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Excerpts from Chapter 8: Leadership Is Convening  
From Community – The Structure of Belonging by Peter Block 

 
 

Communal transformation requires a certain kind of leadership, one that creates 
conditions where context shifts: 
 

 From a place of fear and fault to one of gifts, generosity, and abundance 
 From a belief in more laws and oversight to a belief in social fabric and 

chosen accountability 
 From the corporation and systems as central, to associational life as central 
 From a focus on leaders to a focus on citizens 

 From problems to possibility 
 

For this shift to occur, we need leadership that supports a restorative path. 
Restoration calls for us to deglamorize leadership and consider it a quality that 
exists in all human beings. We need to simplify leadership and construct it so that it 

is infinitely and universally available. 
 

Leadership is about intention, convening, valuing relatedness, and presenting 
choices. It is not a personality characteristic or a matter of style, and therefore it 

requires nothing more than what all of us already have. 
 
This means that we can stop looking for leadership as though it were scarce or lost, 

or it had to be trained into us by experts. 
 

I have written elsewhere about reconstructing leader as social architect. Not leader 
as special person, but leader as a citizen willing to do those things that have the 
capacity to initiate something new in the world. It is a capacity that can be learned 

by all of us, with a small amount of teaching and an agreement to practice. 
 

The core task of leaders is to create conditions for civic or institutional engagement. 
They do this through the power they have to name the debate and design 
gatherings. We use the term gathering, because the word has different associations 

from what we think of when we say “meeting.” Most people do not even like 
meetings, and for good reason. They are frequently designed to explain, defend, 

express opinions, persuade, set more goals, and define steps – the result of which 
is to produce more of what currently exists. These kinds of meetings either review 
the past or embody the belief that better planning, better managing, or more 

measurement and prediction can create an alternative future.  
 

Leadership begins with understanding that every gathering is an opportunity to 
deepen accountability and commitment through engagement. It doesn’t matter 
what the stated purpose of the gathering is. 

 
Each gathering serves two functions: to address its stated purpose, its business 

issues; and to be an occasion for each person to decide to become engaged as an 
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owner. The leader’s task is to structure the place and experience of these occasions 
to move the culture toward shared ownership. 

 
This is very different from the conventional belief that the task of leadership is to 

set vision, enroll others in it, and hold people accountable through measurements 
and reward. 
 

The world does not need leaders to better define issues, or to orchestrate better 
planning or project management. What it needs is for the issues and the plans to 

have more of an impact, and that comes from citizen accountability and 
commitment. Engagement is the means through which there can be a shift in caring 
for the well-being of the whole, and the task of leader as convener is to produce 

that engagement. 
 

Convening leaders create and manage the social space within which citizens get 
deeply engaged. Through this engagement, citizens discover that it is in their power 
to resolve something or at least move the action forward. Engagement, and the 

accountability that grows out of it, occurs when we ask people to be in charge of 
their own experience and act on the well-being of the whole. Leaders do this by 

naming a new context and convening people into new conversations through 
questions that demand personal investment. This is what triggers the choice to be 

accountable for those things over which we can have power, even though we may 
have no control. 
 

In addition to convening and naming the question, we add listening to the critical 
role of leadership. Listening may be the single most powerful action the leader can 

take. Leaders will always be under pressure to speak, but if building social fabric is 
important, and sustained transformation is the goal, then listening becomes the 
greater service. 

 
This kind of leadership – convening, naming the question, and listening – is 

restorative and produces energy rather than consumes it. It is leadership that 
creates accountability as it confronts people with their freedom. 
 

 
 

 


