6) Transportation,

2) Connectivity/broadband, 7) Economic engines,

3) Energy, 8) Healtlcare,

4) Natural resources & developmte 9) Changing populations,
patterns, 10) Government efficiency and

5) Education & workforce effectiveness
development, 11) Affordable housing.

Our work has been recognized by the Natiorgddtiation of Development Organizations
(NADO) and we have been asked to speak twice at the White House Rural Council Forum on
Regional Innovation (Fall 2012 af@ll 2013 where Cheryal His was asked to provide a

keynote address).

Why a distributed leadership model?

When the Resilient Region Plan was completed we knew we had a responsibility to the 600 who
were engaged in developing the plan to put their plan into action.

But the question becareow?

The HUD/DOT/EPA no longer had
implementation dddrs available. We knew we
would need to move forward with indiwiel

grant writing on projectdyut worried that we
would lose so much of the value of having truly
multi-sector, crosslisciplinary visionaries
working to help build a resilient region.

Sohow do you move forward without
implementation dollars?

Dan Frank said it best, AW
c a n 0 tythidgdbecause we have nomoney, we can say we have infir

The idea to use a distributed leadership model came from Rak,FREommunity Specialist
from thelnitiative Foundation who was charged with facilitating the planning process. When
asked if he had a definition for distributed leadershéwrote*

Wish | did.Really just came out of what | saw with the core tearn thit Redient Region planning
processSeemed we, the core teaach had a part to play and that we all did our paithout having to

4D. Frank. (Email correspondence, October 14, 2013).
P a g e 6 | 40 www.resilientregion.org
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be directedThe group communicated well and it seemed no one had to be assigned to do something, they
just stepped upnd into the roles that seemed to make sense for themgdeeganic and natural to me.

In preparation of this report, Dan Frank arekploral the definition of distributed leadership
model. We found there were madtean2,000 sources when searching Metro State University
Library System andnore tharl,000 peeireviewed/scholarly journals on the topic. The

definition that seemed most like how we were operating was from the Australian Government
Office of Learning and TeachirrgThis definition workswell to explain how the distributed
leadership model was used to implement the Resilient Region Plan:

ADi stributed Leadership ¢é is a | eadership approach
individual s who tr usntribution.dtoaccuwrssap erestlt ofeaa apén cutardvétmind s ¢

and acrosforganizations]. It is an approach in which reflective practice is an integral part enabling actions

to be critiqued, challenged and developed through
cycles of planning, action, reftéon and assessment
and replanning. It happens most effectively when
people at all levels engage in action, accepting
leadership in their particular areas of expertise. It
requires resources that support and enable
collaborative environments together ké flexible
approach to space, time and finance which occur a
result of diverse contextual settinggthin the

region]. Through shared and active engagement,
distributed leadership can result in the developmen
of leadershigapacity to sustain imprementdand
implementation of the Resilient Region Plan].

In the summeof 2012 during one of the last Resilient Region planning sessions, we identified
the need for Champions and Resource Organizatibnsimplementatiorstructurewasbased

on a distriluted leadership model, meant to be flexible and organic, able to expand and contract
its level of activity as opportunities appear and are addressed.

9 Itis organized around the 11 themes.

1 It has at least two champions per theme.

1 It has more than 400 res@e organizations.

1 Theme champions meet once a nmowithin their theme areas and fdimes a year
across themes.

Therefore weéhada unique, working model in place to improve the economic and environmental
vitality and health of this region.

5 Australian Government Office of Learning and TeachiMyat is distributed leadershifRetrieved October 14,
2013 fromhttp://emedia.rmit.edu.au/distributedleadership/?g=node/10
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We already had 22 individuals who agreed to be Resilient
Region Champions and an additional 11 who agreed to support

one who kept sending out reminders and prompts to keep
everybody focused and to kaepin line with deadlines for

getting reports in and to help protect the day of the Champion
meetings. So in addition to their expertise and their input, that
person kept us focused on the right time and place to get all the
people together and the ideash a r @atld Holman). They provided the critical baaKice
support.

With the Bush Foundation support we were ablestain Dan Frank as facilitataa,role he

served so well during the twygear planning work. We were able to obtain meeting space,
provide stipendsand serve food! The Bush Foundation support also allowed for us to evaluate
each meeting, profile the wod{ 11 themes through the vidstgrytelling projectand to write

this final report. The videos are availablecaw Resilient Regiomwebsiteand will be crucial to
helping us continue to tell the story of this wdBecause th€hampions did not take the
stipendswe can obtain space and food for another year.

In brief, the implementation of the Resilient Region Plan using the disédbleadership model
flowed as follows:

1. Summer 2012: 22 Individuglagreed to serve as Resiliemgidon Champions. The Core Team
agreed to BRI vieoatesufpitne guidehe work of the champions.

2. Champion Meeting #1: October 23, 20Champion Orientation

3. Champion Meeting #2lanuary 15, 2013

4. Champion Meeting #3: April 16, 2013

5. Champion Meeting #4: July 15, 2013

6. Champion Meeting #80ctober 222013

In between each meeg, Champions and Ex Officio membesgre to work with resage

organizationgusing existing networkgp identify priority piojects,seek fundingand implement
projects.

Prior to each Champion
meeting, the Ex Officio e
members, primarily made upjig
of those who served as the
core team for the Resilient
Region Planimg Process,

met to prepare the agenda.

5The videoxanb e f ound o mtp:/fwinwaresilighiregionmrg/plamid-way down the page.
P a g e 8| 40 www.resilientregion.org
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The list of our @ampions is impressive. All of these individuals havpste upto work on a
regionwide basis to improve the economic and environmental conditions of otadiugy

region.
Resilient Region ThemeChampions

CHAMPION CHAIR:
Tim Houle, Administrator, Crow Wing County

EDUCATION AND WORKFORCE
DEVELOPMENT

Dr. Larry Lundblad (President) Central Lake
College (CLC)

Craig Nathan (Regional Director) Rural MN CEH
** Dr. Chad Coauette (ED) National Joint Raog/
Alliance (NJPA)

*Cheryal Lee Hills (ED) Region Five
Development Commission (R5DC)

EFFICIENCY AND EFFECTIVENESS

Don Hickman (Vice President) Initiative
Foundation

Andrea Lauer, Mayor of Royalton

*Mel Rademacter (Controller of External Affairs

and Menbers ServicgsR5DC

TRANSPORTATION

Tim Houle (Engineer) Widseth, Smith, Nolting
Jarrett Leas (Engineer) Kadrmas, Lee & Jackso
*Tad Erickson (Community & Economic
Development Planner) R5DC

ECONOMIC ENGINES

Greg Bergman (Director) Small Business
Development Center (SBDC)

Rick Utech (ED) Todd County Economic
Development Corporation

*Joe Schulte (Bus/Loan Developer) R5DC
**Vicki Chepulis (Grants Coordinator) Five
Wings Arts Council

** Arlene JonegOwner/Operator) The Farm at S
Mathias &(Manager) SPROU Food Hub

CONNECTIVITY

Pam Mabhling (Corporate Resource Specialist)
West Central Telephone Association (WCTA)
Kevin Larson (CEO) Consolidated Telephone
Company (CTC)

Janelle Riley (CEO) Syvantis Technologies
*Dr. Stacey Stockdil[CEO) EnSearch, Inc.

** Merritt Bussiee (ExtensiorEducatoy
University of Minnesota Extension

ENERGY

Bob Schaefer (Insuctor) CLC

Jason Edens (President) Rural Renewable Ene
Alliance (RREAL)

*Molly Zins (ED) University of Minnesota
Sustainable Development Partnership

HEAL THCARE

Jani Wiebolt (retired COO) Essentia SIMC
Tim Rice (CEO) Lakewood Health System
John Solheim (CEO) Cuyuna Regional Medical
Center

*Bob McLean (CO@GM) Hunt Utilities Group

** Adam Rees (CEO) Essentia Health

** Mike Larson (COOQO) Essentia Health

AFFORDABLE HOUSING/HOUSING

Lynn Hunt (Board ChajrResilient Living Council
Jennifer Bergman (ED) Brainerd HRA

Colleen Faacks (ED) MitlIN Builders
Association

Janie Weston (EDgreater Lakes Association of
Realtors

*Deanna Hemmesch (ED) Central Minnesota
HousingPartnershigCMHP)

Amy Hunt McLain (Board) Resilient Living
Council

CHANGING POPULATIONS

Mary Sam (Directopf Intercultural
Services/Diversity/TribaRelations)CLC

DeAnn Barry (ED)Brainerd Lakes Area Senior
Center

*Dan Frank (Community Specialist)ifiative
Foundation

NATURAL RESOURCES AND
DEVELOPMENT PATTERNS
*Todd Holman ProgramDirector) The Nature

Conservancy

John Sumption (President]

Sumption Environmental BUILDING A
*Phil Hunsicker(Author) HF =
Conservation Design N Rﬁ:l':g?‘t =
Score Card g

*Served as Ex Officio
**New Fall 2013
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How was the distributed keadership model employed?

In essence the distributed leadership model framework included: a) All @ivampeting$once per
guarter;b) Theme Champioand Resource Organizatibfeetingd sometimes monthly, sometimes once
aquarter;and c) organic/fluid wrk driven by demand, need, and resources availabieetimesacross
themes.

A great deal of pyg@anning went into the quarterBll Champion MeetingsTo retain this incredible

group of skilled, ovecommitted, regional champiortte meeangs had to be ®ery effective and an

efficient use of their timéWe were lucky in that Tim Houle (Administrator, Crow Wing County) agreed

to serve as chair. His requirement for serving in this capacitye me et i naqisp, fdcusaet, ahdo b e 0
wo r t h w3o thé¢ thkemaral reports at each meeting were limited to 2 minMtesivere also lucky in

that theEx Officio members participated in this planning work (often without compensation) and to

have Dan Frank serve as facilitator.

From those initial preplanning meegissome key PowerPoint slides were developed and used with each
meeting to remind everyone about the focus and purpose of our time together. Below are a few samples
(Seelmplementation of the Plamitp//www.resilientregion.org/plarfbr a complete sét

We always started the meeting with the ResiliRegion purpose and missitmnconnect everyone to the
work that had gone before. Some of the@pions were new to the work whi#eme had beentensely
engaged in the devsgdment of the Resilient RegiomaiR. We needed to bring them all to the same place
to beginthe work.

: == ) Mission
RSDC Resilient Region Plan . R e
= a community-driven,
Is a university-assisted partnership

Community Driven
University Assisted integrating the disciplines of

Partnership Housing, Transportation, Natural I:'nvironm%m
(Land Use) and Economic Development s

Pursuing E?
Economic and Environmental Vitality through HIGHLY involved civic engagement. ...
()
s LT

- = - Region
Slide 3 Slide 5 = 9"

LA — o : ey
The Plan, Eleven Themes Distributed Leadership
1. Affordable Housing 7. Health Care « Flexible
2. Housing 8. Natural Resources & Cisatic
* Organic
3. Changing Populations Development Patterns T ciderdhis i<ahh I dtiel arisatay
4 Comnectivity 9. Tighter Resources * Leadership 1s informal and arises as_
N = : X needed W

5. Education & Workforce 10. Transportation -
6. Energy 11. Economic Engines

e - D
Slide 11 . Slide @
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We also needed to clarify rolasd responsibilities. The rofer the Champions was provided in

docunents as part of theecruitmentWe wanted to make sure that before they committed tingeag a
champion they understddhe various roles. These roles and responsibilities were reinforced at the first
meeting and referred to throughout the year.

Champion Chair

(fhampion Job Description
Tim Houle, Crow Wing County

i » Communicate with theme resources
Administrator

* Connect the dots

» Work to develop new resources

* Move their own organizations goals > N
» Keep the group focused : forward

» Chair quarterly Champion meetings

» Keep the process moving ¢

» Keep us on track

Slide 15

Ex-Officio Job Description Champion Facilitator

« Coordinate with theme Champions Dan Frank, Initiative Foundation
« Keep Theme Resources info up to date » Set up and facilitate Champion meetings
+ Keep Champion Facilitator and B

; » Track theme progress
Evaluator informed \e o e _ o W
N » Ensure that recommendations are being

addressed.
Communicate with Evaluator

LY

Slide 19 Slide 21

Before each meimg they were also asked to provide a report on their work from the past three months.
By desgnthese were to be kept bri¢Gee Implementation of the Plan
http://www.resilientregion.org/plarfiér a @mplete seof reports.)Jpon reflection this meant that we did
notalwayshave the depth of information we had for HiedD/DOT/EPA quarterly reports

Building a Resilient Region: Pagell|40
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Sample Report Template

Champion Report Template

BUILDING A Theme Area:

S RRES"ient - Champions:
egion

Submit to Champion Facilitator to be compiled,
cover highlights in oneminute report
1. What is happening in our region related to our thisrgeals and/or

reconmendations?
1

1
1
1

2. What are some opportunities for action/alignment and collaboration?

3. What one or two Key Theme recommendations are you working on?
1

1
1
1
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At the endof each meting, Ghampions were giveassignments (see examphagdow).

Champion Meeting #1 Assignment Champion Meeting #2 Assignment

Champion Meeting #3 Assignment Champion Meeting #4 Assignment

Above all elsewe understoothatto keep partners at
the table they had tee visible signs of success. At
each meeting weeinforcedt he fAsucces measur eso
message.

When did it work?

Throughout the year, we obtained evaluation
feedback from our partners. The data indichée at
the very first meetingxcitement about the work was
generatedT he evaluations tended to remaitrong
and positivehroughout the year. The one area that
showed a steady decline was the area of expectati
regarding the exfficio role (in that fewer at each
meeting agreed that this role was real)stic
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