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Background
The Immigrant Leadership Fund (ILF) is a project of the Hyams Foundation and is reflective of
the Foundation’s ongoing commitment to support immigrant-led organizations in their role of
building constituent leadership development and engagement. The ILF is based on “the belief
that immigrants bring a vitality that could greatly benefit our society. There is general
acknowledgement that immigrants contribute significantly to our nation’s economy. However, it
is also true that immigrants face great challenges as they strive to integrate into all aspects of
mainstream society. These challenges are further compounded by the current fear and distrust
of immigrants.” The Hyams Foundation states that “these [immigrant] organizations are
positioned to provide meaningful opportunities to engage constituents in solving community
problems and, in the process, also prepare constituents for active participation in the broader
civic and political processes that lead to greater integration.” 1

The Hyams Foundation launched Phase I of the Immigrant and Refugee Leadership
Development Initiative (IRLDI) during 2000-2003 and was joined by the Boston Foundation and
the State Street Foundation in Phase II, (2003-2006). Six immigrant organizations participated
in Phase I, and six participated in Phase II (including two from Phase I). The primary focus was
to develop organizational capacity which would support the internal leadership development of
staff, board and volunteers. Phase II focused more specifically on the development of
leadership within each organization’s constituency and also included consulting assistance and
peer learning sessions.

1

The Hyams Foundation, “Intermediary Support for Convening and Technical Assistance Request for
Proposals”.
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Components of the Immigrant Leadership Fund
The Immigrant Leadership Fund (ILF) was intended to build on and respond to the experiences
and assessments of Phase I & II of the IRLDI. Rather than the more structured and prescriptive
approach of the IRLDI, the ILF would provide a more flexible funding approach to provide
support to organizations “where they are at” with respect to organizational and leadership
development in the context of addressing critical community issues. The grantees for the ILF
included both “Emerging” and “Established” immigrant-led organizations.
While no standard criteria exist to determine whether an organization is “Emerging” or
“Established”, for the purpose of the ILF, the Hyams Foundation identified an organization as
“Emerging” if it met some or all of the following criteria: a) it had an annual budget of $250,000
or less; b) it had been in existence for ten years or less; c) it had never directly held a state or
federal contract for services; d) it had never received a general operating support grant from
the Hyams Foundation; and/or e) it was heavily dependent on volunteers as opposed to paid
staff. 2
Each of the “Emerging” groups received technical assistance/consulting grants of up to $20,000
per year and operating grants of up to $30,000 to support capacity building and integration of
leadership development into its work on a specific community problem. These grants were
made for three years, with each year contingent on a progress review and the submission of an
annual report.
The “Established Organizations” were defined as those that “have widely recognized roles in
their communities”. The first year cohort of the Established Organizations received grants of
$10,000 and the second and third year cohorts received up to $15,000 for technical assistance
grants.
In addition, the Center to Support Immigrant Organizing (CSIO) in Boston served as the
“Intermediary”. Their role included the following:
• Conducted an organizational assessment for each of the Emerging Organizations
• Assisted the Emerging Organizations in contracting with outside consultants to meet the
individualized capacity building needs of particular grantees, or provided this assistance
directly
• Monitored the consulting assistance and providing advice as needed
• Designed, arranged and facilitated peer-learning convenings of the Emerging and
Established Organizations with the purpose of mutual learning and the
development/cultivation of relationships that span the communities
• During the third year, based on previous evaluations, offered five to seven hours of
consulting assistance available to each participating organization

2

The Hyams Foundation, “Request for Proposals” for the Immigrant Leadership Fund, 2006.
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Methodology
At the beginning of the Initiative, the evaluation team worked closely with the Hyams
Foundation and CSIO to refine the desired outcomes and indicators (specific measurable
benchmarks leading to the outcomes which had been established by the Hyams Foundation.)
The Foundation was interested to: a) hear “the story” of each of the four Emerging
Organizations, b) understand the specific outcomes resulting from the Initiative, c) use a
process evaluation to help make improvements to the Initiative as it proceeded, d) learn about
success factors for effective constituent leadership development and engagement, and e)
consider recommendations and implications for similar initiatives in the future.
Because the evaluating team was retained after the starting point for the Emerging
Organizations, a base-line evaluation was not able to be conducted. Therefore, it was decided
that a “mid-point” evaluation for the Emerging Organizations would be conducted, followed by
a summative evaluation at the conclusion of the Initiative. It should be noted that as the
evaluation began, one of the
four Emerging Organizations
decided to withdraw from the
ILF as decision-making over the
use of the grant resources
became a source of contention
among different factions
within the organization’s
community. Subsequently, the
“leaders” who initiated the ILF
effort decided to suspend the
group’s operation indefinitely
until the community reaches a
consensus. Therefore, no
evaluation data was collected
The Foundation was interested to hear…“the story” of each of the
from this organization.
four Emerging Organizations…and consider recommendations and
implications for similar initiatives in the future.

The methodology for the summative evaluation included the following:
• Interviews with executive directors and board chairs
• Focus groups with constituents, board, and staff
• An on-line survey for the executive directors
• Interviews with consultants providing assistance to the grantees
• Observation of grantee peer-learning convenings
• Interviews with the intermediary, CSIO
• Interview with Hyams Foundation Staff
• Reviews of grantee proposals, year-end reports, organizational assessments and “work
priorities”, consultant workplans, and other organizational documents as available
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The Participating Groups: The Emerging and Established Organizations
The evaluation findings were based on the experiences of the “Emerging “and “Established”
organizations that participated in the ILF. The three “Emerging Organizations” included: 1) The
African Community Economic Development of New England, 2) MataHari: Eye of the Day, and
3) South Boston en Accion. The 11 “Established Organizations” included: Asian American
Resource Workshop, the Brazilian Immigrant Center, Centro Presente, Chelsea Collaborative,
Chinese Progressive Association, Cooperative Economics for Women, East Boston Ecumenical
Community Council, Hyde Square Task Force, Irish Immigrant Center, Massachusetts Immigrant
Rights and Advocacy Coalition, and ¿Oíste?. Four of the “Established Organizations”
participated for two years of the Initiative.

Key Findings
1. Organizational Factors/Differences Contributing to Constituent Leadership
Development
Important factors emerged that described the realities and contexts of each of the
organizations, especially among the Emerging Organizations. These factors were important in
determining the extent to which organizations achieved progress on the desired outcomes as
articulated by the Initiative. Part of the complexity of the ILF and its evaluation was that the
grantees varied in significant ways, and thus easy comparisons and aggregation of results were
obviated. For example, the cultural context and vision of social change varied dramatically
among the organizations, which greatly impacted the amount of measured progress on some of
the outcomes. Also, those organizations that had some history of involving constituents in
decision-making and/or community organizing had more success in achieving the desired
outcomes. Other factors that generated variability in outcomes included differences in a)
constituency, b) organization’s identity, c) organizational origins, d) founder/leader qualities,
and e) leaders’ readiness/interest in embracing constituent leadership development and
engagement. With these differences in mind, a very general summary of progress on the
desired outcomes is described below.

2. Desired Outcomes for the Initiative
OUTCOME 1: Grantees will have developed grassroots constituent “leaders” who actively
work to benefit their newcomer community. (Definitions of a “leader” varied among the
diverse communities as did the experience of “leadership” in their countries of origin. For ILF
purposes, a “leader” is an individual who is engaged in efforts that benefit more than the
individual and his/her family. They can be members, active volunteers, staff or board
members). The following reflects progress on the identified indicators for the outcomes:
•

Indicator: There is an on-going process/structure to develop the leadership skills of
constituents, staff, and board. Most of the grantees either developed or deepened an
ongoing process and structure to develop leadership skills of constituents. Most of the
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organizations also engaged in both “learning by doing” (that is, being actively involved in
campaign grassroots organizing and having opportunities to observe and work alongside
experienced organizers) and more formal trainings. Most reported that a combination
of these two methodologies was most effective.
Indicator: The active constituents demonstrated leadership skills by being actively
engaged in implementing the organization’s mission. Grantee constituents
demonstrated a range of leadership skills; this was especially evident in those
organizations that were engaged in community organizing campaigns. For many of the
grantees, intentional structures, such as
work teams/committees that had decisionmaking authority regarding planning and
implementing program, strategic planning,
policy, organizing campaigns, and other
“governance decisions”, were especially
helpful in developing new leaders. New
and emerging leaders became public
speakers for their and other organizations
and networks, led organizing campaigns,
joined the board of directors, provided
leadership for work teams, led community
For ILF purposes, a “leader” is an individual who is
forums, planned and led membership
engaged in efforts that benefit more than the
meetings, planned and led community-wide
individual and his/her family.
meetings, and led advocacy meetings with
elected officials.

•

•

Indicator: The active constituents believed they had a role in deciding and contributing
to the work of the organizations and/or efforts benefiting the community. By the end
of the Initiative, constituent leaders generally felt that they had a role in deciding and
contributing to the work of the organization and to the efforts benefiting their
community. About mid-way through the Initiative, a significant shift occurred for new,
emerging leaders within Emerging Organizations. The constituent leaders’ responses
during focus groups demonstrated a shift from a focus on their individual issues to a
deeper understanding of their individual problems within a larger systemic perspective.
They also demonstrated a deeper political awareness and belief that they could, as
individuals working collectively, impact larger community and political change.

•

Indicator: The number of constituents actively engaged in planning and deciding
(rather than being passive receivers of) the organization’s work increased. Almost all
the grantees reported an increase in the number of active constituents involved in
meaningful decision-making within their organization. For some, this shift represented
a significant transformation of their governance and organizational structure; for
others it represented a deepening and strengthening of their ongoing focus on
constituent engagement.
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•

Indicator: Constituents were actively involved in community collective action
strategies, e.g., community organizing, media campaigns, legislative action, and
advocacy. The Emerging Organizations demonstrated a significant increase in the
involvement of constituents in organizing and collective action strategies. The amount
of constituent activity in collective action within the Established Organizations varied.

•

Indicator: Increased the number of staff, board and active volunteers who come from
the community the organization serves. All participating organizations, both Emerging
and Established, increased the number of active constituents within their organizations,
either through active members, activists, staff or board. For example, at the beginning
of the Initiative there were a number of participating boards without constituent
membership; at the conclusion, all grantee boards included at least several constituent
board members who directly benefited from the organization. Other grantees
significantly increased their constituent membership and the numbers of active
members of work teams and committees.

OUTCOME 2: The grantees will have strengthened their capacity to undertake more effective
grassroots constituent leadership development and engagement.
•

Indicator: Will have increased staff, board, and active volunteers who come from the
community the organization serves. All participating groups, both Emerging and
Established, increased the number of active constituents within their organizations,
either through active members, activists, staff, or board. For example, at the beginning
of the Initiative, there were a
number of grantee boards without
constituent membership; at the
conclusion, all grantee boards
included at least several
constituent board members.
Other grantees significantly
increased their constituent
membership and the numbers of
active members of work teams and
committees. In additional they
increased constituent involvement
in organizing campaigns and
All participating groups…increased the number of active
program planning.
constituents within their organizations.

•

Indicator: Will have a management and supervisory structure that integrates

constituent leadership. The grantees that were more actively involved in organizing
rather than a primary focus on service provision appeared to have more effective
organizational structures that promoted the integration of constituents within their
management practices and structures.
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•

Indicator: Will have developed structures and practices that actively engage
constituents in governance-level decisions for the organization, such as assessment,
setting strategic direction, program development, advocacy, Executive Director hiring,
and policy development. The degree to which the grantees engaged constituents in
meaningful decision-making varied widely. All three Emerging Groups, however,
demonstrated significant progress in this area, although the degree to which they were
able to engage constituents depended greatly upon the factors described in the earlier
section of this report. The Established Organizations that were already engaging their
constituents in some decision-making were able to deepen this capacity with the
support of the Initiative through building more effective structures and processes.

OUTCOME 3: Increased responsiveness to address issues of concern to their community
• Indicator: Constituents believed the
organization is actively addressing issues
significant to them and their community. By
the conclusion of the Initiative, constituents
across the grantees reported that through
their work together the organizations were
responsive to their community’s needs.
• Indicator: Organizations collected
data and other information from
constituents and the immediate community
to assess an issue, to frame the problem
with stakeholders, and to form and
Most grantees reported a significant increase in
implement a plan of action. The Hyams
collaborative relationships and partnerships.
Foundation was interested to learn about
data collection among the grantees. Most of the organizations collected information
through ongoing feedback from constituents, from community forums, and other
program-related evaluation processes.

• Indicator: Organizations and their constituents together, established collegial and
collaborative relationships with other groups in the community. Most of the grantees
reported a significant increase in collaborative relationships and partnerships during
their involvement with the Initiative.
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Key Lessons Learned: Success Factors Leading to Constituent Leadership
Development and Engagement
The following represents some of the key learnings regarding the most important contributing
factors to successful constituent leadership development and engagement within immigrant
communities. Constituent engagement is defined for this evaluation as constituents being part
of organizational decision-making, rather than only providing “input” or serving in advisory
roles for an organization. In addition, the most successful examples of community engagement
not only focus on constituents’ developing leadership
skills and roles outside the organization, but also
model self-determination inside and outside the
organization through shared decision-making and
power-sharing.
Success Factor 1. A shared vision of social change
and organizational culture rooted in values such as,
the importance of community power, social justice,
democracy, and self-determination by the
community for whom the organization exists
This factor may be one of the most important
determiners of a successful outcome.
Those organizations (both Emerging and Established)
that have the clearest shared vision of social change
embedded with values of community power,
democracy, social justice, and self-determination by
the community seem to have the most success with
developing constituent leaders and establishing
meaningful constituent engagement.

Those organizations…that have the clearest
shared vision of social change…democracy,
social justice, and self-determination by the
community…seem to have the most success with
developing constituent leaders.

Success Factor 2. A theory/model of social change rooted in the mission and organizational
culture that supports the importance of community organizing/collective action as a means
for addressing community needs and political change on behalf of the community
Those organizations that have clear shared values and a theory of change which incorporates
community organizing/collective action appear better able to successfully integrate services
and action and have achieved the most success in constituent leadership development and
engagement.
Success Factor 3. For each participating grantee to have a clear vision, tailored to their
organization and shared with its primary stakeholders of successful constituent leadership
development and engagement, as well as a specific plan to fulfill it
Organizations that define a vision of what successful constituency leadership development and
engagement looks like for their organization seem to be more successful than those groups that
do not. Centro Presente was one of the most successful in defining a clear vision of constituent
engagement. Early in the consultation process, they developed a vision and “visual map” of
what constituent decision-making and an alternative governance model tailored to Centro
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Presente’s mission would look like. After designing their “map”, they then created structures
and processes to support that vision. All three Emerging Organizations cited the importance of
the presentations by Centro Presente and the Chinese Progressive Association during the
convenings as one of the most helpful components of the Initiative. The development of a clear
organizational “vision map” early in the process, and the subsequent structures and processes
aimed at reaching a vision of constituency engagement, seem to be a critical success factor.
Success Factor 4. Leadership (executive director, board, and constituent leaders) actively
supporting the values and social change vision described above in addition to constituent
leadership development and engagement
The executive director’s leadership in supporting the vision of constituent engagement and
steps to reach that vision are critical for the success. Equally important is the ability of the
leadership to align the organization’s direction and programs with the values underlying
effective constituent engagement.
Success Factor 5. Leadership and organizational culture that supports and encourages shared
power and decision-making
The organizations whose leadership (Executive Director and board) is comfortable with sharing
their authority and power with constituents (beyond the board) seem most successful. Power
sharing and shared decision making with constituent leadership is usually not integral to
traditional nonprofit leadership models among boards or staff, so some challenging dynamics
are often involved for organizations wishing to make this shift.
Success Factor 6. Organizations that are founded with a mission and a set of values that are
based on collective action and organizing tend to be more successful in engaging constituents
in leadership roles than those who primarily focus on service provision.
Organizations focused on organizing and collective action often have a set of political values
that are aligned with those values that support self-determination and empowerment, and
ultimately support meaningful constituent engagement. The Emerging and Established
organizations whose work focused on collective action and organizing seemed more successful
in developing and engaging constituent leadership.
Success Factor 7. Successful integration of collective action and services
The organizations most successful in constituency leadership development and engagement
have successfully integrated service provision with collective action/organizing. Those
organizations have an intentional and planned vehicle for helping constituents understand their
individual problems within a broader political and social context (at the same time that they
provide a needed service), and to help them understand the importance of collective action to
address those issues. It is through this “transformational process” that many constituents then
feel empowered to make change not only for themselves but for the larger community. The
evaluation findings reveal that other elements, however, can greatly assist this move from the
individual level to collective action and leadership. These include:
• A sense of belonging in the organization
• Concrete examples as to how collective action/organizing has achieved community
change
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Success Factor 8. Sense of inclusion and belonging
Constituents identified the importance of feeling welcomed and having a sense of “family” as
an important theme in their development as leaders; it appears that this feeling of belonging is
a critical success factor for constituent engagement. Feeling welcomed and part of a “family”
may encourage new constituents to feel safe enough to engage in leadership development
activities and to participate in collective action. A welcoming environment and being accepted
into a “family” atmosphere may be particularly important for new immigrants who are often
separated from their families, excluded from groups and institutions, and experience
discrimination. Several groups cited the importance of feeling supported and welcomed by
others in the organization as an important success factor.
Success Factor 9. Adaptive ability of leadership and willingness to experiment
The immigrant community is changing continually due to critical, rapid developments in
immigration rights and policies as well as changing demographics. Leaders who are more able
to adapt and mobilize around those changes seem to be most successful. Moreover,
organizational adaptation usually
occurs through experimentation,
so, again, those leaders and boards
who were more willing to
experiment and were open to
change seem to have made more
progress.
Success Factor 10. A design or
coordinating team that is “holding”
The immigrant community is changing continually due to critical,
the constituent leadership process
rapid developments in immigration rights and policies as well as
As many other capacity building
changing demographics. Leaders who are more able to adapt and
initiatives have demonstrated,
mobilize around those changes seem to be the most successful.
having a “design” or “coordinating”
team that supports the change process may also be a success factor. Research in the field
indicates that change outcomes are more likely to occur when a “team” (which includes
organizational leaders, e.g. E.D.) is responsible for the learning, development, and
implementation of change strategies. Conversely, the research concludes that individuals who
have little decision-making authority often have little leverage to make transformational
change without the support and/or involvement of positional leaders. In this Initiative, the two
Established Organizations that utilized a design or coordinating team (Centro Presente and
Chinese Progressive Association) demonstrated some of the most transformational and
significant changes regarding constituent engagement and leadership.
Success Factor 11. Consultants and trainers have experience with and highly value constituent
leadership development and engagement
Consultants can be either success drivers or barriers. In order to facilitate effective constituent
leadership development for organizations, they need to have a strong alignment with the
values supporting this type of organizational change. When consultants were not connected
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with the Initiative, or had a more traditional model of working, e.g., developing a board
primarily comprised of professionals outside the community, their efforts in assisting
organizations develop and involve constituent leaders in decision-making were hindered.
Success Factor 12. Integration of “learning by doing” with more formalized
training/workshops
The most successful organizations used a combination of both “learning by doing” and some
formalized training/workshops in their leadership development work, particularly in
relationship to community organizing and/or specific issues such as immigrant and workers’
rights. Most of the grantees, however, felt the “learning by doing” and mentoring strategies
were most effective.
Success Factor 13.
Constituent Leadership
Engagement is best
supported by multi-year,
longer-term capacity
building initiatives
Constituent engagement is
a long-term organizational
change process and
generally takes several
years for to be successful.
For some organizations,
especially more serviceoriented organizations,
involving constituents in
leadership and decisionmaking necessitates a
transformational process
The most successful organizations used a combination of both “learning
that is difficult to
by doing” and some formalized training/workshops in their leadership
accomplish in one year.
development work.
The Emerging
Organizations involved for the three-year period and the Established Organizations that were
funded for two years seemed to benefit the most from their involvement in the Initiative.
Success Factor 14. Capacity building initiatives benefit from periodic and on-going
evaluations in which learnings can be used to improve the initiative as it progresses
Studies have demonstrated that process evaluations that assess how initiatives are being
implemented and make recommendations for improvement have more success3.
Recommendations from the first three evaluations for this Initiative were incorporated into the
revised design and implementation of this Initiative, resulting in improved outcomes.
3

Connolly, P. and York, P. “Evaluating Capacity-Building Efforts for Nonprofit Organizations”. OD
Practitioner. (34), 4, 2002.
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Summary of Recommendations for Future Similar Initiatives
1. Design the selection criteria for the Initiative based on success factors. Drawing from the
“key success factors” described above, groups who demonstrate some of the following may
be more successful in reaching desired outcomes:
a. A vision of social change that embraces community empowerment, social justice,
and self-determination
b. Leadership that supports these organizational values
c. Leadership that is comfortable with sharing power and authority
d. Willingness to work towards the integration of services and collective
action/organizing
e. Leadership that is interested in creating a “culture of inclusion” within the
organization
f. Leadership that is open to change, learning, and experimentation
g. Ability to commit to sending at least two staff to convenings, one of whom is the
executive director
2. Provide clarity regarding desired outcomes and goals of the Initiative to all stakeholders
involved, including participating staff and board members, and consultants.
3. Define Constituent Leadership Development and Engagement as a vision of both social
change and power sharing. It will be important for grantees to understand and feel
comfortable with sharing authority with constituents early in the Initiative process. It will
also be important to integrate these concepts in early discussions within the peer learning
sessions.
4. Constituent Leadership Development/Engagement should be integrated as part of earlystage capacity building. New organizations will benefit from integrating processes and
structures that encourage this as part of their beginning stage of development.
5. Provide examples of successful constituent engagement early in the Initiative. As described
in the “Success Factors” section of this report (and in more detail in the full report4), we
recommend that both Emerging Organizations and Established Organizations new to this
concept would benefit from a range of very specific examples of ways that other
organizations have integrated constituent leadership development into their work and/or
their capacity building processes.
6. Intentionally align consultant work with the organizational assessments and the identified
work priorities. Consultants should be fully integrated into the goals and process of the
Initiative and work closely with the intermediary organization.
7. Two of the most successful organizations within this Initiative utilized design teams to help
coordinate their organizational change process. A cross-sectional group helped to design
and implement changes within their structures and practices, and to institutionalize these
4

Full Immigrant Leadership Fund Report
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changes in their organizations. The use of a design team is in alignment with the practice of
shared leadership, very much embedded in constituent engagement and the goals of this
Initiative, and may lead to more successful outcomes.
8. Consultants are critical to the success of this type of initiative as they have a key role in
assisting organizations build constituent leadership and engagement capacity. They
therefore need to be very closely aligned with the goals and desired outcomes of the
Initiative and have direct experience working with immigrant communities. It is also
recommended that they be convened on a quarterly basis as a learning group, to ensure
alignment with the Initiative goals.
9. It is recommended that consultants who work with the “whole system” and are able to
consult in multiple areas of organizational assessment will be more effective working with
the grantees than those that only focus on one or two capacity-building areas. Working
with one experienced consultant who is able to assist in multiple areas will reduce the
amount of time grantees spend managing their multiple consultants.
10. Emerging and Established Organizations have different needs, so separate peer learning
convenings will be beneficial. We also strongly recommend that a team from each
organization, including more than one staff member as well as the executive director, be
involved in the peer convenings.
11. At least two times a year, board teams from the participating grantees should be convened
to encourage exchanges and peer learning, and to also further the ability of boards to
integrate constituent leadership practices and structures.

Conclusion
The ILF Initiative resulted in significant changes for the grantees in their developing new
constituent leaders and engaging constituents in organizational decision-making. Those
organizations that were most successful participated for at least two years of the Initiative.
Although divergent organizational factors, such as cultural differences, stages of development,
organizational identity, and varying visions of social change, played a critical influencing role in
the achievement of desired outcomes, each grantee demonstrated progress in sharing power
and authority with those for whom their organization is intended, their constituents. The
Initiative also played a significant role in facilitating cross-organizational collaborations and in
helping immigrant organizations become more responsive to their communities overall.
Important learnings about constituent engagement have emerged from this cutting-edge,
innovative initiative which will serve as a model for other foundations. We highly recommend
that the Hyams Foundation continue the ILF or develop similar initiatives that specifically
support constituent engagement and leadership within immigrant organizations and their
communities.
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