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Executive Summary  

This paper is the second phase of a project focusing on the establishment and implementation 

of The African Forum.  The vision of The African Forum is to “…create a viable forum for the 

African communities of Minnesota to unite, in order to realize their collective potential for civic 

engagement, political aspiration, and economic vitality (Forum 2009: 79).”  Stemming from 

2009 Capstone research that found unanimous support for such an organization, this project 

focuses on the potential governance, form, and function for The African Forum (Forum 2009).  

Specifically, the aim of this project is to: 

• Outline a governance system or model for The African Forum; 

• Propose a structural form for The African Forum; and 

• Determine how this structural form should function. 

To accomplish these goals, this project utilized information gathered from the 2009 

Capstone project, performed internet-based searches, researched governance and organizational 

structure theories, and conducted interviews with three established organizations whose goals 

align with those of The African Forum.  This research helped to inform the theoretical 

framework for this project, which relies on network theory, visionary leadership and integrative 

leadership.  Collectively, these theories comprise the foundation for our recommendations on the 

governance, form, and function of The African Forum.  

Based on the theoretical framework and results from interviews, we believe that 

additional on-the-ground work must be done prior to The African Forum incorporating itself as a 

physical organization.  As such, two broad sets of recommendations are provided.   The first set 

recognizes that a vast array of factionalized potential network members exist in the Twin Cities, 

that a visionary leader is needed to advance a vision that can link and excite these parties, and 
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that integrative leadership is needed to collaborate across sector boundaries.  We believe that our 

client, Pa Modou Ann, has the capacity and commitment to advance a unifying vision, can utilize 

integrative leadership theory to work across sectors, and can ultimately develop a cohesive 

network that will bolster the establishment and success of The African Forum. 

Thus, the first set of recommendations focuses on network development for The African 

Forum, while the second set focuses on the future governance, form, and function of The African 

Forum. Specifically:  

Immediate Steps: Network Development 
 

1. Identify stakeholders and hold informal discussions. 
 

2. Form and implement steering committee. 
 
Next Steps: Governance, Forum and Function 

 
• Governance:  Become a 501(c) (3) tax-exempt non-profit organization,  

with a governing board of network members. 
 

• Form:   Create a network organization using a hybrid 
partnership/federation model with horizontal structures. 
 

• Function:  Network determines goals and activities of organization,  
guided by common vision and mission; authority, 
responsibility and risk are shared equally among members. 

  

It is our belief that, if implemented fully and appropriately, the recommended immediate 

steps will broaden support, increase legitimacy, mitigate known barriers, and generally improve 

chances of successful establishment, implementation, and long-term sustainability of The 

African Forum.  
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Introduction 

Historically, Minnesota has been a place many immigrants and refugees from around the 

world have chosen to relocate, with approximately fifty new immigrants arriving in the state 

each week (Immigrant Health Task Force 2005).  Since the 1990’s, a large percentage of those 

who have found a new home in Minnesota are from Africa; as of 2008 there were a total of 

nearly 63,000 foreign-born Africans residing in Minnesota (Census 2008) (Appendix C).   

Many African countries have been plagued by corrupt governmental practices, 

persecutions, inter- and intra-state unrest, and economic instability (Appendix D).  This 

instability has resulted in tens of thousands of Africans immigrating to Minnesota seeking safety, 

stability and/or to reunite with family members already settled in the state.  Upon relocation to 

Minnesota, most African immigrants and refugees settle and organize along country lines.  While 

there are many issues around which African immigrants could unite – common experiences, 

integration issues, cultural awareness, health, and education, among others – collective African 

unity rarely happens.  Just as many African communities are factionalized on their home soil, so 

too are they in Minnesota (Forum 2009).   

As such, during the summer of 2009, a group of graduate students at the University of 

Minnesota sought to determine whether there was an interest among Minnesota’s African 

immigrant community to come together “…to create an environment for African communities in 

Minnesota to unite and realize their shared potential for civic engagement, political aspiration, 

and economic viability (Forum 2009: 2).”  To determine the degree of interest, the graduate 

students conducted interviews with community leaders, community members and employees of 

the Hennepin County Multicultural Services, representing individuals from 15 different African 

countries.  Their findings, compiled in a final report entitled The African Forum, illustrate 
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unanimous and enthusiastic support for such a unifying organization (Forum 2009).  The African 

Forum identified unifying issues (integration, financial independence, cultural awareness, 

education, politics, and healthcare) as well as barriers (cultural and political differences, 

leadership struggles, country-specific organizational membership, and economic hardships) to 

creating an organization that could bring together and support all African immigrants in 

Minnesota (Appendix E, Appendix F).  Additionally, the project provided recommendations to a 

future work group suggesting steps needed to successfully initiate such an organization.   

The goal for this project, therefore, is to build upon The African Forum1 Capstone project 

completed during the summer of 2009.  Specifically, the goals for this project are to: 

• Outline a governance system or model for The African Forum; 

• Propose a structural form for The African Forum; and 

• Determine how this structural form should function (Appendix A).  

With these deliverables in mind, this paper will detail the methodology used for the project, 

explain the theoretical framework in which the recommendations are based, and provide findings 

from interviews conducted with relevant organizations.  This paper will conclude with 

recommendations for both immediate and future steps for the implementation of The African 

Forum organization. 

Methodology 

To fulfill our project goals, we utilized information gathered by the 2009 Capstone group, 

conducted internet-based searches to research organizations and organizational options for The 

African Forum (ex. non-profit status 501c(3)), did interviews with established organizations 

                                                 
1 From this point on, the phrases “The African Forum” or “The Forum” will refer to the potential organization 
implemented to unify and empower African immigrants in Minnesota, rather than in reference to the 2009 Capstone 
project. 
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whose overall goals align with those of The Forum, and performed a literature review to research 

governance and organizational structure theories.  The following section explains these 

methodologies in detail.  

Review of Previous Capstone Work 

To begin our research, we reviewed The African Forum, the report produced by the 2009 

Capstone group.  The report includes information gathered from interviews conducted with the 

African community in Minnesota. These interviews found widespread desirability for an 

organization such as The Forum, discovered unifying issues across the African community in 

Minnesota, and highlighted possible barriers to successful implementation of The Forum.  An 

appendix of the report includes partial (anonymous) transcripts from the interviews, helping to 

provide detailed insight of the findings (Appendix F).  The report also includes recommendations 

on further research and the next steps needed to initiate The African Forum (Forum 2009).  We 

used the report and recommendations included within to guide us in determining the path of our 

own research.  

Internet-Based Searches 

A second aspect of our methodology involved performing internet searches to locate 

organizations with goals similar to The African Forum that have both succeeded and failed.  This 

was done in order to study different organizational structures and frameworks, and was used to 

inform our recommendations.   An internet-based search was also conducted to find information 

pertaining to the organizational tax status options available to The Forum; the United States 

Internal Revenue Service (IRS.gov) and Minnesota Council of Nonprofits (mncn.org) websites 

were those most heavily utilized.  The IRS website was utilized to gather information on 
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available tax codes, and the MCN website gave information on registering as a non-profit 

organization.   

Interviews  

Through our internet-based research, organizations similar in mission or in population served 

were identified.  We successfully conducted in-depth interviews with three of these 

organizations.  Two of the organizations are based in the Twin Cities, and the third is located in 

Chicago, Illinois.  The intent of the interviews was to assist in determining the proper 

governance, form, and function for The African Forum, as well as to get ideas and advice on how 

establish and sustain such an organization.   

Due to significant time constraints, we were not able to interview additional organizations. 

Difficulties arose in initiating successful contact with organization representatives during the 

summer months, as well as in securing correct contact information.  Difficulties also arose in our 

attempt to contact failed organizations, which we were interested in doing to determine what led 

them to failure.  The findings from the interviews we were able to conduct will be provided in 

later in our report. 

Literature Review 

Lastly, we relied on information gleaned from our literature review.  For the literature 

review, we researched theories of governance and organizational structure.  From this research, a 

theoretical framework to guide our recommendations emerged.  This framework guided our 

analysis efforts, and ultimately informed our final recommendations for The African Forum.  

The theoretical framework centers on network theory, visionary leadership and integrative 

leadership.  Each of the framework elements, as well as our research on governance and 

organizational structure, will be detailed in the literature review in the next section. 
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Literature Review 

The goals of this project are to recommend the governance, form and function for The 

African Forum.  The use of the word ‘governance’ has connotations important to visioning the 

future structure and function of The Forum.  As such, research into both governance and 

organizational structure theory was conducted.  Information acquired from this research has 

helped us conceptualize how The African Forum may function in its environment, as well as 

contributing to a theoretical framework for considering The Forum’s specific form.  This section 

of the literature review will provide information on governance and organizational structure 

theory, followed by a detailing of the theoretical framework that emerged from the research. 

Governance Theory 

Until relatively recently, the word governance has been understood as a synonym for 

government (Stoker 1998).  Today, governance implies something broader and less authoritarian 

than mere government.  This change has been caused by shifting patterns of governing, where 

boundaries between public, private and nonprofit entities are blurred (Pettai & Illing 2004; Peters 

& Pierre 1998; Stoker 1998).  With more actors involved in influencing, crafting, implementing 

and contracting important public policy outcomes, what was once the sole role of government – 

controlling public policy – is now the arena of a diverse range of stakeholders, individuals, 

organizations, and collaborative partnerships (Peters and Pierre 1998, Stoker 1998).  Thus, with 

ever growing numbers of policy and governing networks crucial to policy creation and 

implementation, ‘governance’ no longer refers solely to the governing mechanisms of a 

government (Pettai and Illing 2004, Peters and Pierre 1998, Rhodes 2000, Stoker 1998).  Rather, 

a much more complex understanding of governance now exists, infusing ideas of accountability, 
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resource allocation, transparency and efficiency with traditional ideas of governance (Pettai and 

Illing 2004).  

Recognizing the complexities of the term “governance”, this project will understand 

governance as based on the following four principles: 

1. Governance recognizes the blurring of sector boundaries and the responsibility for 
tackling social problems; 
 

2. Governance involves a broad and complex set of actors, institutions and stakeholders; 
 

3. Governance implies power struggles inherent to collective action; 
 

4. Governance rests on autonomous, self-governing networks (Stoker 1998). 
 

Of these principles, this project will give particular weight to the idea of governance as networks, 

and will generally construe governance as a pattern of networks that connect society to the state 

(Rhodes 2000, Bevir, Rhodes and Weller 2003).  Viewing stakeholders as individual networks 

informs our understanding of governance, helps shape the analysis of our research and provides a 

basis for recommendations on how The African Forum could be structured and governed.  This 

understanding of governance as networks connecting people to the state also fits well with the 

vision of The African Forum as an organization that can unify and empower African immigrants 

through collective action.  Thus, understanding governance as working within and across 

networks strongly informed our theoretical framework, as will be detailed in a later section.  

Organizational Structure Theory 

Organization theory suggests that an organization’s structure must enable it to efficiently 

fulfill its mission (Goldsmith and Eggers, 2004).  Organizational structure refers to the pattern of 

authority, reporting relationships and communication flow in an organization (Daft 2001, Lorsch 

1992).  For an organizational structure to be effective, it must consider its operating 
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environment, the tasks that members will perform to fulfill the organization’s mission and vision, 

and the characteristics of its members.  All three of these aspects – environment, task, and 

member characteristics – must ‘fit’ together and be supported by the overall structure to ensure 

successful organizational performance.  Important elements of organizational structure to be 

considered include the degree of centralized decision-making, whether there is a need for 

specialization, and importantly, whether there will be horizontal or vertical information flow 

throughout the organization (Bolman and Deal 2008, Gortner, Mahler and Nicholson 1997).  

As previously mentioned, the structure of a network organization must be carefully 

considered in light of the three areas of fit (environment, tasks, and member characteristics), as 

well as in context of the vision/mission of the organization.  The consequence of enacting a poor 

organizational structure is that information and resources flow inappropriately or 

disproportionately across the network, alienating members and slowing work (Lorsche 1992).  

Thus, numerous aspects must be considered when designing an organizational structure, as the 

structure itself has significant impact on the ability of the organization and its members to 

efficiently and effectively accomplish the organizational vision.  

Theoretical Framework 

 Research done for the literature review informed our theoretical framework.  Our 

understanding of governance as networks and our understanding of the importance of 

organizational structure have evolved into a theoretical framework focusing on network theory, 

visionary leadership and integrative leadership.  In combination, these theories comprise the 

foundation for our recommendations for the governance, form and function for The African 

Forum.  
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Network Theory  

The African immigrant community in Minnesota has already been discussed as one that 

is highly factionalized.  Within this divided environment, numerous organizations exist that cater 

to the needs of specific African communities (ex. the Somali community) or provide issue-based 

services (ex. economic development).  Rather than viewing these organizations as conflicting 

entities, they can be framed as existing networks to be utilized in forming The African Forum. 

 Networks are organizational or social units that have the potential to connect disparate 

parties by focusing on shared purpose, creating new identities and enabling members to perceive 

and understand complex problems in new ways.  This grounding in a shared purpose enables the 

larger network to deal with ill-defined, complex problems that individual members cannot 

accomplish alone (Sharif 1962).  As such, networks enable members to increase political, 

economic or social power, and can help legitimatize new social structures (Chisholm 2008). 

Thus, a network is a unique social system of stakeholders who work collaboratively on complex 

problems, and who are oriented through a shared vision and common purpose. 

 Key features of networks include voluntary membership and ability to contribute to 

constructive network action.  Therefore, networks are characterized by a horizontal 

organizational structure with no superior-subordinate relationships between members (Chisholm 

2008, Goldsmith and Eggers 2004).  The network is also self-regulating, where members plan, 

initiate and manage network activities, as well as develop shared understandings of issues 

grounded in the network’s shared vision (Chisholm 2008).  Lastly, while grounded in shared 

vision and purpose, networks also attempt to incorporate the diverse interests of network 

members in its decisions and activities (Chisholm 2008, Goldsmith and Eggers 2004).  
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In our understanding of governance as networks and our recognition of existing networks 

in The Forum’s operating environment, an organization that relies on networks must develop a 

structure that maximizes member contributions while mitigating traditional problems that plague 

group work (i.e. lack of accountability, relationship breakdown, power-grabbing, etc.).  To arrive 

at the appropriate structure, contextual variables must be assessed.  These include the three areas 

of fit described in the literature review (environment, task and member characteristics), as well 

as attention to goal/vision (Bolman and Deal 2008, Lorsche 1992).  There is a wide array of 

possible network designs, varying from traditional hierarchical, vertical models to decentralized 

matrix models focusing on horizontal communication flow (Bolman and Deal 2008).  The 

designs reflect the differing degrees of control and efficiency versus collaboration and 

coordination needed by the network, as well as how communication flows throughout the 

network.  This design spectrum includes coalitions, alliances, partnerships, federations, 

franchises and corporations.  The table below lists characteristics of the network design spectrum 

with coalitions having the loosest and most informal network model, and corporations having the 

highest degree of formality and control (Gill 2007).   

TABLE 1: NETWORK DESIGN OPTIONS AND DETAILS (Gill 2007): 
Network structure:  Degree of formality  Pooling of resources  Action 
Coalitions  Morally or socially binding; 

discretionary membership 
None  Within broadly defined framework 

based on single cause/interest 

Alliances  Semi‐enduring, informal 
membership 

Pooling, but no 
exchange of, resources 

Rotating leadership; action on 
range of issues 

Partnerships  Morally/legally binding 
agreements; clear membership 
terms 

Varies  Limited # of partners; shared 
authority, responsibility & risk; 
community service oriented 

Federations  Autonomous members 
incorporate new legal entity; 
formal governance structure 

Membership fees 
support network 
activities;  

Collective activities; may have 
local, regional, national umbrellas 

Franchises  Chartered affiliates; vertical 
hierarchy; 

Autonomous   Representative governance 

Corporation  Central governance; minimal 
local discretion 

Resources received 
through central governing 
structure 

Slower, hierarchical decision‐making 
and action 
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The particular challenges facing network design include creating a model flexible enough to 

accommodate individual members, dynamic enough to respond to its changing environment, yet 

fixed enough in a common vision to bind members together and accomplish its purpose 

(Goldsmith and Eggers 2004: 55). 

 While there are many advantages to networks, there are also challenges.  Such challenges 

include accountability issues, relationship breakdowns, intra-network competition and power-

grabbing, resource-hoarding and cultural tensions.  However, many of these challenges can be 

mitigated by appropriate leadership, as well as by effective organizational structures that enable 

communication and engender trust and accountability.  Among other things, a network leader 

must align goals among members, provide oversight to the network, avert relationship 

breakdowns, coordinate multiple partners and manage the tension between competition and 

collaboration (Goldsmith and Eggers 2004).  The person who assumes this role will need to have 

the charisma and passion of a visionary leader, as well as the tact and adeptness of an integrative 

leader.  As such, these two leadership elements – visionary and integrative leadership – 

contribute to the theoretical framework for this project and will be described below. 

Visionary Leadership  

Visionary leaders offer a compelling vision of the future and energize those around them 

to participate in the realization of this vision (Crosby and Bryson 2005, Sohmen 2004).  Through 

being highly charismatic, competent and communicative, a visionary leader is able to bridge 

differences among stakeholder groups and energize a shared vision of an idealized future 

(Crosby and Bryson 2005).  A visionary leader inspires trust, empowers others, demonstrates 

integrity in relationships, and fosters a deep sense of fairness and commitment to the tangible 

goals of the shared vision (Sohmen 2004).  
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In general, visionary leaders imagine the desired future of an organization, communicate 

that shared vision to partners and empower partners to participate in enacting the vision 

(Mintzberg and Westley 1989).  Through the process of communicating the vision to potential 

partners, collaborative relationships are formed among partners and the leader’s vision and 

articulated goals quickly become the shared vision of the group.  Thus, the visionary leader is 

both the initial spokesperson for the vision (through communicating with networks and 

personifying the vision) and the change agent for realizing the vision (through long-term 

strategic thinking) (Nanus 1992).  

 The visionary leader model is particularly helpful in conceptualizing how a network 

could be developed and organized, as well as how that network could develop a common vision 

and purpose.  A visionary leader would have the personal skills to navigate the complex 

landscape of potential network members; their charisma, competency, and fierce commitment to 

an idealized vision would fast inspire others to participate in making that vision a reality.  Thus, 

a visionary leader has the potential to inspire stakeholders to participate in the network. 

Integrative Leadership 

In addition to network theory and visionary leadership, the last component of our 

theoretical framework is integrative leadership.  Integrative leadership is the process by which 

people who are concerned about social problems understand the need for collaboration in solving 

those problems.  As such, integrative leadership focuses on collaborating with other 

organizations to achieve common goals; these organizations may be community, government, 

business, nonprofit or media-based entities.  Thus, integrative leadership means “bringing 

diverse groups and organizations together in semi-permanent ways – and typically across sector 
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boundaries – to remedy complex public problems and achieve the common good (Crosby and 

Bryson 2010: 2).”   

The Center for Integrative Leadership at the University of Minnesota lists the following 

six components as essential to integrative leadership (CIL 2010): 

1. Inclusion – Every stakeholder should be able to help affect change. 
 

2. Shared purpose – Stakeholders should share a common idea of purpose in order 
for sustainable solutions. 
 

3. Systematic thinking – An understanding of interdependency is important in 
forming solutions. 
 

4.  Inquiry – Multiple hypotheses should be discussed and vetted to reach the best 
solution. 
 

5. Constructive dialogue – Developing a common language is pertinent to effective 
communication. 
 

6. Innovation – Considering all viewpoints among opposing ideas will result in the 
best solution. 
 

Given the diverse range of potential network members, these concepts will bolster the 

creation of The African Forum.  Networks already exist in which a visionary leader can foster a 

wider shared vision of the future and in which an integrative leader can reach across sectors to 

solve complex social problems.  Thus, taken together, network theory, visionary leadership and 

integrative leadership construct a framework within which we can view the operating 

environment for The Forum, contextualize governance as network management, and make 

appropriate recommendations for the form and function of The Forum.  

Discovery from Interviews 

One of the key components for this project has been the findings from detailed interviews 

conducted during June and July of 2010.  As part of our general methodology, the group 
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interviewed three organizations with goals similar to that of The Forum.2  The intent of the 

interviews was to provide insight into which path of governance, form and function would render 

The African Forum most successful.  Findings from interviews conducted with the African 

Development Center, the Greater Minnesota Council of Churches- Center for Families, and 

United African Organization are found below. 

Interview #1: African Development Center (ADC) 

Located in Minneapolis, the mission of the African Development Center (ADC) is “to 

start and sustain successful businesses, build assets and promote community reinvestment 

[throughout the African communities of Minnesota] (ADC 2010).”  The ADC was chosen to 

interview because its past accomplishments and propensity for success are attributable to the 

organization’s visionary leader.   

Key themes that emerged from this interview are: 1) the importance of having a visionary 

leader to promote a common vision and unite differing entities, 2) the significance of African 

leadership within the organization, 3) the importance of providing tangible services to the 

African immigrant community to increase odds of success and sustainability, and 4) that barriers 

to successfully establishing The African Forum in Minnesota are real and significant (ADC 

2010).  

First, results from the interview suggest that visionary leadership is necessary for the 

success of any organization trying to find common ground among disparate voices.  In the case 

of ADC, it was recognized that were it not for a visionary leader promoting an idealized vision of 

economic empowerment among the factionalized African immigrant communities of Minnesota, 

ADC would not exist.  ADC’s visionary leadership, which concentrated on the tangible goal of 
 

2 For additional information about how the three organizations were chosen, as well as interview constraints, see the 
Interviews heading under the Methodology section. 
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African immigrants’ economic empowerment, led to real economic growth for those accessing 

the organization’s services.  Based on the reality that even organizations with reputable missions 

can end in failure, having a strong visionary leader to promote an idealized vision and bridge 

divides among disparate networks is crucial.    

Second, the interview suggests that part of ADC’s credibility lies in its African 

leadership, as this offers immigrants a sense of understanding and empathy, and helps to 

eliminate fears that a hidden agenda by non-Africans in leadership positions exists.  The 

inclusion of Africans in leadership positions enhanced the credibility of ADC, bolstering the 

greater image of the organization.  The third theme that emerged from the interview suggests that 

in order for an organization like The African Forum to thrive, it will need to provide something 

tangible to African immigrants to encourage them to access Forum services or attend Forum 

events.  The interview also suggests the importance of tailoring services, events, and/or mission 

around collective benefits rather than to the benefit of a particular group, tribe or nation (ADC 

2010). 

Lastly, the interview indicates that barriers to successful implementation of The African 

Forum are real and significant.  According to the interview, previous organizations with 

comparable goals have failed in the Twin Cities because they were too ambitious or unrealistic in 

their goals, incapable of implementing their goals, or too ambiguous and obscure to be of use to 

the African community.  Other important barriers identified through the interview include a lack 

of leadership and professionalism, as well as a lack of understanding of the needs of immigrants 

(ADC June 2010).  Importantly, many of these same barriers to establishing The African Forum 

were identified in the 2009 Capstone project (Forum 2009). 
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Interview #2: Greater Minnesota Council of Churches (GMCC) - Center for Families: West 
African Collaboration (WAC) 

The Greater Minnesota Council of Churches (GMCC) - Center for Families houses a 

variety of African community organizations inside its building, as well as public and private 

sector service providers.  With a particular emphasis on West African immigrant families, the 

GMCC’s Center for Families seeks to increase self-sufficiency among immigrant families to 

Minnesota (GMCC July 2010).  This focus on West African immigrant families is the reason for 

inclusion in our interview sample.  

Upon interviewing the Center for Families, a collaborative effort among the organizations 

housed within the Center for Families was discovered.  Comprised of West African community 

organizations quartered within the Center for Families, the West African Collaborative (WAC) 

seeks to promote West African unity and to celebrate West African culture in the Twin Cities 

(GMCC July 2010).  Through both the interview with the GMCC Center for Families and the 

observation of WAC, themes relevant to successfully establishing The African Forum emerged. 

These elements include a tangible example of integrative leadership, the relevance of a 

horizontal network design, and the importance of creating network accountability standards 

(GMCC July 2010).    

First, GMCC’s Center for Families is an example of integrative leadership in action, as it 

integrates public and private sector service-providers and houses African-focused community 

organizations.  Interestingly, this approach has led to the creation of a collaborative effort 

between similar organizations existing within its physical space.  The West African 

Collaborative (WAC) provides an example of a horizontally-based network approach that has 

addressed the needs of a particular segment of the African immigrant community in Minnesota.    
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WAC demonstrates a network coalesced around a shared vision of promoting West 

African culture; this vision guides the work of the collaborative.  Membership into the network is 

voluntary, with communication flowing horizontally across the network and power, authority 

and risk shared equally by members.  The advantage of this informal collaboration appears to be 

a pooling of resources to accomplish a shared mission, equal status among members, and 

relationship building among the nation-states represented within WAC.  

However, through the interview and through observation, it became clear that while 

WAC members are working collaboratively, no accountability standards seem to exist.  We 

observed that as a result, not all members participate in meetings, and that this lack of 

participation creates tension within the network (GMCC July 2010b).  Thus, it seems clear that 

the integrative leadership employed by GMCC’s Center for Families has generated a 

collaborative effort among West African organizations that may not have occurred absent 

involvement by the Center for Families.  Benefits of the network collaboration include a pooling 

of resources to promote network activities guided in a common vision; however, if accountability 

measures are not established, problems of cohesion and tension may arise, and seem almost 

inevitable. 

Interview #3: United African Organization (UAO) 

The United African Organization, based in Chicago, Illinois, is a “dynamic coalition of 

African national associations that promotes social and economic justice, civic participation, and 

empowerment of African immigrants and refugees in Illinois (UAO 2010).”  In operation for six 

years, UAO has been successful in empowering African immigrants, and serves as an excellent 

model for The Forum.  Facing many of the same barriers to establishment as The Forum, UAO 

has already participated in a forum at the White House and secured two impressive legislative 



The African Forum: Governance, Form, and Function 
August 5, 2010 

 

 
19 

wins.  These early successes signal organizational legitimacy and credibility, underscoring UAO 

as a successful model for replication (UAO June 2010).  Coupled with an almost identical vision 

and having faced similar barriers to implementation, findings from the interview conducted with 

UAO has strongly informed recommendations on the governance, form and function of The 

Forum.  Due to its particular importance, a thorough discussion and analysis of the UAO 

interview is provided below. 

An Example of Success: United African Organization  

The United African Organization was founded by a visionary leader whose mission was 

based on the belief that the organization could not be successful without integrative leadership 

and collaboration within the African immigrant communities of Illinois.  During the interview 

with UAO, it was suggested that earlier attempts to bring together African communities in the 

state had been thwarted by tensions between and within different immigrant communities.  For 

example, certain African immigrants and refugees perceived themselves to carry more weight 

than others in instances of decision-making, as their communities had larger populations than 

others in the state (i.e.-Nigeria has the largest African immigrant population in Illinois) (UAO 

June 2010).  

To gain credibility, the visionary leader formed a steering committee consisting of 

African community leaders and elders from around Illinois.  The goal of the steering committee 

was to determine how to formally organize and structure the potential organization.  After one 

year of informal steering committee meetings, and as a collaborative effort, the United African 

Organization was officially formed in December of 2005.  Initial membership of UAO consisted 

of eight African nation state organizations, with membership growing to twenty within two 
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years; currently membership includes twenty-eight African nation state organizations (UAO June 

2010).  

The importance of membership accountability was recognized early on by the 

organization.  In order to become a member, local African organizations must illustrate that they 

have their own sustainability tactics and accountability standards in place.   Additionally, to help 

maintain accountability, membership fees must be paid on a yearly basis (UAO June 2010). 

Since its inception, each African nation state organization that becomes a member of 

UAO has had one vote during board meetings, no matter how large a population the organization 

represents.  This rule was established in order to provide all African communities an equal voice 

and democratic representation.  This brought credibility to UAO, as African organizations 

representing smaller communities recognized the fairness of UAO’s voting practices.  In turn, 

more organizations recognized an incentive to collaborate with UAO, resulting in membership 

numbers continuing to grow (UAO June 2010).  

As a result of their ever-increasing reputation and membership power, UAO was able to 

secure concrete legislative wins in the Illinois legislature.  Two specific legislative efforts were 

promoted by the UAO with success, including minimizing hair braiding licensing requirements 

and making assaults on cab drivers felonies.  These two efforts brought specific benefits to 

common issues faced by a large part of the African immigrant population of Illinois, and 

illustrated UAO’s ability to mobilize the African population (UAO June 2010).   

Within their short history, UAO has managed to be seen as an instrument of mobilization 

and change for African immigrants on both the local and state levels.  As a result, UAO has 

attracted financial support from large foundations and governmental entities, which has allowed 

the organization to expand its scope to include direct services to the African community.  This, in 
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turn, has provided even more incentive to non-members to become collaborative partners of 

UAO, which will only work to strengthen UAO and their ability to affect change even further.   

UAO, therefore, should be viewed by our client as a successful organization that can 

serve as an excellent model to The African Forum.  The organization is similar in scope and 

vision, and has faced the same barriers confronting the establishment of The African Forum.  

The approach taken by UAO to mitigate these barriers, bring together disparate communities and 

unite under a common vision demonstrates how The Forum could approach implementation, 

establishment and sustainability of its organization.  Further, UAO demonstrates the relevance of 

network theory for this type of work, as well as the importance of visionary and integrative 

leadership. 

Recommendations 

Considering the theoretical framework for this project – network theory, visionary 

leadership and integrative leadership – and in light of the successful establishment of the United 

African Organization in Chicago, we believe that additional on-the-ground work must be done 

prior to The African Forum incorporating as a physical organization.  Specifically, it is our 

opinion that the beginnings of a network must be created to increase legitimacy and gain early 

support for The Forum.  For this reason, two broad sets of recommendations are provided.   

The first set of recommendations recognizes that a vast array of factionalized potential 

network members exists in the Twin Cities, that a visionary leader is needed to advance a vision 

that can link and excite these parties, and that integrative leadership is needed to collaborate 

across sector boundaries.  Thus, the first set of recommendations focuses on network 

development for The African Forum, while the second set focuses on the future governance, 

form, and function of The African Forum. Specifically:  
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     Immediate Steps: Network Development 
1. Identify stakeholders and hold informal discussions 

 
2. Form and implement steering committee 

 
Next Steps: Governance, Forum and Function 

• Governance:  Become a 501(c) (3) tax-exempt non-profit organization,  
with a governing board of network members. 
 

• Form:   Create a network organization using a hybrid 
partnership/federation model with horizontal structures. 
 

• Function:  Network determines goals and activities of organization,  
guided by common vision and mission; authority, 
responsibility and risk are shared equally among members. 
 

 Immediate Steps: Network Development 

These recommendations recognize the significant barriers facing the implementation of 

The African Forum, as evidenced through successive failures of previous attempts at establishing 

such an organization in Minnesota.  Focusing first on developing a strong network will help 

mitigate some of the known barriers, foster support and build the social capital needed to address 

complex social problems (Chisholm 2008).  

In the case of the African Forum, a vibrant network is already in place throughout the 

greater Twin Cities metro area.  Organizations focusing on specific African immigrant groups 

and issues abound, as do direct-service providers and engaged community leaders and members.   

Each of these units can be thought of as an existing network, able to be tapped and coalesced 

around a shared vision of increased personal, economic and community power for all African 

immigrants.  What is needed is a visionary leader to arouse excitement about the feasibility of 

the vision, engender a specific shared vision for the future, entice participation and link disparate 

members together under one larger network.  
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This group believes that the client for this project, Pa Modou Ann, is a visionary leader 

who can generate passion and excitement around his vision for a united African organization 

grounded in personal, political and economic empowerment for African immigrants.  We believe 

he has the charisma, competency and tact to identify potential network members, as well as the 

ability to persuasively communicate his vision for The African Forum and persuade them to join 

his effort at building this organization.  As such, network development must be the first major, 

tangible step to establishing The African Forum.  Developing a larger network, which will be 

utilized to gain support and legitimacy for the organization and should actually comprise the 

organization itself, includes holding informal discussions, identifying stakeholders and forming a 

steering committee.  

1. Identify stakeholders and hold informal discussions 

With the understanding that some informal discussions have already occurred, it is 

recommended that the client make an organized, concerted effort at identifying stakeholders and 

potential network members, and initiating informal discussions with them.  Since interest in 

being involved in such a network effort can come from a range of places, the client should 

thoroughly examine the environment for potential members.  This examination would ultimately 

include tapping political leaders, public institution representatives, private businesses, nonprofit 

organizations, African organizations, immigrant and refugee organizations, community and 

African leaders and elders, and interested citizens, among others.  Specifically, key questions for 

identifying potential network members include: 

1. What organizations and individuals have critical involvement in the current 
problem? 
 

2. Whose support is crucial in this effort? 
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3. What organizations, groups and individuals might be affected? 
 

4. What organizations, groups and individuals could thwart progress (Chisholm 
2008)? 

 

However, as an immediate step, it is recommended that the client request meetings with the 

organizations interviewed for this project, with particular emphasis on the United African 

Organization.  Additionally, the West African Collaborative (WAC) was identified as one 

vehicle where support for The African Forum could be sought, as leaders we spoke to were eager 

to find out more about The Forum and its proposed mission (GMCC July 2010b).  

Early informal discussions with potential network members should involve sharing views 

about the present situation, and should provide an opportunity for the visionary leader (i.e. the 

client) to articulate his vision for the future of The Forum.  These discussions will thusly provide 

a venue for dialogue, persuasion and enticement, as well as foster shared understanding of the 

problem and engender trust among potential network participants.  These discussions should also 

brainstorm additional stakeholders to be sought out and included in further dialogue (Chisholm 

2008).   

As these meetings continue, more and more potential network members will be enticed to 

join the effort advocated by the visionary leader, and the beginnings of a formalized network will 

begin to form.  Meetings of this type may extend six to twelve months, or however long the 

client feels is necessary to identify enough stakeholders to both garner support and legitimacy 

amongst key stakeholders, and to form an initial steering committee. 

2. Form and implement steering committee 

If done convincingly, the process of identifying network members and holding informal 

discussions should flow organically into forming a steering committee for The African Forum.  
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A steering committee should be comprised of committed and passionate stakeholders who are 

capable and willing to work constructively towards building The Forum.  The binding link 

between members and the foundation for committee activity is the idealized vision as originally 

advocated by the visionary leader (i.e. the client).  

It is recommended to limit the size of the steering committee such that is a proportional 

representation of the African communities within the network; this would enable small group 

dynamics to continue as the full group of committee members plans and expands the network.  

The function of the steering committee is to continuously identify and meet with potential 

network members, to communicate the shared vision for the future with community members 

and stakeholders, to scan the external environment, and to develop general goals and processes 

for implementing The African Forum as a tangible organization (Chisholm 2008). 

Who is included on the original steering committee must be carefully considered. 

Membership on the committee, both by individual community members and/or by organization 

representatives, will impact whether The Forum will initially be considered legitimate and 

credible.  As a lack of leadership and accountability have been traditional barriers to successful 

implementation to organizations like The Forum, particular care must be paid to inviting and 

selecting steering committee members. 

The success of forming and implementing a steering committee can be seen in the United 

African Organization (UAO).  Having understood its environment, goals and potential member 

characteristics, UAO formed and implemented its own steering committee comprised of 

community leaders and African elders.  The UAO steering committee subsequently identified 

additional potential network members, continued to communicate the binding vision, set 
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strategic direction for the fledgling organization, and implemented appropriate structure and 

processes.   

Next Steps: Governance, Form and Function  

Once the immediate steps are complete, The African Forum will be better positioned to 

establish itself as a tangible, bricks-and-mortar organization.  Based on the similarities of 

intention and environment, as well as the effective use of integrative and visionary leadership 

that could lead to a leveraging of existing networks, many of the recommendations in this section 

are based on the successful UAO model.  In short, it is recommended that The African Forum 

incorporate as a 501(c)(3) non-profit organization, that they implement a horizontally-based 

network organization structure, and that a shared-power model be utilized.3  

Governance 

After The African Forum has successfully established its steering committee and gained 

credibility with the African community, we recommend that it incorporate itself as 501(c)(3).   

While we looked into various tax status code alternatives for The African Forum, registering as a 

501(c)(3) non-profit organization emerged as the best option (Appendix J).   As a 501(c)(3), The 

Forum will be eligible to receive tax-deductible charitable donations.  Under the 501(c)(3) tax 

code, the organization will not be allowed to directly attempt to influence campaign activities or 

endorse political candidates; however, they will be able to take part in issues of public policy 

through producing educational materials and holding educational meetings (IRS 2010).  As part 

of registering as a non-profit organization, The Forum will also have to establish a governing 

board.  We recommend that initially, the board be made up of steering committee members.  

 
 

3 Implicit in these recommendations is the acknowledgement that these decisions would ultimately be left to the 
judgment of the steering committee. 
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Form 

Considering the three areas of fit as discussed in our theoretical framework – 

environment, task and member characteristics – it is recommended that The African Forum 

design itself as a network organization with horizontal structures to facilitate communication 

flow and equalizing power across the network.  Given that the barriers to establishing The Forum 

include perceived cultural and political differences, leadership struggles, and country-specific 

organizational membership, we feel that creating organizational structures to mitigate these 

barriers is necessary to long-term success and viability. 

Our model recognizes that the developed network is integral to The Forum’s success, and 

that the organization will initially be governed by steering committee members.  As a network 

organization, we recommend that The Forum utilize a hybrid partnership/federation model (see 

Table 1 on page 11).  This would allow for formal and binding membership agreements, clear 

membership terms and a formalized governance structure.  Moreover, this blend of network 

organization design relies on shared authority, responsibility and risk among network members, 

allowing members to have equal power within the network.   

Additionally, this type of network design implies the implementation of horizontal 

structures, where information flows smoothly across the network rather than through prescribed 

vertical, hierarchical channels.  Since horizontal structures are primarily designed for 

coordination, collaboration and organizational learning, they enable the governing network to be 

flexible and efficient in responding to unforeseen events (Daft 2001, Goldsmith and Eggers 

2004).  Furthermore, implementing horizontal structures within the greater organizational form is 

necessary for the network to work effectively, to engender trust across members, and to maintain 

relationships within the network (Daft 2001).  Additionally, this type of structure has been 
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successfully implemented by UAO; its non-hierarchical structure lends itself to a more balanced 

and impartial assessment of common issues and community needs, and equalizes power across 

its membership. 

Thus, forming The African Forum as a partnership/federation network organization 

follows the tenets of network theory: horizontal structures are in place with no superior-

subordination relationships, information flows equally across the network, network members 

share power, responsibility and risk, and power-grabbing opportunities among members are 

minimized.  We feel that this organizational design best protects against the barriers to 

implementation previously identified.  

Function 

 As indicated above, with the recommended governance and form of The African Forum 

established, how The Forum will function is already generally implied.  Its incorporation as a 

501(c)(3) non-profit implies its focus on social problems, its governance board of steering 

committee and network members demonstrates inclusiveness and involvement of early 

stakeholders, and its form elicits shared power, authority, responsibility and risk across the 

networked organization.  In general, the recommended governance structure and organizational 

form of The Forum aligns with the vision of the organization and engenders equality across the 

network, dictating how The Forum will implicitly function.  Outside of these general function 

recommendations, we suggest that the network/governing board jointly determine Forum 

activities, that each network member have equal voting power, and that accountability standards 

are determined and enforced.  

 First, the governing board, comprised of network members, should determine Forum 

goals and activities, guided by the shared vision of the network (in the case of The Forum, this 
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shared vision is to increase the civic engagement, political aspiration, and economic vitality of 

the African immigrant community).  All activities, goals and events should be grounded in and 

guided by this common vision.  Additionally, it is recommended that The Forum replicate UAO 

in its reliance on member organizations and community members to identify tangible community 

needs, which are incorporated into organizational activities and/or events (UAO 2010). 

Second, in accordance with the shard power organizational design, it is recommended 

that each network/governing member have equal voting power.  This function is utilized by the 

UAO and seems to mitigate perceived and real external power differences, enhances 

cohesiveness of its network and encourages thorough adhesion to the shared vision (UAO 2010).  

 Third, the network governing board needs to determine and enforce accountability 

standards for the network.  These standards should include, at a minimum, membership criteria, 

involvement and performance guidelines, and expectations for participation.  Such standards 

were also seen at UAO: formal nonprofit status and organizational capacity for action were 

prerequisites for becoming a network member of the UAO.  As more and more organizations that 

met these accountability standards joined the UAO, it gained momentum and enhanced 

credibility, which in turn fueled its legislative triumphs and notoriety (UAO 2010).  Additionally, 

determining formal expectation standards can help avoid the tension observed in the West 

African Collaborative, where differing levels of participation created difficulty within the 

network. 

Conclusion 

 In conclusion, the discoveries made through this project indicate that a sizeable and 

cohesive network should be developed prior to The African Forum incorporating as a tangible, 

physical organization.  It is our belief that, if implemented fully and appropriately, the 
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recommendations made within will broaden support, increase legitimacy, mitigate known 

barriers, and generally improve chances of successful establishment, implementation, and long-

term sustainability of The African Forum. 



The African Forum: Governance, Form, and Function 
August 5, 2010 

 

 
31 

 
BIBLIOGRAPHY 

Aamot, Gregg. “Minnesota sees surprise increase of Ethiopian refugees.” The Star Tribune. 16 
July 2006, Web. 18 July 2010. < http://www.startribune.com/local/11585086.html> 
 
African Development Center. Personal Interview. 1 July 2010. 
 
Bevir, M., Rhodes, R.A.W., & Weller, P. 2003. “Comparative governance: Prospects and  
lessons.” Public Administration, Volume 81 (1):191-210. 
 
Bingham, L.B. and O’Leary, R. 2008. Big Ideas in Collaborative Public Management, Armonk, 
N.Y.: M.E. Sharpe. 
 
Bolman, L. G. and Deal, T. E. 2008. Reframing Organizations: Artistry, Choice, and Leadership 
(4th ed.), San Francisco: Jossey-Bass. 
 
Bryson, J.M., Crosby, B.C. and Stone, M., eds. 2006. “The Design and Implementation of Cross-
Sector Collaborations: Propositions from the Literature.” Public Administration Review, Volume 
66 (s1): 44-55. 
 
Chait, R., Ryan, W. P., & Taylor, B. E. 2005. Governance as Leadership: Reframing the Work of 
Nonprofit Boards, Hoboken, N.J.: John Wiley & Sons: 1-10. 
  
Chisholm, R. F. 2008. Handbook of Organizational Development, Thousand Oaks, CA: Sage 
Publications, Inc.: 629-650.  

Crosby, B.C. and Bryson, J.M., eds. 2010. “Integrative Leadership and the Creation and 
Maintenance of Cross-Sector Collaborations.” The Leadership Quarterly, Volume 21: 211-212. 

Crosby, B.C. and Bryson, J.M., eds. 2010. “Special Issue on Public Integrative Leadership: 
Multiple Turns of the Kaleidoscope.” The Leadership Quarterly, Volume 21: 205-206. 

Crosby, B. C., and Bryson, J. M., eds. 2005. Leadership for the Common Good: Tackling Public  
Problems in a Shared-Power World, San Francisco: Jossey-Bass. 
 
Crosby, B.C. and Kiedrowski, J. 2 November 2007. Integrative Leadership: Observations from a 
University of Minnesota Seminar Series. International Leadership Association Annual 
Conference, Vancouver, Canada. 
 
Daft, R. L. 2001. Organization theory and design, Mason, OH: South-Western College: 84-126. 
 
“Ethiopia country profile.” BBC News. 26 May 2010, Web. 18 July 2010. 
<http://news.bbc.co.uk/2/hi/africa/country_profiles/1072164.stm#overview>  

http://www.startribune.com/local/11585086.html


The African Forum: Governance, Form, and Function 
August 5, 2010 

 

 
32 

 
Gill, M. 2007 April. Network governance and organizational form: A framework for assessing 
what works best. Kansas City Midwest Center Conference, Kansas City, MO. 
 
Goldsmith, S., and Eggers, W. D. 2004. Governing by Network: The New Shape of the Public  
Sector, Washington, DC: Brookings Institution Press. 
 
Gortner, H. F., Mahler, J. and Nicholson, J. B. 1997. Organization structure and design. In H.F. 
Gortner, J. Mahler & J. B. Nicholson (Eds.) Organizational Theory: A Public Perspective (2nd 
Ed.). Orlando, FL: Harcourt Brace College Publishers: 91-134. 
 
Lorsch, J. W. 1992. Organizational design. In J. Gabarro (Ed.), Managing People and  
Organizations. Cambridge, MA: Harvard Business School Publications: 313-330. 
 
Melville, H. (1989). Hawthorne and his mosses. In N. Baym (Ed.), The Norton anthology of 
American literature (3rd ed.). New York: W.W. Norton & Company. NO 
 
Minnesota Council of Nonprofits. INFO CENTRAL: How to Start a Nonrofit. Web. 10 June 
2010. < http://www.mncn.org/info_start.htm> 
 
Minnesota Department of Administration. Dataset: Immigrants to Minnesota by Region and 
Country of Birth. Web. 7 July 2010. 
<http://www.demography.state.mn.us/resource.html?Id=18679> 
 
Minnesota Department of Health: Immigrant Health Task Force. 2005. Recommendations from 
the Minnesota Immigrant Health Task Force.  
 
Mintzberg, H. and Westley, F. 1989. “Visionary leadership and strategic management.” Strategic  
Management Journal, Volume 10: 17-32. 
 
Nanus, B. 1992. Visionary Leadership: Creating a Compelling Sense of Direction for your  
Organization, San Francisco: Jossey-Bass. 
 
Peters, B. G. & Pierre, J. 1998. “Governance without government? Rethinking public  
administration.” Journal of Public Administration Research and Theory, Volume 8 (2): 223-243. 
 
Pettai, V. and Illing, E. 2004. “Governance and good governance: Introduction to the special 
issue of TRAMES.” TRAMES: A Journal of the Humanities & Social Sciences, Volume 8 (4): 
347-351. 
 
Rhodes, R. A. W. 2000. Governance and public administration. In J. Pierre (Ed.), Debating  
Governance: Authority, Steering and Democracy. Oxford, England: Oxford University  
Press. 
 
Sharif, M. 1962. Intergroup Relations and Leadership, New York: John Wiley & Sons. 

http://www.mncn.org/info_start.htm
http://www.demography.state.mn.us/resource.html?Id=18679


The African Forum: Governance, Form, and Function 
August 5, 2010 

 

 
33 

 
Sohmen, V. 2004. A leadership model for nonprofit projects. In Riggio, R. R., & Orr, S. S.  
(Eds.) Improving Leadership in Nonprofit Organizations. San Francisco: Jossey-Bass: 219-233. 
 
Stoker, G. 1998. “Governance as theory: Five propositions.” International Social Science 
Journal, Volume 50 (155): 17-28. 
 
United African Organization. Personal Interview. 2 July 2010 and 13 July 2010.  
 
United State Census Bureau. American Community Survey: Selected Population Profile in the 
United States: Please of Birth for the Foreign Born Population in Minnesota. 2008. Web. 26 July 
2010. < http://factfinder.census.gov >  
 
United States Department of State: Bureau of African Affairs. Background Note: Ethiopia. 8 
April 2010, Web. 26 July 2010. <http://www.state.gov/r/pa/ei/bgn/2859.htm> 
 
United States Department of State: Bureau of African Affairs. Background Note: Nigeria. 12 
May 2010, Web. 26 July 2010. <http://www.state.gov/r/pa/ei/bgn/2836.htm> 
 
United States Internal Revenue Service. Tax Information for Charitable Organizations. Web. 19 
June 2010. < http://www.irs.gov/charities/charitable/index.html> 
 
University of Minnesota Academic Health Center. Minnesota’s Somali Community. October 
2002. Web. 10 July 2010. 
<http://www.dhs.state.mn.us/main/idcplg?IdcService=GET_FILE&RevisionSelectionMethod=L
atestReleased&Rendition=Primary&allowInterrupt=1&noSaveAs=1&dDocName=dhs_id_05115
7> 
 
 
 
 
 
 
 
 
 

 

 

 

http://www.state.gov/r/pa/ei/bgn/2859.htm
http://www.irs.gov/charities/charitable/index.html
http://www.dhs.state.mn.us/main/idcplg?IdcService=GET_FILE&RevisionSelectionMethod=LatestReleased&Rendition=Primary&allowInterrupt=1&noSaveAs=1&dDocName=dhs_id_051157
http://www.dhs.state.mn.us/main/idcplg?IdcService=GET_FILE&RevisionSelectionMethod=LatestReleased&Rendition=Primary&allowInterrupt=1&noSaveAs=1&dDocName=dhs_id_051157
http://www.dhs.state.mn.us/main/idcplg?IdcService=GET_FILE&RevisionSelectionMethod=LatestReleased&Rendition=Primary&allowInterrupt=1&noSaveAs=1&dDocName=dhs_id_051157


The African Forum: Governance, Form, and Function 
August 5, 2010 

 

 

 

Appendix A: Client Proposal 

Proposal date 04/29/10 

The African Forum Project name 

Client organization name The Directorate of the African Forum 

13647 93rd Place North Client organization address 

Maple Grove, MN 55369 
Contact name (individual responsible 
for the proposed project) 

Pa Modou Ann 

Contact phone number and e-mail 
address 

(763)528-8948 annxx009@umn.edu 

Description of project (please attach 
additional information if necessary 

In the initial phase of the African Forum the viability of 
creating a united African Forum to help Africans from all 
countries transition to, and thrive in, Minnesota was 
investigated. The conceptual framework for such a forum has 
its roots in community organizing, social constructionist, and 
social capital. Together these concepts frame a process of 
gathering community strength through grassroots 
connections, and blending the social conventions from 
Africans with those of Minnesotans to form a social construct 
for increased political capital, economic vitality, and civic 
engagement.  

We collected information for this investigation through 
literature review and original research into the beliefs and 
attitudes of African community members. We conducted 29 
interviews with Minnesotans from 15 African countries. The 
focus of our interviews was to identify issues that might 
transcend historical and cultural differences between 
immigrants from different countries and inform the work of 
the African Forum, and barriers that might prevent successful 
formation of it. 

Primary unifying issues appear to include helping new 
immigrants understand how to function and thrive in 
Minnesota, cultural awareness, economic, employment, 
access to education, political, and health care issues. Barriers 
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to a Forum include cultural differences, political, and a 
leadership void. We also learned that many other attempts to 
organize pan-African and other special interest African 
support organizations have failed. We investigated reasons for 
these failures and found that the primary reasons were lack of 
effective leadership and accountability. 

We found unanimous support for an African Forum in 
Minnesota, but also many barriers to its potential success.  

Research question/Issue to be 
examined 

To examine possible form, function and governance options 
for the establishment of the African Forum. 

Proposed deliverables A. With purpose in mind, define the African Forum’s form. 

B. Determine the possible function of the African Forum. 

C. Also outline governance systems or models, bearing in 
mind the strict federal IRS tax codes.  

D. Produce a report of the findings. 

Assumptions: 

Will researchers be interacting with 
vulnerable subjects? 

Expenses covered 

A. Researchers will not be interacting with vulnerable 
subjects. 

B. Different African communities are not working together 
effectively to maximize their political, economic and social 
capital. 

C. There has not been any African institution of this scope or 
magnitude.  

Evaluation Criteria To be negotiated with students 
Audience Students, Faculty, Members of the African communities in 

Minnesota, stakeholders, and the greater population of the 
state. 

University faculty member or other 
staff member with whom you have 
been in communication, if applicable 

Dr. Gary Decrier, Director, Master of Public Affairs 
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Appendix B: Memorandum of Agreement 

 
Memorandum of Agreement 

Capstone Workshop 
University of Minnesota 

Humphrey Institute of Public Affairs 
 

 
Date: June 8, 2010 
 
Project: The African Forum  
 
Clients: The Directorate of the African Forum  

Primary Client Contact: Pa Modou Ann (763.528.8948/annxx009@umn.edu) 

Student Consultants: 
Adel El-Huni 

Neng Lee 

Elizabeth Mandelman 

Leah Montgomery 

Marjorie Nebo 

 
Primary Student Contact: 
Adel El-Huni 
   
Instructor: Gary DeCramer, Director of MPA Program 
  Humphrey Institute of Public Affairs 
  University of Minnesota 
  241 Humphrey Center 
  301 19th Ave. S. 

Minneapolis, MN  55455 
gdecramer@umn.edu 
 

           
 

 

mailto:gdecramer@umn.edu
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 THIS MEMORANDUM OF AGREEMENT (this Agreement) is made by and among 
the Client referred to above and the Student Consultants.  Regents of the University of Minnesota 
(the University) is not a party to this Agreement and shall have no obligation to perform the 
services called for under the Project.    

 
Project Goals & Purpose: 
Our team goal is to build upon The African Forum Capstone project completed during the 
summer of 2009 and to establish a possible form, function and governance for The African 
Forum. 
 
Project Start Date: June 15, 2010 
 
Project End Date: August 5, 2010   
 
Deliverables: 

A. With purpose in mind, define the African Forum’s form. 

B. Determine the possible function of the African Forum. 

C. Also outline governance systems or models, bearing in mind the strict federal IRS tax codes.  

D. Produce a report of the findings. 
 
Client Responsibilities: 
 
By participating in the program, the Client agrees to: 
 

• Designate Pa Modou Ann as the primary client contact.  

• Provide clear instructions and deliverables for and expectations of the students following 
initial client/consultant meeting. 

• Provide students with any needed information on an agreed upon schedule. 

• Attend meetings with students as needed, including one meeting with the instructor in 
attendance.  

• Be as flexible as possible with your schedule to accommodate the students’ scheduling 
needs.  

• Willingly share African Forum and network resource information with the students; the 
more open and honest you are the better results you will receive. 
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• Reimburse students for any out-of-pockets for printing, copying, required materials, 
mailings, etc. 

• Contact the students if you have not heard from them in two weeks. 

• Attend final presentation to class and instructor on August 5, 2010.   

• Complete an Evaluation Form, including the Client’s evaluation of processes, 
deliverables and project presentation; a copy of the form is attached and marked as 
Exhibit A. 

 
Consultant (student) Responsibilities: 
 
The Student Consultants collectively agree to: 
 

• Designate Adel El-Huni as the primary student contact 

• Provide client with deliverables as described (in both paper and electronic form) 

• Present findings to client and class in the form of a PowerPoint presentation (and provide 
the client with the presentation in both paper and electronic form) 

• Provide the client with a project update at least every two weeks. 

• Return all e-mail messages or phone calls from the client within two (2) days.  

• Ask specific questions of the client to make sure you are on track with expectations. 

 

Joint Responsibilities 

• Return all e-mail messages or phone calls within a timeframe decided together by client 
and consultant.  

• Be on time for all Project meetings. 

• Be professional: the clients will treat the students as professionals; the students too will 
treat the project as a professional business engagement. 

• Deliverables may be amended as agreed to by consultants and client. 

• Use the final product without prior approval. 

• The students will receive a copy of the evaluation of the project, including evaluation of 
processes; deliverables and project presentation completed by the client(s). 

• A weekly client/consultant meeting will take place Thursdays at 6:30pm on days we do 
not meet as a class, and on Mondays at 6:30pm on days we do have class. 
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Use of Project Materials 

 

The Instructor has the right to review and approve the delivery to the Client of all written reports 
and other deliverables under this Agreement.   

 

Unless the Student Consultants and the Client otherwise agree in writing:  

(i) the Client has permission to use the materials prepared under the Project in its 
business activities and to reproduce or publicly display (e.g., post on the internet) the 
materials in connection with such activities; 

(ii) the Student Consultants and client shall jointly own the intellectual property rights, 
including copyright, in the materials and any other intellectual property developed as part 
of the Project, subject to the policies of the University.  

 

General Terms 

 

The term of this Agreement commences on the Project Start Date and, unless terminated 
earlier, expires on the Project End Date.  The Client may terminate this Agreement at any 
time by delivering to the Primary Student Consultant and the Instructor a written notice of 
termination at least ten (10) business days prior to the date of termination.  The Student 
Consultants collectively may terminate this Agreement at any time by delivering to the 
Client, with a copy to the Instructor, a written notice of termination at least ten (10) business 
days prior to the date of termination.  A Single Consultant, acting without the approval of the 
other Student Consultants, may not terminate this Agreement.   

 

The Client acknowledges its understanding that the services and materials to be provided 
under this Agreement are provided by post-secondary students in connection with their 
fulfilling a course requirement.  THE STUDENT CONSULTANTS AND THE 
UNIVERSITY EXPRESSLY DISCLAIM ALL EXPRESS AND IMPLIED 
WARRANTIES CONCERNING THOSE SERVICES AND MATERIALS, 
INCLUDING THE IMPLIED WARRANTIES OR MERCHANTABILTY, FITNESS 
FOR PARTICULAR PURPOSE AND NON-INFRINGEMENT. THE CLIENT 
ACCEPTS SUCH SERVICES AND MATERIALS AS IS, WITH ALL DEFECTS.   
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THE CLIENT RELEASES THE STUDENTS CONSULTANTS AND THE 
UNIVERSITY FROM ALL SUITS, CLAIMS, LIABILITIES, OR CAUSES OF 
ACTION, OF WHATEVER NATURE, IN CONTRACT OR TORT, ARISING OUT 
OF THE PERFOMANCE OF SUCH SERVICES AND THE PREPARATION AND 
USE OF SUCH MATERIALS.  Exceptions to this policy may be negotiated between the 
students and the client, subject to the approval of the instructor and the associate dean.  Or In 
rare circumstances, with the concurrence of the instructor and the associate dean, the students 
and the client may agree that rights to publish may be established."  

 

Client evaluation form enclosed. 
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Appendix C: Population Breakdown of African Immigrants and Refugees in Minnesota 
Table 1.This table includes a population breakdown for African born immigrants and refugees that 
relocated to Minnesota as of 2009 (DHS 2010).  These numbers do not include immigrants and refugees 
who relocated to Minnesota from a location other than their country of origin (i.e. – another state or 
country), as accurate statistical data inclusive of both subsets is unavailable.  Therefore this chart is 
meant only to provide a snapshot of the significant African population in Minnesota.  

Country of Origin  Population in 
Minnesota as of 
2009 

Algeria  115 
Cameroon  1,098 
Cote d'Ivoire  296 
Democratic Republic of Congo  182 
Egypt  1,502 
Ethiopia  11,930 
Gambia  220 
Ghana  1,450 
Kenya  5,558 
Liberia  6,816 
Morocco  641 
Nigeria  3,633 
Republic of Guinea  203 
Republic of Congo  113 
Senegal  85 
Sierra Leone  693 
Somalia  22,798 
South Africa  755 
Sudan  1,828 
Tanzania  346 
Togo  983 
Uganda  385 
Zambia  106 
Zimbabwe  82 

 Graph 1. This graph provides an approximate distribution of African immigrants 
and refugees in Minnesota based on country of origin (Capstone 2009). 
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Appendix D: Brief Country Histories: Somalia, Nigeria, Ethiopia 

Somalia 

The country of Somalia is one country where this has happened, and is important to 

briefly highlight as Minnesota is home to the largest Somali population in the United States.  In 

1960, the modern country of Somalia was formed, eliminating colonial rule.  General 

Mohammed Siad Barre, after leading a successful coup against the newly established civilian 

government, became president in 1969.  Barre ran the country under a socialist military 

government, aligning his country closely with the USSR.  As years progressed, President Barre’s 

regime grew increasingly oppressive and many clan-based militias developed with the mission of 

overthrowing Barre.  As a result, a civil war took place and Barre, in 1991, was exiled.  Because 

of the civil war, Somalia had (and still has) no effective government in place and as a result 

civilians suffered violence, famine, and death.  Over one million people have fled Somalia, and 

many of them chose to migrate to Minnesota (UMN 2002).    

Ethiopia 

Another African country that has experienced mass emigration due to civil strife is Ethiopia, 

which comprises one of the three largest populations of African immigrants and refugees in 

Minnesota; between 2004 and 2005, the number of Ethiopians in Minnesota rose sixty-three percent 

(Aamot 2006).  During the 1970’s and 1980’s, droughts and civic unrest began to plague the country.  

During the 1970’s, a military Marxist junta toppled Ethiopia’s government and systematically 

executed members of the royal family, Emperor Haile Selassie I, and thousands of other 

opponents.  During the junta’s reign, military spending skyrocketed and the government became 

military in nature.   
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In 1991, the regime collapsed and was replaced by a multi-party democracy.  However, 

droughts continued to plague the country, leaving many famished.  Additionally, the country’s 

historically unstable infrastructure worsened, increasing the country’s poverty and illiteracy 

rates, which are among the highest in Africa.  Additionally, Eritrea escalated their fight for 

independence from Ethiopia.  In 1993, their independence was granted; however, in 1998 Eritrea 

attacked Ethiopia and more than 70,000 lives were lost.  Although the 21st century has brought 

increased stability to the nation, governmental tension and corruption continue.  As such, many 

Ethiopians sought, and continue to seek, refuge outside of Africa (BBC 2010 and Dept of State 

2010a).   

Nigeria 

Nigeria is a final example of a country in Africa that has a history of corruption and 

violence, which has led thousands to flee and find refuge elsewhere.  Nigeria gained full 

independence from Britain in 1960, and divided itself into three regions.  In 1963, it established 

itself as a federal republic and wrote a constitution, adding a fourth region.  In 1966, however, 

the prime minister was assassinated as were members of parliament, and a military government 

comprised mostly of Igbos took over.  This coup, though, was followed by another six months 

later based on ethnic tensions, and led to the massacre of thousands of Igbo.  Under the new 

government, the country was divided into twelve states to provide greater independence to ethnic 

minority groups.  This idea was rejected by the east, though, and they attempted to secede from 

Nigeria.  As a result, a civil war began in 1967 and by the time it ended in 1970, thousands had 

been killed. 

 Between 1970 and 1975 relative peace persisted, as reconciliation occurred and the 

country focused on economic development.  In 1975, however, a return to civilian rule was 
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demanded and another coup took place.  Shortly after the coup, the acting prime minister was 

assassinated and his chief of staff, Olusegun Obasanjo took his place.  During the late 1970’s a 

new constitution was drafted, political activity became legal, and a National Assembly was 

established.  Unfortunately, the elections were marred by violence and electoral corruption, and 

yet another coup took place in 1983.  After an additional, but peaceful, coup in 1985, military 

rule lasted for sixteen years.  In 1999, following the end of military rule, Nigeria was left with a 

broken infrastructure, weak economy, and persistent occurrences of ethno-religious conflict.  

Since then, the country has been plagued by continued political corruption and an unstable 

government (Dept of State 2010b).   
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Appendix E: Unifying issues and barriers to The African Forum 

 
Figure 1. List of major categories with proportion of comments received by respondents as potentially unifying issues that 
could draw Africans in Minnesota together for a common purpose. (Forum 2009: 10) 

 
Figure 2.Categories of barriers with the percentage of comments received about each category. (Forum 2009: 11) 
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Appendix F: Executive Summary of The African Forum (2009) 

EXECUTIVE SUMMARY 

On behalf of Hennepin County Office of Multicultural Services and the University of Minnesota, 
Hubert H. Humphrey Institute, we investigated the viability of creating a united African Forum 
to help Africans from all countries transition to, and thrive in, Minnesota.  The conceptual 
framework for such a forum has its roots in community organizing, social constructionism, and 
social capital.  Together these concepts frame a process of gathering community strength 
through grassroots connections, and blending the social conventions from Africans with those of 
Minnesotans to form a social construct for increased political capital, economic vitality, and 
civic engagement.  
 
We collected information for this investigation through literature review and original research 
into the beliefs and attitudes of African community members.  We conducted 29 interviews with 
Minnesotans from 15 African countries.  The focus of our interviews was to identify issues that 
might transcend historical and cultural differences between immigrants from different countries 
and inform the work of the African Forum, and barriers that might prevent successful formation 
of it. 
 
Primary unifying issues appear to include helping new immigrants understand how to function 
and thrive in Minnesota, cultural awareness, economic, employment, access to education, 
political, and health care issues.  Barriers to a Forum include cultural differences, political, and a 
leadership void.  We also learned that many other attempts to organize pan-African and other 
special interest African support organizations have failed.  We investigated reasons for these 
failures and found that the primary reasons were lack of effective leadership and accountability. 
 
We found unanimous support for an African Forum in Minnesota, but also many barriers to its 
potential success.  To help ensure success, we recommend further research into form, function, 
and governance options.  We also recommend additional information gathering, through focus 
groups and further interviews, to verify and refine the unifying issues and plan approaches for 
overcoming barriers that we have outlined.  Conducting community-based education in the 
American political system could also prove very useful to help immigrants and refugees better 
understand how to engage in local and national politics.  Cross-cultural awareness training 
among African communities and the greater Minnesota society will also be helpful.  Lastly, we 
recommend fundraising, leadership, and accountability training to facilitate preparation of skilled 
and competent personnel for the Forum. 
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Appendix G: African Development Center interview questions 

1. What are your thoughts about an organization in the Twin Cities that would work to unify 

all African immigrant communities, advocate for them, provide services etc? 

2. Would you agree that there is a need for an organization that leverages the collective 

strengths of the African immigrant communities? 

3. The African Forum would like to be able to direct immigrants to services and provide 

services to the African immigrant population in the Twin Cities.  What are some of the 

potential issues that could arise? What would be the best approach? 

4. How important is it that the African Forum leadership consists of only African 

immigrants? And Why? 

5. In your opinion, what is best way to build and strengthen relationships between the 

various African immigrant groups? 

6. How has ADC managed to be successful at what it does? Who are your partners and how 

have you been able to attain credibility? 

7. With your staff consisting of people from various African countries…How do you 

prevent staff members from focusing on helping only those immigrants that come from 

the same country as they do? 

8. You mentioned that many attempts to organize African immigrants in the Twin Cities 

under one umbrella have failed in the past.  In your opinion, why did they fail? 
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Appendix H: Greater Minneapolis Council of Churches-Center for Families interview 
questions 

 
1. What has been your involvement in the leadership of the African Diaspora in MN? 

 
2. What has been the primary role of the GMCC Center for Families in the promotion of 

unity within the African immigrant population? 
 

3. How many African based organizations are based from GMCC Center for Families? And 
why? 
 

4. What are the pros and cons for African organizations being housed at the GMCC Center 
for Families location? 
 

5. Is there a need for a coalition of African organizations in MN? If yes why? If no why 
not? 
 

6. What are the primary obstacles for creating a coalition or an umbrella African 
organization that would promote overarching legislative issues that face the African 
immigrant population in MN? 
 

7. Are you are aware of any organizations that have attempted to create an organization or 
coalition with the aforementioned agenda? If you there are did they succeed or fail and 
why? 
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Appendix I: United African Organization interview questions 
 

1. Whose idea was it to start UAO? And when was the organization started? 

2. What is the mission of UAO?   

3.  How many national organization members does UAO have? 

4. What are the criteria for membership? 

5. Do organizations have to pay to be members of UAO? 

6. How is UAO structured?  

7. Is the board membership weighted in any way? How do they account for the larger 

Nigerian population? Did UAO consider weighting? 

8. What was the political landscape and the relationships between organizations like prior to 

formation of the UAO? 

9. How did UAO choose who was on the advisory council, how was it formed, how long 

did it last, what precisely did they do, how long were they around? 

10. How has UAO managed to bring these national organizations under one umbrella?  

11. Does UAO do community organizing or is that the responsibility of the national 

organizations?  

12. How precisely did UAO lobby for their "advocacy victories"? Who lobbied? Members? 

Staff? Immigrants? 

13. How are community needs and programs identified? 

14. What are some of the services that UAO offers?  

15. Does UAO share its model with other organizations?  Are you open to mentorship? 

Would you consider opening chapters in other states? 

16. What are UAO’s guiding principles? 
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17. Who are UAO’s partners in collaborations?  How have you been able to attain and 

maintain credibility? 

18.  Is UAO a 501(c)(3) or 501c4? 
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Appendix J: Tax Status Options 

One recommendation stemming from last year’s Capstone work was to research and 

understand applicable tax codes and different tax status options to help define The African 

Forum’s form, function and governance.  Strict federal IRS tax codes classify different types of 

non-profit categories, based on what activities an organization chooses to participate in (i.e.-

general lobbying activities versus direct political campaigning).  Thus, researching and choosing 

a tax status would help guide The African Forum in creating important aspects of its organization 

like its management structure, mission priorities, and overall responsibilities.  Through a 

literature review that relied heavily on the United States Internal Revenue Service and Minnesota 

Council of Nonprofits websites, various alternatives were identified as feasible tax status options 

for The Forum.  These options are discussed below. 

Non-Profit Status Option #1 

The first viable option is to register as a 501(c) (3) tax-exempt non-profit organization.  

In order to classify as a 501(c) (3), an organization must be a corporation or an unincorporated 

association, community chest/fund or foundation.  Additionally, it must be established and 

operated for exempt purposes; meaning for charitable, religious, educational, scientific or literary 

reasons.  As a 501(c) (3), an organization becomes eligible to receive tax-deductible 

contributions.  An important organizational limitation of this tax status is that an association 

“[m]ay not attempt to influence legislation as a substantial part of its activities and may not 

participate in campaign activities, or in any favor or against political candidates (IRS 2010).”  

However, it may participate in some lobbying activities; namely, taking part in issues of public 

policy through providing educational materials and conducting educational meetings (IRS 2010).   
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Non-Profit Status Option #2 

A second option is to register under the 501(c) (4) tax-exempt code, which is described 

by the Internal Revenue Service as a civic league or social welfare organization.  Under this tax 

status, The African Forum would be able to participate directly in advocacy, lobbying, and 

political campaigns so long as it is not their primary purpose for existence.  However, while most 

of their organizational operations are tax-exempt, donations received do not qualify.  

Furthermore, organizational funds spent on political activities are taxable.  All other attributes of 

a 501(c) (4) are the same as those described above for a 501(c) (3) (IRS 2010).  

Non-Profit Status Option #3   

Another alternative is for the Forum to join an existing effort or to start a local chapter of 

another organization, such as the United African Organization of Illinois.  By doing this, The 

African Forum would save itself the time consuming and grueling paperwork involved in 

establishing a non-profit organization, while allowing itself to achieve its mission and goals.  The 

benefit of this option stems from the fact that the Forum would not have to spend its time 

focusing on government reporting requirements.  However, the level of decision-making and 

freedom that an independent Forum would possess would not be the same were they to join an 

existing effort (MNCN 2010). 

Non-Profit Status Option #4 

Another option similar to joining an existing effort is to seek out a fiscal sponsor.  By 

finding an organization with an overall mission aligned to that of The African Forum, the 

organization would be able to receive tax-deductible donations under the tax-exempt status of the 

sponsor organization.  The sponsor organization would act as an “umbrella” to The African 

Forum by lending its tax-exempt status, and also by providing things like accounting services 



The African Forum: Governance, Form, and Function 
August 5, 2010 

 

 
54 

and strategic planning guidance.  However, supported organizations are charged a fee averaging 

about ten percent by sponsor organizations (MNCN 2010)      

Non-Profit Status Option #5 

A final choice The African Forum should consider is to remain an informal organization.  In 

order to do this, the Forum would have to limit its revenues to $25,000 per year, and could not 

have any employees.  This would allow the Forum to function as a non-profit organization, while 

eliminating reporting requirements mandated under IRS tax codes.  However, by remaining 

informal, board members and founders run the risk of losing personal assets.  By becoming an 

incorporated non-profit, an organization becomes a legal entity liable only for its organizational 

assets whereas individuals.  Were The African Forum to remain unincorporated, however, board 

members and other stakeholders may be held fiscally responsible were unforeseen circumstances 

to occur (MNCN 2010).    
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