Chapter 8

Case Study Exercise A
Case Study A: Step Three of the Community Analysis—Palm Beach County

Instructions: This case study follows up where we left off in Chapter 7 and describes what happened during Step Three of the community analysis in Palm Beach County. Analyze the information as you read it, and answer the questions that follow. Break into small groups to complete this exercise, and then have a large group discussion to share your answers.

Development of Team Goals for Engaging External Community Resources

The development team had both short- and long-term goals for engaging members of external community resources. The short-term goals were to gain support and commitment for the consensus organizing approach to strengthening low-income communities; to inform and enlighten external players about those communities; and to build initial positive relationships between those communities and external players (Gittell & Vidal, 1998). The long-term goal was to develop stronger bridges and linkages based on mutual self-interest between external leaders and neighborhood leaders, resulting in a strong community development industry with significant private sector participation. In other words, the goal was to “mainstream” the relationships between previously isolated and disparate groups by facilitating regular working relationships based on mutual self-interest (Gittell & Vidal, 1998).

Formal Roles of External Resources

The analysis of external resources began during Mike Eichler’s assessment of the potential sites for the national program. At this stage, the purpose of the assessment was to explain the Local Initiatives Support Corporation’s (LISC) expectations of private sector leaders, as well as the benefits they would receive through their involvement (Gittell & Vidal, 1998). Prominent private leaders were expected to contribute financial resources to the program, and assist with raising the rest of the required funds. However, private sector involvement was not intended to be a hands-off charitable contribution. Contributors were also expected to lend technical and political support to the program and to the volunteers from participating neighborhoods. Large contributors would also be invited to sit on the formal local LISC Advisory Committee, whose job was to make decisions about funding and ensure program quality and accountability (Gittell & Vidal, 1998). The potential benefits of the program were also explained. For example, local financial institutions would benefit from increased demand for their loans, which would help them fulfill their CRA requirements. Local businesses would benefit by seeing improved conditions and quality of life in the community. In addition, involvement in the program could help improve the public image of external players.

Meetings were also held with members of government institutions during the site assessment to determine their level of interest in the program and potential support of the community development corporation’s future real estate and other non-LISC-related activities (Gittell & Vidal, 1994). There was a less formal role for members of government and other larger institutions at the beginning of the program; however, their involvement later on in the program would be critical to its success. In community development, the public sector provides critical subsidy funds that help to make housing projects affordable to low- and moderate-income individuals. Furthermore, public sector officials also provide other important resources for infrastructure improvements, planning, zoning and code enforcement, as well as crime prevention and safety. Because the public sector was not asked to contribute up front to the LISC local funding pool, public sector officials were not automatically given a seat on the formal LISC Advisory Committee. However, the Palm Beach County Commission was invited to designate one of its members to become a member of the advisory committee (Gittell & Vidal,1994).

By the end of the site assessment in Palm Beach County, Mike Eichler had met with more than 100 individuals in the county, most of whom were enthusiastic about the program. There were a total of 20 initial private sector contributors to the program. The local office of the MacArthur Foundation and the Economic Council of Palm Beach County were cosponsors of the program, assisting with raising funds and donating office space for program staff. A funding pool was established that would provide pre-development funds to the CDCs for their real estate projects. Bonnie Weaver, the local director for the MacArthur Foundation, and Dale Smith, the director of the Palm Beach County Economic Council, agreed to co-chair the fundraising effort. They became an important ongoing resource for the local coordinator, providing strategic and technical assistance, and connections to other external resources.

Informal Roles of External Resources

Informal ways were developed for contributors and other members of external resources to become involved in the program. First, they were invited to participate in the hiring of the local coordinator and local consensus organizers. During the community analysis, the local coordinator continued to meet with members of external resources to assess their interests, build relationships, and explore potential partnerships. Members of external resources were also invited to participate on the local coordinator’s strategy committee, which established informal working meetings between members of external resources and the participating communities. The repeated contact between private sector and neighborhood leaders was intended to build relationships and break down barriers and misconceptions (Gittell & Vidal, 1994).

Members of the strategy committee visited the new CDC boards when they were in the early stages of developing their real estate projects. The strategy committee members were also influential supporters of the CDCs at the formal LISC Advisory Committee meetings. Their contact with CDCs often resulted in direct assistance. For example, bank executives provided staff to attend CDC meetings and work with the groups to secure private financing (Gittell & Vidal, 1994). Furthermore, a member of the strategy group from a local social services funding organization called the Children’s Services Council (CSC) began working with the development team, because the agency did not have relationships with residents in the county’s poor communities. The CSC was very interested in working with residents to develop programs for children and families in these poor communities, and provided technical assistance and funding directly to resident-led groups located in the development team neighborhoods.

Developing Mutual Self-Interest Among Residents and External Players: Limestone Creek

Limestone Creek had only two paved roads, no public water or sewer system, and an extensive number of vacant lots. Lorenzo Young, the consensus organizer, found that Limestone Creek residents were dedicated to their community, and were very interested in forming a CDC to improve their quality of life. Once the board of the Limestone Creek CDC was organized, they made a presentation about their goals to the Palm Beach County Commission. One of the commissioners, Karen Marcus, whose district included Limestone Creek, was very impressed by the volunteers, particularly the broad cross section of the community participating on the board and their technical expertise in community development (Gittell & Vidal, 1998). Ms. Marcus began meeting with the members of the CDC on a monthly basis to get information on their progress, give them advice, and understand how the county might assist them.

For years, the county and town of Jupiter largely ignored the needs of Limestone Creek. One solution included razing the community and building an upscale housing development similar to the affluent neighborhood next door called The Shores. Unbeknownst to residents, the town of Jupiter was planning to rezone residential land right next to Limestone Creek to develop an industrial area. Traffic for the industrial site would have flowed right through the neighborhood. Dale Smith, director of the Economic Council, discovered that the county was also planning to turn the quiet two-lane road that ran through the center of Limestone Creek into a four-lane road in order to connect the proposed industrial area with other county roads (Chaskin, Brown, Venkatesh, & Vidal, 2001). In fact, the county proposed the road expansion in Limestone Creek only after the wealthier community, The Shores, sued to prevent the expansion of the road in their community. These proposals would have seriously undermined the efforts of the CDC to maintain the residential character of the community and develop additional affordable housing.

Several of the community’s prior attempts to change the positions taken by the county commission and/or get the commissioners to make investments in the area had been confrontational. Lorenzo Young, the consensus organizer, discovered that at one commission meeting, a community resident put a noose around her neck, stating that by not helping Limestone Creek, the county was, in effect, lynching the children. The residents involved on the CDC board really wanted to take a different and more practical approach this time. The local coordinator and organizer approached Dale Smith and asked for his help. Dale Smith could have used his contacts to address the situation himself; however, he also wanted to assist the development team and the CDC board members to address this issue pragmatically. So he helped them prepare their testimony to the county commission to maintain a two-lane road in the community (Chaskin et al., 2001). Furthermore, Mr. Smith connected residents with engineers and planners from the real estate arm of the MacArthur Foundation to help the volunteers get more specific information about land use and other zoning issues for their testimony. After hearing their testimony, the county commission, including Karen Marcus, supported the CDC’s request, and the county did not move forward with their plans for the four-lane road. As noted in Chaskin et al., “the volunteers won a very energizing and motivating victory that was possible, in part, because the council [and foundation directors] appreciated the importance of having local residents take the lead on behalf of their community” (p. 57). The county commissioner, Karen Marcus, also won the political support of residents in the community.

Questions About the Above Case Study:

1. What were the short- and long-term goals of engaging members of external resources (e.g., private, public, and other institutional leaders)?

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

2. What expectations and benefits were laid out by Mike Eichler to potential private sector partners in the site assessments? How did Eichler appeal to their self-interest? Why was being explicit about these expectations and benefits important?

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

3. How was the self-interest of public sector and other institutional leaders assessed? How were they involved in the program initially? Later on? How important was their role?

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

4. What formal roles did members of private sector corporations and foundations play in the program?

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

5. How were members of external resources given an informal role in the program? How important was this role?

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

6. How were members of external resources engaged to solve the “road expansion” problem in Limestone Creek? What role did they play? What role did the community play? Do you think these roles were appropriate and/or helpful? Why or why not? How was the community’s response to the road expansion issue different from how residents had responded to past issues?

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
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