Chapter 9

Case Study Exercise

Instructions: Read the following case study on how consensus organizing was used by the Family Service Association in Dayton, Ohio, to develop community-centered social work strategies, focusing on community development and community improvement. Break into small groups to complete this exercise, and then have a large group discussion to share your answers to the discussion questions that follow the case study below.

The UJIMA Network, Dayton, Ohio

In 1996, organizers from the Family Service Association (FSA) began working in several poor communities in Dayton, Ohio. As they helped individual community groups tackle issues and solve problems, new leadership was developing. Residents began to see that by working together they might be able to tackle larger systemic issues that plagued their communities, such as unemployment and lack of economic investment. They decided to form a new group comprised of residents from several communities, which they called UJIMA. UJIMA, a Swahili word and the third principle of Kwanzaa, stands for collective work and responsibility. Its full definition states: to build and maintain our community and make our brothers’ and sisters’ problems our problems and to solve them together (Kwanzaa Principles, 2007).

As these residents began to work together, one of their concerns was the lack of businesses in the area. They decided to pursue their own “market” study of the area to determine what might be needed. Working with FSA community organizers, they went door-to-door throughout their community asking people where they did their shopping. In particular, they asked residents to name the three businesses they wished were in their immediate community. When the surveys were compiled, a pharmacy and a gas station were at the top of the list. UJIMA members realized that virtually everyone had to leave their own community to access these very basic services. The group had already been working with the Rite Aid Corporation. Rite Aid was starting to build drugstores in the inner city again, and a site in their community had been selected.

As residents discussed the idea of a gas station in their community, the organizer helped them learn what it takes to run a business. UJIMA participants did research on different sites in their community, including conducting traffic counts on various corners. A certain volume of customers was needed for a gas station to succeed financially. As residents did their research, they learned two important things. First, the City of Dayton lacked a fueling center for city vehicles on the west side of town. This meant that city vehicles had to drive all the way across town for refueling, a highly inefficient process. It occurred to the UJIMA members that if they could convince the city to use a gas station in their community as a fueling center, a potential owner/operator would have a guaranteed clientele. Second, the city had recently completed a long overdue local highway near the community. This new highway created greater access for city residents, while providing important connections for other travel into the local communities, including the Wright-Dunbar community. This community was the site of a $20 million revitalization effort, and was located just down the street. The site where UJIMA wanted to build the gas station had an immediate access to this new highway.

UJIMA participants and residents felt that their plan was a good one. Now they just had to find someone to partner with them. They decided their first step was to commission an “official market study,” assuming that potential partners would want to see that they could make money at this location. The organizers helped UJIMA locate a consulting firm to do an official market study for the project. However, the results were dismal. The “official” market study focused on the declining population and lack of “market” in the community. Nothing in the report was helpful to the community. The organizers realized that if this project was going to happen, the community and members of the UJIMA network would have to “sell it.” But to whom? Could they simply call up Shell Oil and say, “Hey, we have a great project; you need to partner with us?”

The organizers began to engage local downtown businesses in this discussion. They learned that large oil companies have local franchise relationships. As it turned out, Marathon Oil was doing business with a local company called Duncan Oil. Duncan Oil was a small, family-owned business located in Beavercreek, Ohio, about 12 miles from Dayton. The organizers decided to try to meet the owner of this company. When they did, they realized that he shared a lot of the same values as residents in the community. He grew up in a working-class family, was hardworking, and had built his company through his own sweat and perseverance. The organizers believed that the owner of Duncan Oil would appreciate the tenacity of the residents, and that residents would appreciate his. The organizers also believed that the only way for someone to really embrace UJIMA’s dream was to understand all that had been accomplished already, as well as the reasons residents believed the project would succeed.

Over several months, the organizers worked to build a relationship between Duncan Oil and the community. Through this strategic partnership, they were able to bring other important partners to the table including: CityWide Development Corporation, which helped find a local operator and provided financing; the City of Dayton, whose officials now believed the community could pull this off; and a restaurant franchise that decided to open a small eatery inside the convenience store.

A successful partnership was created, and the gas station and convenience store were built. Today the project remains a sign of the creativity and tenacity of the residents of this community and the organizer’s perseverance.

Questions About the UJIMA Case Study:

1. Why did the organizer suggest that the members of UJIMA conduct their own market survey?

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

2. Why did the organizer think it was important for the UJIMA participants to understand the business model for running and operating a gas station?

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________


3. Why was it important for the owner of Duncan Oil to meet with the UJIMA network?

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________


4. Why do you think the “official market study” done by the consulting firm was so different than the community’s perception of the opportunities they saw?

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________


5. How is this case study illustrative of the external partnerships that can make a project work?

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________


6. Do you think the people in this case study ever got discouraged? If so, why?

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________


7. How many years do you think the organizers worked on this project? How long do you think it takes to build effective partnerships? Why?

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________


8. What skills did the UJIMA participants learn from this project?

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
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