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INTRODUCTION 
From 2000 to 2010 the city of Detroit lost over 250,000 residents, one quarter of all of its residential population.  While most major metropolitan areas in the Northeast and Midwest have experienced significant population loss over the past 50 years, the past decade or two have seen these trends end or reverse themselves.  In Detroit, however, the past decade has seen a proportional acceleration of population loss.

In short, the condition of Detroit’s neighborhoods and that lack of municipal focus on them have contributed to their continued decline.  The impacts are more than population numbers.  Detroit possesses the highest rate of child poverty among America’s 50 largest cities, with 53.6 percent of its children living at or below the federal poverty line according to the 2010 American Community Survey.  The city’s infrastructure is crumbling and more than one-quarter (26 percent) or 91,000 of the city’s residential lots are vacant according to Data Driven Detroit.  And the city suffers from adult illiteracy, unemployment, and underemployment rates that have been estimated to approach 50 percent.
Detroit’s neighborhood crisis has drawn international attention.  Over the past several years, international media, local philanthropy, and Mayor Bing have turned their sites at addressing the situation.  Mayor Bing’s Detroit Works Project seeks to “re-imagine” the city by creating a comprehensive vision for Detroit that would align the resources available to the City with the needs and challenges.  And while the Detroit Works Project is being retooled to establish trust and enthusiasm for a newly-designed civic engagement process, the Community Development Advocates of Detroit (CDAD) have pioneered a community-driven, participatory neighborhood planning and revitalization tool, known as its Strategic Framework, that has been tested in two target neighborhoods.
What these efforts make clear is that revitalizing and stabilizing Detroit’s neighborhoods cannot be accomplished without retooling and rebuilding neighborhood institutions to carry that mission.  Whether it is the Detroit Works Project, CDAD’s Strategic Framework, or other sustained strategy for tackling the challenges in Detroit’s neighborhoods, residents will need community-based organizations to help them take collective action.  If Detroit is to build upon neighborhood institutions that already are at the forefront of revitalizing and stabilizing its neighborhoods, it will need to revamp its community development industry. The following is a set of recommendations for such reform.  

CDAD’s System Reform Work Group

The Community Development Advocates of Detroit Futures Task Force started a comprehensive process to develop these recommendations at the end of 2008. For over 18-months the Futures Task Force worked with the CDAD membership and Board of Directors to reach consensus on a wide range of issues affecting community development. This final agreement was summarized in two documents in the early spring of 2010:  the Community Development Neighborhood Revitalization Strategic Framework and the Detroit Community Development Industry Initial System Reform Recommendations.  In the spring of 2010, the CDAD Board of Directors approved the recommendations in both documents. 

The CDAD Futures Task Force made a number of recommendations, including recommendations that include organizational certification, standards, and capacity building. Specifically, the Task Force noted: 
[W]e recognize that an organizational certification system is necessary, to assure high quality performance and consistency among community development organizations in their work. Detroit’s Community Development industry would benefit from the establishment and enforcement of standards and certification and equally important a capacity building system which assures the attainment of standards. 
  
A new committee, the CDAD System Reform Work Group, was initiated in the summer of 2010 to build upon and further develop the recommended reforms that were first presented in the Detroit Community Development Industry Initial System Reform Recommendations document. The Work Group consisted of 20-plus members representing community development organizations (CDOs), citywide specialty organizations, intermediaries, foundations and technical assistance providers. This document outlines and describes the Work Group’s final recommendations. CDAD is committed to collecting feedback on these recommendations from various key stakeholder groups in Detroit’s community development industry, including foundations, intermediaries, state and local CD trade associations, government, and specialty organizations.

In addition to the System Reform Work Group, a separate group was chosen in the summer of 2010 to test the concepts put forward in the the Community Development Neighborhood Revitalization Strategic Framework document. The Strategic Framework Work Group sought to refine the Neighborhood Revitalization Strategic Framework by pilot-testing it in two Detroit communities engaged in strategic planning. Those projects are proving to be extraordinarily important for many reasons, but the on-the-ground experience of these Strategic Framework communities suggest the need for the System Reform recommendation contained herein. Working in two Detroit neighborhoods, residents, based on existing data and limited resources, have identified and prioritized future directions for their communities that involve implementation strategies requiring capacity in a local community development organization. The Strategic Framework pilots have demonstrated the importance of the System Reform Capacity Building strategy to help organizations prepare for Strategic Framework implementation.  
Therefore, CDAD recommends that the two documents: the Neighborhood Revitalization Strategic Framework and this Community Development Industry Reform paper be seen as companion pieces, both of equal importance.

Call to Action
The recommendations of CDAD’s Detroit Community Development Industry Initial System Reform Recommendations are bold, visionary, and constructive. They represent a strategic and intentional approach to insuring that neighborhood revitalization efforts are effective, comprehensive, and long-lasting. Without a plan, strategy, or resources to address the crisis in the community development industry, one should expect that revitalization efforts to produce limited results, especially on a citywide scale. Recognizing the need for community-based infrastructure to support civic engagement, planning, revitalization, and stabilization efforts, CDAD’s System Reform Committee has tackled the difficult task of working with existing assets in Detroit to design a workable and achievable community development industry.

Implementing the recommendations in this paper may not always be easy. They may not always be popular. But the stakes of inaction or ignorance in the face of the current community development industry crisis are fatal. Ignoring community development industry needs or continuing down the path that is slowly deteriorating the industry in significant ways insures that any neighborhood or city vision will be without professionally-led and trained implementation, much less a system that insures community input and support. 
CDAD’s Detroit Community Development Industry Initial System Reform Recommendations offers an historic opportunity to reform the community development industry. It offers a vision by which each neighborhood in Detroit will have access to support for community engagement, planning, design, and implementation of future visions. It offers a blueprint for insuring that dollars invested in community development, affordable housing, neighborhood commercial revitalization, and other place-based initiatives are maximized, spent wisely, and provided accountability. Finally, it offers a plan for insuring that Detroit’s neighborhood revitalization and stabilization efforts are among the most successful in the nation.
CDAD’s Overarching Recommendation

An effective community development system should have a capacity building system for CDOs that provides: 
a) a certification system dedicated to nurturing excellent community development organizations, 

b) a consistent stream of talented and capable practitioners from a wide array of sources,

c) a steady and sustainable source of support for operations and improvement;

d) the ability to access training, technical assistance, and key services (i.e. evaluation, data),  
e) CDO services in every neighborhood, doing work appropriate to that neighborhood and,

f) regular formal communication and collective decision making among all of the community development stakeholders in Detroit.

GUIDING PRINCIPLES 

Insuring that Detroit neighborhoods are receiving adequate community development assistance can be a difficult task to coordinate and execute. Through careful planning, the Community Development Advocates of Detroit (CDAD) devised an Industry Reform plan to bolster the capacity of community development organizations (CDOs) and to help strengthen the industry itself. The recommendations set forth by CDAD’s Industry Reform vision were guided by five key principles. 
· All Detroit residents should have capable Community Development Organizations (CDOs) providing services within their communities. Developing a system of connected CDOs will help the community development industry provide services to all neighborhoods and help in the formation of highly effective and comprehensive neighborhood improvement organizations that are capable of producing tangible results.   
· Detroit’s community development industry needs to be revamped. 
Detroit CDOs have been unable to weather the recent severe and enduring financial crisis. Consequently, stakeholders have lost faith in the industry’s ability to renew and revitalize neighborhoods, albeit amongst overwhelming odds. Instituting an Industry Reform plan, complete with a capacity building system, strategies to attract and retain a steady stream of talented and committed professionals, and an organizational certification process could provide CDOs with the tools that are needed to improve service provision, inciting a renewed faith from funders, residents and others in the community development industry.  
· CDOs need sufficient and sustained resources to operate effectively. 

To best serve neighborhoods, CDOs must have a predictable, comprehensive and rational system that provides resources to perform critical baseline tasks. To that end, a governing body is critical to see that limited resources are used efficiently and effectively.
· Working together will produce better results. By collaborating and communicating regularly, key community development stakeholders--foundations, intermediaries, academics, CD trade associations, CDOs, and civic and elected officials--will more effectively contribute to Detroit’s revitalization. Working together can reduce deficiencies and bolster the strengths that each organizing body offers the community development industry.

· A CDO (Community Development Organization) working in Detroit is an organization with these characteristics: 

· A place based, nonprofit tax-exempt organization formed through local leadership, 

· Dedicated to a specific target area that is publicly known and not city-wide,

· Governed primarily by the constituents served by the CDO,

· Engaged in certain baseline activities (either directly or through collaboration and facilitation with other organizations): 
· Community Organizing and Engagement,
· Land Use, Community or Economic Development Planning, 

· Partnering/Facilitating, and,
· Physical Development in some form
· Housing

· Commercial

· Demolition and deconstruction

· Public and/or recreation, such as streetscapes, community clean-ups, park development, and maintenance, green/open space development, greenway development, and land management.
VISION FOR A DETROIT COMMUNITY DEVELOPMENT SYSTEM

Neighborhood revitalization is the product of resident engagement, healthy and connected CDOs that represent the community, and a comprehensive planning process that includes a range of empowerment and community development services and resources. To this end, CDOs play an integral role in the neighborhood revitalization process. In developing recommendations that can help foster robust neighborhoods in Detroit, CDAD should focus first on how to improve the existing services that are provided by community development organizations (CDO). A system that seeks to support and improve CDO performance, while concurrently connecting CDOs to key stakeholders, is a critical step in Detroit’s comeback. 

Improving a citywide community development system will not happen without strong leadership to see it through. Systematic improvement will be the result of a leading body that engenders confidence and trust from the vast number of CDOs in the City. This leading body should have the capacity to procure and provide greater support services to CDOs, design a more organized community development system, and coordinate a consortium to support and balance the work of the leading body. CDAD is prepared to take the lead in implementing its vision to strengthen the Detroit community development system. The system should include:
· A comprehensive capacity building support system for qualified CDOs,
· a means of certifying CDOs to improve service provision, 

· a means of organizing CDOs to reduce redundancies and gaps in community-based services, and
· the development of a Stakeholder Consortium, engaging stakeholders and authorizing them to collectively make key decisions that impact community development in Detroit. 
CDO Capacity Building
For over a decade, CDOs have collaborated through their local trade association, CDAD, to advocate for policy changes and programmatic reforms to improve their communities. CDAD has played an instrumental role in connecting organizations and helping them respond to a changing economy and housing market. It is from this unique vantage point that CDAD has creatively devised a plan for industry reform that responds to a myriad of challenges inherent to the existing community development industry. 

CDAD developed seven key strategies that are grouped into two categories—strategies that build CDO capacity and strategies that build community development industry capacity. Figure 1 shows the strategies grouped by category.
CDAD Capacity Building Strategies
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	Neighborhood Intermediary Support
	
	Direct Operating Support
	
	Certification

	
	Strategic Alliance Development
	
	Neighborhood Organization Training
	
	Practitioner and Volunteer Training


Figure 1
STRATEGY ONE:  Provide Resources for Enhancing the Effectiveness and Operations of a CDO without Necessarily Growing the Size of the Organization.

The Capacity Building System would provide training, technical assistance and funding to enhance CDO performance. The most immediate needs are likely to be financial management, budget development, human resource systems, collaborations, strategic alliances and, of course, fund development.

STRATEGY TWO:  Provide Financial Resources to CDOs to Serve as Neighborhood Intermediaries.

A CDO acting as a neighborhood intermediary could serve several neighborhoods by supporting other organizations such as neighborhood associations, block clubs, merchant or Main Street organizations, local churches, and school organizations. A model for this was developed in Detroit in the late 1990s. Warren/Connor Development Coalition was one of five organizations nationally to pilot this approach as part of the Rebuilding Communities Initiative with the Annie E. Casey Foundation. The initiative focused on building the capacity of small, volunteer-led neighborhood groups to help other

Overview of the Seven Capacity Building Strategies

	
	CDO Capacity Building
	CD Industry Capacity Building

	Strategy
	Capacity Building Support
	Neighborhood Intermediary Support
	Direct Operating Support
	Certification
	Strategic Alliance Development
	Neighborhood Organization Training
	Practitioner and Volunteer Training

	Goal
	· Enhance CDO efficiency and effectiveness
	· Empower neighborhood organizations by providing CDOs capacity to support them 
	· Enable organizations to fulfill basic CDO roles
	· Create baseline and aspirational standards to increase CDO effectiveness and aid evaluation
	· Create efficiencies through partnership
	· Improve effectiveness of volunteer organizations
	· Increase overall effectiveness of personnel

	Target Market
	· CDOs
	· CDOs
	· CDOs
	· CDOs
	· CDOs

· Specialty Organizations

· Other entities
	· Neighborhood Organizations
	· CDO staff

· Students

· Mid-career entrants

· Board and committee volunteers

· Decision-makers in related industries

	Actions
	· Training in:

· Financial management

· Budget development

· Human resources

· Fund development

· Collaborations

· Strategic alliances

· TA/Coaching in a variety of internal and programmatic topics
	· Support and Capacity Building to assist neighborhood organizations 

· Neighborhood organizing

· Leadership development

· Blight removal  & beautification

· Admin services

· Mini grants to neighborhood organizations


	· Sustained operating support

· CDAD sets criteria

· Stakeholder Consortium decides
	· CDAD sets criteria; Stakeholder Consortium decides

· Certification in base criteria for each organization every two years

· Assessments of TA needs for Certification Plus 

· Stakeholder Consortium decides Certified Plus status
	· Support and technical assistance for:

· Initial exploration of possible alliances

· Facilitation to initial form alliances

· Support to execute alliances


	· Training in:

· Fundraising

· Running meetings

· Good board and committee practice

· Volunteer recruitment

· Working with City of Detroit

· Beautification work
	· Internships

· AmeriCorps placements

· Fellowships

· Training on organizational issues 

· Training on Detroit community development issues


organizations to better engage in neighborhood organizing, improving leadership skills, and working effectively to beautify neighborhoods, improve local parks, and support effective code enforcement.
 Despite significant programmatic success, the absence of a local funding source to extend the program after the national funding expired ended the program.
Given a source of funding to support the neighborhood intermediary role, the CDO would provide administrative support (meeting space, copying, desk space) and ongoing support to build individual leadership and organizational strength, so that these small neighborhood-based organizations can focus on the block-level functions that are so important to neighborhood cohesiveness.  These organizations would have leadership and authority over the decision-making process when setting priorities and selecting projects.

STRATEGY THREE:  Provide Direct Operating Support to CDOs

Funding for the basic, defining activities of the CDO—community organizing, planning, partnering with the private and governmental sectors, and physical development—needs to be consistently and sufficiently sourced for CDOs to be effective.  
STRATEGY FOUR:  Develop a CDO Certification System  

A central issue in the Detroit system reform discussion is the concern that CDOs do not have the capacity to meet the unmet needs in neighborhoods. By developing performance standards, especially those created and upheld by industry practitioners, CDAD could work with CDOs to improve actual capacity, as well as the perception of capacity.

A high performing Detroit Community Development Capacity Building System with a mutually supportive and inclusive community development industry could play a significant role in Detroit’s revitalization. By developing a CDO certification process -based on appropriate standards, CDAD would help to assure high quality performance and consistency among community development organizations in their work.

Baseline Certification and Certification Plus 
Ultimately the success of Detroit neighborhoods will lay in the hands of a number of players with various interests and various leverage points. If CDOs are going to influence this process, the industry must work aggressively to help build CDO capacity. The development of an industry regulated certification process will set the stage for greater capacity building and CDO service improvement. To this end, CDAD recommends two stages of certification - Baseline Certification and Certification Plus – that allows for organizations of various maturity and size to enjoy the benefits of certification.

       Baseline Certification Criteria

CDAD’s Baseline Certification would help CDOs improve the services they provide to neighborhoods by incentivizing professional development and performance standards. To achieve baseline certification, an organization should meet CDAD’s basic definition of a CDO: 
· A CDO (Community Development Organization) working in Detroit is an organization with these characteristics: 

· A place based, nonprofit tax-exempt organization formed through local leadership, 

· Dedicated to a specific target area that is publicly known and not city-wide,

· Governed primarily by the constituents served by the CDO,

· Engaged in certain baseline activities (either directly or through collaboration and facilitation with other organizations): 
· Community Organizing and Engagement,
· Land Use, Community or Economic Development Planning, 

· Partnering/Facilitating, and,
· Physical Development in some form

· Housing

· Commercial

· Demolition and deconstruction

· Public and/or recreation, such as streetscapes, community clean-ups, park development, and maintenance, green/open space development, greenway development, and land management.

Secondly, a CDO should meet baselines in three professional categories, Organizational Management, Resource Management, and Programs & Services:

Organizational Management

1) CDO is a Michigan nonprofit corporation with federal tax-exempt 501(c)(3) status.

2) CDO has a Board of Directors consisting primarily of stakeholders from the neighborhood served by the CDO.

3) CDO has an adopted conflict of interest policy covering its directors, officers and staff.

4) CDO has published service area boundaries.

· CDOs with overlapping boundaries should develop and publish a collaborative strategy that avoids redundancy. 

5) CDO should have the equivalent of at least one full-time paid professional staff person.

6) CDO has documented position titles and responsibilities.

Resource Management

1) CDO maintains a financial management system that includes adequate internal controls and meets the Generally Accepted Accounting Principles (GAAP).

2) CDO possesses a current unqualified audit performed by a CPA. 

3) The CDO possesses a current Certificate of Good Standing from the State of Michigan.

Programs & Services

1) CDO develops and manages programs and services that are at all times in keeping with their mission.

2) CDO has published a current annual report documenting activities, level of community support and engagement and finances.

     Certification Plus

While many of Detroit’s CDOs will likely attain baseline certification with only minor tweaks to their operating mechanisms, Certification Plus encourages increased efficiency and effectiveness with a second set of operational standards that indicate a higher level of organizational development. Certification Plus is defined by twelve standards of certification that can be organized into three broad management categories: 

	Organizational Management
	 Resource Management
	Program Management

	a)
Planning
	a)
Finance
	a)
Programs

	b)
Oversight
	b)
Contracts
	b)
Services

	c)
Personnel
	c)
Technical Operations
	

	
	d)
Fundraising
	


Each of the twelve standards has five elements:  The type of plan or system being put into place, the type and frequency of monitoring of the plan, its implementation, ongoing review, and updating frequency.  The Certification Plus Overview on the following page summarizes all of the standards.

Certification Plus Overview  1
	
	ORGANIZATIONAL MANAGEMENT
	RESOURCE MANAGEMENT
	PROGRAM MANAGEMENT

	
	PLANNING
	OVERSIGHT
	PERSONNEL


	FINANCE
	CONTRACTS
	TECHNICAL OPERATIONS
	FUND-RAISING
	PROGRAMS
	SERVICES

	PLAN
	Strategic Plan


	Board & Committee Org Chart
	Volunteer Recruitment & Develop-ment Plan
	Staff Org Chart
	Staff Recruit-ment & Develop-ment Plan
	Financial Oversight Vols and Staff Recruit-ment & Develop-

ment Plan
	High Quality Accounting & Record-keeping Systems


	Contract Information System
	Information Systems Policies, Procedures and Upgrading Plan
	Fundraising Plan
	Business Plan with Performance Objectives
	Customer Service Delivery Procedures and Policies Plan

	MONI-TORING 
	Quarterly Reporting
	Meeting & Reporting Practices Outlined
	Quarterly Reporting
	Meeting and Reporting Practices Outlined
	Quarterly Reporting
	Quarterly Reporting


	Monthly Treasurer’s Report 
	Quarterly Reporting
	Semi-Annual Reporting
	Quarterly Reporting
	Monthly Reporting
	Quarterly Reporting

	EXECU-TION
	Priorities Outlined
	Meetings & Reporting Practices Correctly Done
	Volunteer Recruitment & Develop-ment Plans Executed
	Meetings & Reporting Practices Correctly Done
	Staff

Recruit-ment & Develop-ment Plans Executed
	Financial Oversight Vols and Staff Recruit-ment & Develop-ment Plans Executed
	Accounting & Record-keeping Systems Correctly Updated 
	Contract Information System used to review potential and existing contracts
	Maintenance, Backups and Reporting Systems Implemented
	Fundraising Plan Success-fully Executed
	Organization performs core programs and services 
	Organization tracks, documents and reports on customer service

	EVALUA-TION
	Yearly Report
	Annual Review of Senior Leadership
	Yearly Report
	Annual Review of staff
	Yearly Report
	Yearly Report


	Yearly Financial Report

Yearly Audit
	Quarterly Review
	Quarterly Review
	Quarterly Review
	Monthly Review
	Quarterly Review

	UPDATE
	Periodic Updating
	Annual Review of Committee Structure & Board Members
	Periodic Updating
	Annual Review of Staff Structure
	Periodic Updating
	Periodic Updating
	Periodic Review of Financial Systems 
	Periodic Review of Contract Information Systems
	Periodic Updating of information Systems Plan
	Annual Update
	Annual Update
	Annual Update


Figure 3

Organizational Management

Operations of a community development organization can be split between human and financial resources. Managing the human element is approached under the organizational management category with three activities:  planning, oversight, and personnel. Planning is the development of a strategic plan to set the long-range mission, vision, and priorities. Oversight deals with the structure, role, and management of the volunteers on both the board and committees. Personnel standards include the structure, role, and management of the staff of the organization, including specialized systems and training for the people handling funds. Taking the time to structure the management of human resources is important in any organization, but particularly in a community development organization where much of the work’s effectiveness can be dependent on volunteers.  

Resource Management

The non-human resources operations of the organization include the management of money, the creation and cultivation of a diverse and sustainable set of funding streams, and the technical management of contracts and IT systems. 

Program Management
Finally, the actual programs and services of the organization are addressed in the third category. The major activity in this category is a business plan with measurable performance objectives.  Additionally, the way programs and services are delivered is addressed in a customer service delivery policy and procedures plan. 

Strategies for Building Community Development Industry Capacity
STRATEGY FIVE: Provide Support to CDOs to Form Strategic Alliances
Currently, with no certifying authority, CDAD recognizes that the CDO industry is not well organized. There is no mechanism by which to assure that every neighborhood has access to the services it needs, and no means to prevent redundancy in other service areas. This lack of organization creates inefficiencies that lead to, sometimes avoidable, negative outcomes for a neighborhood and its residents. CDAD is driven by the belief that strategic alliances, as part of Detroit’s community development capacity building system, will organize Detroit CDOs and improve the vitality of neighborhoods. 


Strategic alliances (defined as a permanent formal operating partnership of two or more organizations for the purpose of reducing cost, increasing capacity/efficiency, and/or improving program quality for the organizations involved, or creating better impact within the communities served) would improve CDO impact in neighborhoods. On a continuum of possible partnerships between organizations, strategic alliances require more integration than mere collaboration, but allow more autonomy than a merger. The Partnership Matrix by La Piana Consulting (Figure 4) illustrates the types and characteristics of strategic alliances as compared to other forms of partnerships.

Figure 4

Partnership Matrix: La Piana Consulting
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Strategic alliances could be based on geography, such as a neighborhood intermediary alliance between two CDOs with overlapping boundaries as described above.  Strategic alliances between two neighboring CDOs who strive to better align their respective work would also be conceivable. Finally, CDOs that are involved in similar types of work, but working in different neighborhoods might decide to create a strategic alliance based on that type of work. These alliances also might include specialty organizations that can offer a particular expertise not provided by CDOs.  

Additionally, strategic alliances could allow CDOs to share back office costs by coordinating similar functions like marketing or financial analysis. To better balance the inherent strengths and limitations of CDOs, a “trading” structure could be implemented to encourage organizations to support one another with back office services. CDOs with expertise in certain administrative areas can help by matching their strengths with a respective organization’s limitations. Likewise, strategic alliances are most effective when they become a permanent realignment of two or more organizations’ operating methods.

A partnership similar to the one proposed for capacity building could be applied to a process of facilitating strategic alliances. For example, Gleaners Community Food Bank is working with The Villages CDC and others in an effort to help develop a Greenway system for Detroit’s East side. Gleaners has obtained funding from the Community Foundation to execute a feasibility study for a greenway along Beaufait Street. Additionally, Detroiters Working for Environmental Justice (DWEJ) and The Greening of Detroit (TGOD) are working with seven CDOs that are participating in the Lower East Side Action Plan (LEAP). DWEJ and TGOD are bringing their expertise on "green" or sustainable design, urban gardening and forestry to the LEAP community planning efforts. 

STRATEGY SIX: Provide Training Opportunities Directly to Volunteer-Based Neighborhood Organizations
The Capacity Building System should provide training to community members involved with neighborhood organizations as a way to improve the capacity of those organizations.
 Good work can be done by small volunteer-based organizations that may successfully accomplish their mission without the service of a staff person. However, working together, especially without staff, is difficult and many neighborhood organizations would be better suited to boost residents’ quality of life and improve neighborhood conditions with a modest amount of training and support for the volunteers. 

STRATEGY SEVEN: Provide Training Opportunities to a Diverse Set of Individuals to Serve as Professional Community Development Practitioners and/or Volunteers 
Volunteers are the lifeblood of many CDOs. To improve the quality of services provided by a CDO, volunteers should be eligible for training—either to become better CDO or neighborhood association board members or to move into a professional community development positions. 

Programs with the potential to impact volunteer professionalism and expertise are outlined in “Talent Development, Recruitment and Cultivation Strategy for Detroit’s Community Development Sector” by Consultant Jane Morgan for the Neighborhood Funders’ Forum.
 These programs are aimed at existing, new, and mid-career community development professionals to be recruited from metro Detroit and beyond to become future community development staff. Two programs demonstrate pathways to recruiting and retaining community development practitioners:

AmeriCorps

Detroit LISC

Detroit LISC, using a combination of local and national funding, was able to award eleven slots to community development organizations in Detroit for higher-skill persons interested in pursuing a community development career.  The organizations must pursue projects that meet Detroit LISC’s Building Sustainable Communities strategy and provide a larger amount of matching funding. According to Tahirih Ziegler, Detroit LISC’s Executive Director, Detroit LISC’s AmeriCorps program will continue and can be considered a 'pipeline' for Detroit for the foreseeable future. CDOs are responsible for recruiting and selecting their service member. Funding for the local match is problematic for some CDOs and may need to be analyzed as a capacity building issue. 

Michigan Community Service Commission (MCSC) AmeriCorps program

The State of Michigan operates an AmeriCorps program out of the Michigan Community Service Commission. There were 1,235 service members operating in nineteen programs in 2010. Six programs were housed in Detroit organizations.

The Detroit LISC and the MCSC AmeriCorps programs allow the receiving agency to recruit and select the service member.

As part of the capacity building initiative for individual training, it is proposed that we strengthen the pipeline of positions and funding already in place at Detroit LISC and set aside a fixed number of positions in the MCSD program for Detroit CDOs. Efforts should be made to procure a sustainable funding source for the monetary match required of CDOs receiving AmeriCorps members.

Center for Urban Redevelopment Excellence (CUREx)-type Initiative

The University of Pennsylvania created the Center for Urban Redevelopment Excellence (CURex) two-year fellowship program for nonprofit and for-profit project management positions in underserved urban communities. Originally funded by the Knight Foundation in 2003, the program was provided additional funding from the Rockefeller Foundation, providing fellowships for over 80 practitioners before closing its doors in October of 2010. 

Kresge and other foundations have partnered with Wayne State University to create a CUREx style program for Detroit, with a focus on the "Rockefeller Fellow" version of the program – the final iteration of the program that was used in New Orleans. Detroit Revitalization Fellows focuses on economic development for community development organizations that have the capacity to host individuals for a two-year hands-on implementation-oriented fellowship. The fellows’ experience will be supplemented with additional educational opportunities and requirements. Twenty-eight fellows were selected for the inaugural Detroit class in 2011.

Newcomers to the field will likely need training in basic organizational systems such as financial management, budget development, human resources practices, and fund development.  Fellows will benefit from studying the history and current status of community development in Detroit, the history of community development in the US, and an overview of the best practices in community engagement, community planning, housing revitalization, commercial revitalization, strategic alliances, and collaboration.
Developing the Infrastructure for Industry Reform
Resourcing an Effective Community Development Capacity Building System
To be effective and sustainable, the CDO capacity building system described above must be adequately resourced. Each of the seven capacity building strategies may appeal to different funders for either existing or future funding sources. CDAD proposes a multipronged approach to procure resources for the capacity building system.
Government

CDAD proposes that the City of Detroit and MSHDA could collaborate to create a Detroit CDO Operating Support Fund as part of the Capacity Building System and in recognition of the important role that CDOs could play in Detroit’s revitalization. Several examples below illustrate approaches that have been taken in other cities.

Government, and in particular city government, often provides significant support for CDOs.  Below are a few examples from the research done in 2009 by University of Michigan Taubman School of Architecture and Planning students for CDAD:

· In Cleveland, about $8.4 million (26%), of the City’s $32.5 million in 2007 CDBG funds were allocated to Cleveland CDOs. Additionally, Cleveland’s Cityworks Grants Program matches up to $3,000 in grants to neighborhood groups and block clubs.  

· In Philadelphia in 2009, at least 12% of Philadelphia’s 2009 CDBG funding was allocated to CDOs. About $2.2 million (4.5%) of their CDBG were allocated solely to Philadelphia CDOs. Other funding categories included additional funds to CDOs but the exact percentage was unable to be ascertained. Approximately $4.3 million of these funds were allocated to CDOs for community economic development projects. 

· In Pittsburgh, approximately 10% of the city’s total CDBG went to CDOs.  Additionally, a much larger pool of funding comes from the city’s tax credit program for corporations described elsewhere in this document.

· In Detroit, about 8% of the $42 million in CDBG went to CDAD members.
 

· As a national intermediary, the Local Initiatives Support Corporation has access to HUD Section 4 and HUD National Community Development Initiative (NCDI) funding. While this funding can be used for capacity building grants to CDOs, it is typically a better fit for pre-development assistance for housing or commercial projects, and development assistance for projects. HUD also regularly provides “capacity building/technical assistance” funding to intermediaries, and a designated intermediary could seek these funds to complement a system of capacity building funding.

· The Michigan State Housing Development Authority has traditionally focused on the development of affordable housing. One program, the Neighborhood Preservation Plan, focuses on a 16-block area and provides operating support in addition to program funds for beautification, demolition, public improvements, and marketing. 

· Michigan Nonprofit Association Arts initiative used federal stimulus funds to support traditional capacity building. While stimulus funds may not be available for a Detroit CDO capacity building effort, it may be possible to garner funds from other federal or state programs.
Corporations

State Tax credits or other incentives for corporations could be created for providing financial support directly to nonprofit organizations or through an existing mechanism such as the Michigan Housing and Community Development Fund.  

In 2002, the City of Philadelphia created a tax credit for corporations who funded the experienced CDCs conducting economic development activities in economically distressed neighborhoods:

The CDC Tax Credit Program provides an incentive to businesses to get involved in improving Philadelphia’s neighborhoods. In return for providing a predictable revenue stream to a CDC to plan and implement neighborhood economic development activities, a business receives tax relief from the City. Based on our review of the 25 partnerships currently in existence, the program has leveraged tens of millions of dollars in private and public investment to bolster neighborhood economies, expanding local access to goods, services, and jobs while growing the City’s tax base. Moreover, the program has fostered more stable organizations that can shape neighborhood change in a strategic way.

The flexible nature of the program enables CDCs to build organizational capacity to tailor their neighborhood economic development approach to the individual needs of their neighborhoods. Tax Credit funds have facilitated strengthening of neighborhood commercial corridors, development of commercial real estate, implementation of workforce development programs, attraction of new businesses and jobs, and support for existing businesses. For participating CDCs, these funds provide the financial security to manage projects smoothly and the freedom to envision major improvements in their neighborhoods. In addition, participating businesses are also supporting their CDC partner’s work through in-kind or technical assistance.

Foundations/Funders Collaboratives/Funding Intermediaries

Foundations use several methods to support organizational capacity. The Philadelphia Foundation, for example, provides general operating support grants directly to CDOs to build their organizational effectiveness. Philadelphia LISC provides some operational support, as well as project funding. In Pittsburgh, twelve foundations and banks together fund the Pittsburgh Partnership for Neighborhood Development (PPND) with between $2 million and $2.5 million per year to provide multi-year core operating support.
  In Cleveland, a local intermediary, Neighborhood Progress Incorporated (NPI) was started by four local foundations in the late 1980s. It aims to increase the capacity of community development organizations to build affordable housing and provides operating support in addition to project support.    

In Detroit, Foundations provide funding directly to CDOs and through intermediaries like LISC.  However, funding for capacity building has typically been limited to three-year pilot programs, or allocated only to neighborhoods targeted by a specific funder.  The proposed capacity building partnership between CDAD, LISC, and the MNA is patterned after a similar effort to work with arts organizations spearheaded by several Michigan foundations. Foundations have a vested interest in helping CDOs become more effective. In short, strong CDOs further the interests of foundations by successfully implementing the changes they hope to see in Detroit. Furthermore, foundations are in a unique position to use their resources to assist in leveraging additional funding with government sources, endowments, or other strategies, as described below.

A Detroit Neighborhood Endowment

CDAD recognizes that foundations typically do not contribute to endowments.  But the Stakeholder Consortium could jointly approach key philanthropic individuals to create a Detroit Neighborhood Endowment Fund and foundations and government could then match those funds with an intermediary-managed operating support fund for CDOs, as referenced above.

Individual charitable contributions can be a significant source of funding for more mature CDOs. To build capacity in CDOs, an endowment could provide a steady income stream for operating support. Distributions from an endowment should not encroach on the fund’s principal, therefore the endowment would have to be very large to generate enough interest to be a significant source of operating support.  Nurtured over time, an endowment could become a stable funding resource for CDO operations.

The Community Foundation for Southeast Michigan (CFSEM) is ideally suited to manage a citywide community development endowment. More specifically, the organization has structures in place for endowments and has handled endowments for community development at a smaller scale in the past. For example, Grandmont Rosedale Development Corporation (GRDC) has its Neighborhood Legacy Fund housed at the CFSEM. Additionally, Warren/Connor Development Coalition has its “Now Is The Time” fund housed at CFSEM. These funds allow individuals to donate cash or stock to the Community Foundation to benefit a select CDO. To add to the appeal, through 2011 these donations were able to qualify for a State of Michigan tax credit. 

Dues and Fees for Service

Frequently, community development organizations, with their level of connection to and expertise about their communities are asked to provide a service for other entities wishing to engage with the community. Engaging the community in a public comment process, passing out flyers, and conducting public education are just some examples of what CDOs are asked to do. If the service requires considerable time and effort, the CDO may ask for a fee in exchange for providing that service.  

Community Development Organizations that are invited into a neighboring community also may require a fee for the service that they provide to pay for their time, effort and specialized expertise.  This specialized expertise can be an excellent complement to the skills of the hosting CDO and improve the connectivity between CDOs.

Together, organizations are more effective at adding value to a community development project (in which both can reap developer fees) or in resolving issues (in which the specialty organization can receive a fee for service and the CDO can meet its community-based mission). A support system for CDOs could be instituted for CDOs to earn fees for consultation. This system would help CDOs build a consulting business by:  creating collateral instructional materials; taking “train the trainer” courses; learning how to value consulting hours; and responding to RFPs, etc.

CDOs, in their neighborhood intermediary role, might receive funding from the neighborhood organizations they work with to improve neighborhoods.  Typically, this funding, in exchange for services provided by the CDO to the neighborhood organization, would be in the form of token payments aimed at structuring the relationship so that a CDOs’ services are valued and the neighborhood organizations retain some autonomy in service provision.

Detroit Community Development Stakeholder Consortium

In addition to focusing on the needs, aspirations, and successes of CDOs and their respective neighborhoods, the Industry Reform plan should be expanded to include a decision-making body to implement the Industry Reform plan. This decision-making body should be comprised of a range of community development stakeholders, including community development organizations, relevant trade associations, government, and community development lenders, funders, intermediaries, and specialty organizations. For far too long, the community development industry has been fragmented by the divergent priorities of funders and community development organizations. It is anticipated that, by bringing a variety of stakeholders to participate in a Stakeholder Consortium, new awareness will be established by the exchange of distinct stakeholder interests. Candid conversations by various stakeholders will present new opportunities for collaboration and information exchange that could lead to immediate actions, producing tangible benefits. 
A vibrant community development industry demands new and more effective means of collaboration and an improved process for leveraging assets across the community development industry. This point was powerfully emphasized in a 2010 report developed by national community development consultants Tom Burns and Sandra Jibrell for the Detroit Neighborhood Funders Forum, entitled “Detroit Neighborhood Development System Scan:” 

It is clear that one key area where improved communications are needed is with [funders and] practitioners in Detroit’s community development practitioner sector.  Improved communications are essential to resolving critical system issues related to the future role and value-added of CDCs and other neighborhood nonprofits, strategies for deepening resident engagement in neighborhood decisions, performance expectations, and more stable funding.

Addressing this challenge and reaping the benefits of a more integrated community development industry would present a new means of collaboration that could result in a more comprehensive and results driven community development industry. Providing decision-making process in which stakeholders are engaged and authorized to influence community development as a partnership of equals may change the way the industry operates in Detroit. 
CDAD proposes seven key roles for the Detroit CD Stakeholder Consortium. These roles include a decision-making process that can impact a CDO’s ability to receive funding. Because of the potentially significant ramifications of these decisions for CDAD members, CDAD proposes a diverse body made up of a range of stakeholders who will be best positioned to undertake that decision-making process. With these seven responsibilities, the Stakeholder Consortium would drive the most important aspects of community development industry reform. Certification will likely have greater weight if this consortium, rather than CDAD, makes the final determination for CDO certification status. Capacity building, with results openly assessed by a certification process is more likely to be sustainably funded when higher operating standards are in place; and CDOs recognize that capacity, support, and accountability are of equal importance. The proposed roles include:

1. Selecting CDOs to Receive Capacity Building Support 
While CDAD would take the lead on developing selection criteria for support, the Consortium would determine which CDOs receive support. CDOs that are engaged in moving from baseline certification to Certification Plus status should receive special consideration for support from CDAD.

2. Awarding Certification Status   
CDAD would develop certification criteria and the Consortium would award certification based on such criteria.
3. Designing an Appropriate Intermediary System for Detroit. CDAD’s Futures Task Force reported the existing complex set of Detroit intermediaries and found, “These intermediaries should offer services and support that align with the overall collaborative vision for Detroit. Local investors and stakeholders should collaboratively govern the work, the investment policies, and decisions of locally operating intermediaries.” Given the core role intermediaries will play in an improved Detroit community development system, the Stakeholder Consortium is an ideal venue to guide the design of an intermediary system that is appropriate, aligned, and, at least partially, locally controlled. 

4. Reviewing Best Practices. The Stakeholder Consortium would bring a diversity of experience and perspective to the table. This resource is an ideal vehicle to bring forward and replicate best practices throughout the system.
5. Designing New Initiatives. Working together and following best practices, the Stakeholder Consortium may decide to approach community development work in entirely new ways.
6. Designing a Success Measures System for Community Development. The Stakeholder Consortium is an ideal vehicle for creating a success measures system that first sets success measures for physical development, community engagement, and other CDO practices; then assures that a data intermediary is in place for technical support to access, collect, and analyze necessary data.
7. Evaluating the CD Capacity Building System.  As with any system with good controls in place, the Stakeholder Consortium would have a responsibility to evaluate the effectiveness of the entire Detroit community development capacity building system.
The Stakeholder Consortium should be structured in a way that reflects its core value as a partnership of equals. All sectors should help to create and support it so that the consortium and the decision-making process is “jointly-owned” by all stakeholders. The consortium does not require a great deal of resources to be effective, but, as it grows, there may be greater need for additional support. Support can come in the form of volunteer hours, financial resources, logistical backing, or strategic planning. Leaders of the four core stakeholder groups made an initial foray into this type of organization early in 2010.  That work will be used as a basis for the creation of a more formal Detroit Community Development Stakeholder Consortium. Key stakeholder groups should all be represented:

Community Development Organizations and their Trade Associations
CDAD, CEDAM, and select community development organizations.
Foundations

Private, family, corporate, and bank foundations that fund community development.
Intermediaries and Specialty Organizations
LISC, MSHDA, the Detroit Land Bank Authority, another local intermediary and at least one Specialty Organization whose work heavily impacts community development.
Government

Detroit City Council and/or City Planning Commission, the Mayor’s Office and/or Planning & Development Department, Wayne County, the local HUD Office, the Michigan State Housing Development Authority (MSHDA), and the Southeastern Michigan Governor’s Office.

Business/Institutions
Detroit-based small business and other large entities engaged in community development.
Participation from the above listed stakeholders can serve as a comprehensive and unifying force for community development system reform and put into motion a process that is trusted by the other stakeholders in the industry.
CDO Capacity Building Partnership: CDAD, MNA AND LISC   
For foundations, intermediaries, and community members to be able to depend on community development organizations (CDOs) to contribute to Detroit’s revitalization, the CDOs must have sufficient internal organizational capacity to operate effectively. The ongoing funding crisis in the Detroit community development industry, along with the overall economic decline and the trend towards foundation targeting, have forced most CDOs to eliminate positions and curtail training budgets and, in some cases, to shut down altogether. In a time of increased requests for assistance, CDOs’ reduced budgets and skeleton crews make them less able to respond to neighborhood conditions even as they spend more time trying to find additional funds to sustain themselves. 
Capacity building is typically defined as a systematic approach to improve the effectiveness and core competencies of an organization or a field of work.  CDAD refers to this as traditional capacity building and includes in the definition of capacity building not merely increasing the effectiveness of the organization but helping them to stabilize and continue to perform their core functions on an ongoing basis. 

Based on Michigan Nonprofit Association’s Strategic Alliance and Recover Michigan Initiatives,
 CDAD would manage a similar program to meet the goals outlined above. CDAD would work in partnership with the MNA and LISC to create and manage this initiative. Figure 5 shows the relationship between the partners.
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Figure 5
A Partnership for CDO Capacity Building

CDAD, as the lead partner, would work as the facilitator and convener of the system and set criteria for decision-making around operating support grants, technical assistance for target organizations, and certification.

LISC would serve as fiduciary, holding and disbursing grant dollars as determined by CDAD criteria and Stakeholder Consortium decisions.

MNA would facilitate the technical assistance and training to provide services similar to the services provided in their work with arts nonprofits.  The Community Economic Development Association of Michigan (CEDAM) also could be a technical assistance partner.  MNA would facilitate a group of experts who would provide various forms of consulting, training, coaching, and technical support. Capacity building in the form of technical assistance and operating support would be delivered to organizations based on their track record, staff complement, location within all areas of the City, and other criteria as set by CDAD. CDOs would have a full range of support made available, including training, technical assistance, and operating support, to strengthen their internal functioning.

CDAD proposes that the Detroit Community Development Stakeholder Consortium, comprised of a wide array of community development players, would make decisions on funding, technical assistance, and certification based on criteria set by the practitioners themselves, through CDAD.  The capacity building partnership would require a great deal of collaboration by all of its organizations. The process of evaluating CDOs for eligibility and monitoring their progress will take considerable prior work to delineate each organization’s roles and responsibilities. The organization most appropriately able to navigate these issues would be the Stakeholder Consortium.  With representatives from every sector, it can bring a diversity of opinions and perspectives to the oversight and selection responsibilities, while also providing all stakeholders some distance from the unavoidable discontent engendered from a competitive funding and technical assistance allocation process.

The three partners, CDAD, LISC, and MNA, as well as the Stakeholder Consortium, will work to leverage other resources to assure the success of the overall capacity building system.

CDO Services and Activities Organized and Active in Every Detroit Neighborhood
CDAD is convinced that every neighborhood in the City should have access to CDO services that are appropriate for that neighborhood.  Regardless of whether those strategies focus on housing stabilization, commercial revitalization, or the repurposing of vacant land, each neighborhood will require assistance in developing a future direction. However, at present, some neighborhoods have multiple and perhaps overlapping CDOs; and other neighborhoods lack a CDO altogether. There is great need for a system that organizes CDOs and helps them to form new organizational alliances. CDAD is now working with its member CDOs to make those difficult, but important, decisions for the good of our neighborhoods. 

Over the next several months, CDAD will propose:
· Community Development Service Areas covering the entire City of Detroit, as a way of identifying which service areas CDOs are covering, and of determining what community development services are, or should be, provided.

· Description of CDO Boundaries and Strategic Alliances within those Service Areas, showing how CDOs will work together to assure that services will not be redundant, but complementary.

The Appendix contains a summary analysis of the results of a 2011 survey distributed to 52 community development organizations in Detroit which yielded a 75% response rate, as well as summary notes from a beginning set of CDAD regional caucuses. This information will be used as a basis for the above recommendations.
Potential Outcomes 
Given the comprehensive strategies that CDAD has presented to overhaul Detroit’s community development industry, the following qualitative outcomes can be reached if the above CDAD recommendations are implemented. 
1. Promote efficient and effective use of community development resources;

2. Encourage higher quality and more impactful CDO programs and initiatives;

3. Create highly competent Detroit CDOs;

4. Establish a predictable resource base to support the work of CDOs; and

5. Create a constant stream of talented and committed community development practitioners and volunteers for the CD industry.

APPENDIX I

TYPES OF COMMUNITY DEVELOPMENT NONPROFITS

	
	Definition
	Operating Functions

	CDOs
	Placed-based, community-governed organizations that carry out community development work
	· A place based non profit organization formed through local leadership, 

· Dedicated to a specific target area that is publicly known and not city-wide

· Governed primarily by the constituents served by the CDO,

· Engaged in certain baseline activities, either directly or through collaboration and facilitation with other local organizations: 
· Community Organizing and Engagement, 
· Land Use, Community or Economic Development Planning 

· Partnering/Facilitating, and 
· Physical Development in some form.

	Specialty Orgs
	A nonprofit organization, either place-based, city-wide, or region-wide, that has one or more sets of expertise in a technical field, where the expertise is not defined by or limited by a certain geographic target area. Specialty organizations have high level of expertise or skills that they can bring to bear on a particular community development issue. These skill sets or missions are complementary to the goals and visions of organizations in the CDO community. 
	· A place-based, city-wide or region-wide non profit organization 

· Has one or more sets of expertise in a technical field

· Governed primarily by technical experts in the specialty
· Engaged in projects, either directly or through collaboration and facilitation with local organizations: 
· Legal assistance

· Environmental improvements 

· Social services, or 

· Physical Development.



	Neighborhood Orgs
	A small organization which may or may not have attained tax-exempt status, all volunteer or with less the 1 FTE, with a small geographic focus or a narrow mission.
	· A place-based organization targeting a relatively small geography or mission 

· Governed by local residents 
· Engaged in programs or projects, either directly or through collaboration with other local organizations: 
· Blight removal

· Community policing 

· City service delivery advocacy, or 

· Promotion of neighborhood




APPENDIX II

MICHIGAN NONPROFIT ASSOCIATION’S STRATEGIC ALLIANCE AND RECOVER MICHIGAN INITIATIVES

The Michigan Nonprofit Association (MNA) has two creative and interrelated approaches to individual organizational capacity building and capacity building within the nonprofit sector itself. The two approaches – the Strategic Alliances Model and the Recover Michigan Model – are outlined below as they have been applied by MNA. 

Strategic Alliances Initiative

Through a $2 million grant from the Ford Foundation and Kresge Foundation, MNA is in the process of implementing a Strategic Alliance Initiative for arts and cultural organizations in Michigan.  The model can be described in three phases:  Exploration Phase, Selection Phase, and Implementation Phase.  

Phase 1:  Exploration

Organizations are brought together to discuss ideas and ways that it makes sense for them to work together and begin grouping these ideas by categories (i.e. volunteer management, fundraising).  In the instance of MNA, arts and cultural groups were convened by the Cultural Alliance of Southeastern Michigan. As organizations identified areas of common interest, they began to choose which area(s) they wanted to explore through a potential strategic alliance with other organizations. Organizations could select one or more strategic alliance areas in which to pursue.    

As themes emerged and organizations self-selected into shared strategic alliance areas with other organizations, Strategic Alliance Managers (SAM) were hired to begin working with Strategic Alliance areas. In the example provided by MNA, the SAMs were hired by MNA. SAMs are charged with convening interested organizations, as well as identifying and bringing in other stakeholders and potential partners. SAMs are also charged to work with alliance members to develop a grant proposal for funding and resources to support implementation of the alliance. Again, in the case of the MNA example, the Exploration Phase lasted approximately ten months.  

It is important to note that these are conversations of the willing, that is, only those organizations that are interested in exploring strategic alliances participate. For those organizations interested in moving forward, MNA conducted individual organizational assessments to ascertain current organizational capacity and goals.  

Equally important, as areas for strategic alliance emerge and are convened by Strategic Alliance Managers, they should not be thought of as workgroups.  Rather, organizations participating should enter into these alliance relationships with the expectation to work together long-term, and even permanently, as many goals and benefits from forming alliances (such as increased organizational effectiveness and increased revenues) can only be realized over time.  

Phase 2:  Selection

After each strategic alliance area submitted applications, a selection committee was convened.
 In the MNA example, nine strategic alliance applications were submitted, and six strategic alliances were selected and funded with $225,000 each. The six strategic alliances that received funding include: (1) Volunteer Alliance, (2) Financial Services Support Alliance, (3) Michigan Equity Theatre Alliance, (4) Music Learning Alliance, (5) Staffing Collaborative, and (6) Detroit Performing Arts Collaborative.  For example, the Michigan Equity Theatre Alliance decided to focus its efforts on joint marketing and ticket sales, even though members of the alliance are competitors. The expected benefits of increased awareness and ticket sales were enough to encourage members of this collaboration to see other members as more than just competitors, but as partners in improving their individual and collective long term prospects. 

Phase 3:  Implementation

After the strategic alliances are selected, the process moves into a two-year implementation phase.  During this time, each of the six strategic alliances will continues to implement their respective plans and undergo regular evaluations to assess the alliances’ progress, and make changes as needed. At the end of the two-year implementation period, each strategic alliance will hopefully have progressed to the point where its members sustain the alliance.  

Recover Michigan Model

Recover Michigan is another organizational capacity building model highlighted by MNA. Through two separate federal grants,
 MNA operates an organizational capacity building program aimed at nonprofit organizations with annual budgets of $500,000 or less that offer low-income clients services such as literacy programs, childcare, and employment and skills training.
 Organizations that apply to participate in Recover Michigan must have nonprofit status, however, they are not required to be tax-exempt entities.  

MNA is currently serving 130 Michigan organizations by virtue of its Recover Michigan Model. All of these organizations receive access to free capacity building trainings on topics such as fund development, strategic planning, and grant writing. For some organizations, access to these trainings fits the current needs of the organizations. For those organizations that choose to take a deeper dive, they can elect to move to the assessment level of Recover Michigan. Of the 130 organizations that are a part of Recover Michigan, 112 elected to move forward to the assessment level.  

In the assessment level, organizations must first conduct an extensive self-assessment using an assessment tool provided by MNA. After the self-assessment has been completed, an MNA staff member will meet with the organization, conduct its own assessment of the organization, compare that with the organization’s self-assessment, and then help the organization prioritize the items it would like to tackle. Each organization then selects its top two priorities, and applies for funding through a competitive process to work with a consultant. Those organizations selected receive approximately 25 hours of time with a consultant who works with the organization to develop a plan to address their two topics. After the plan is developed, each organization receives $7,000 to implement this plan. Of the 112 organizations that applied for consulting services and implementation funds, approximately 60 organizations were awarded funds.  

A strength of the Recover Michigan model is that it is organized, structured, and facilitated by an external source – MNA. While many organizations identify the need to increase their capacity, they often do not have the time, staff, or resources to identify and prioritize areas for improvement - much less devise and implement solutions to resolve them. Recover Michigan creates a structure that helps organizations achieve these goals, and provides some of the resources (consultant time and implementation dollars) that improve outcomes.  

APPENDIX III

DETROIT NEIGHBORHOOD INTERMEDIARY PROGRAMS

While no organizations in Detroit currently operate in the manner described in the body of this document, there are two organizations that echo some key elements of MNA’s Strategic Alliances Initiative and the Recover Michigan Model.
GRDC

Grandmont Rosedale Development Corporation was founded as a cooperative effort among four Northwest Detroit neighborhoods.  A board of residents and business owners from those four neighborhoods, and a fifth neighborhood added later, governs it. The neighborhood associations continue to take responsibility for beatification efforts, park improvements, neighborhood marketing and events; but depend on GRDC for home repair, housing and commercial development, business recruitment, and foreclosure counseling. 

W/CDC

On the Eastside, the Warren/Conner Development Corporation (W/CDC) fostered the Rebuilding Communities Initiative (RCI). One of five pilot areas in the country that was selected by the Annie E. Casey Foundation, W/CDC worked with residents, block clubs and neighborhood associations to build community capacity. The RCI was documented in a toolkit, which outlines how a community development organization can work with local organizations and individuals to train community leaders, revive block clubs, and engage residents in advocacy campaigns. It outlines the process for building block club capacity through action grants for such neighborhood activities as park development, yard lamp programs and tool lending libraries. The Rebuilding Community Initiative (RCI) “was an attempt to implement a comprehensive community building agenda through an integrated approach of school reform and neighborhood improvement that focused on building resident leadership and development the capacity of neighborhood organizations.” 

APPENDIX IV

CDO CERTIFICATION RESEARCH

The Community Development Council of Greater Memphis (CDCGM) has a CDC certification tool that evaluates:

1. Organizational Development

2. Business Financial Structure

3. Community Outreach

4. Housing Development and Management

5. Economic Development

This tool is patterned after a tool developed by a financial intermediary in Atlanta, the Atlanta Neighborhood Development Partnership, Inc. The Growing Stronger tool recommends evaluation of CDC success and summarizes CDCGM success with their tool in a case study:

CDCGM maintains that consistently evaluating its member CDCs provides them with a clear measure of their strengths and weaknesses. CDCs can then address their challenges by leveraging their strengths.  Additionally, results from CDCGM’s assessment tool have formed the basis for advocacy efforts at state and local levels; CDCGM’s certification process denotes high-capacity CDCs and their activities. Certifying CDCs establishes CDCGM’s reputation as the authority on community development throughout the region, and allows CDCs to leverage their status when applying for resources or lobbying public officials.

Two national organizations have developed evaluation tools that they use to provide technical assistance to CDCs. LISC has the CapMap tool that can be used by local LISC staff to evaluate nine areas of organizational capacity. NeighborWorks has a Success Measures program that uses 44 indicators and data collection to evaluate a CDCs impact on its community. Both of these programs are intended to support increased capacity, rather than being used as indicators to govern a certification process.

The State of Georgia has also developed a capacity evaluation tool aimed at classifying the stage a CDC for each of 18 indicators.  This tool, too, is aimed at technical assistance support rather than as a certification process.
  

Neighborworks Organizational Assessment Division has a checklist of 24 criteria used to assess whether an organization can attain and keep affiliate status. A copy of their criteria is on the following two pages. Additionally, Neighborworks uses the PROMPTtm internal assessment tool for nonprofits. The PROMPTtm tool outlines 34 criteria for organizational assessment and then defines exceed, meet and fail outcomes for each. 

Compliance and Verification Checklist 

Review Date

 1.
NWO mission is compatible with that of NeighborWorks® America. 

 2.
NWO develops, manages, and maintains programs and services that are at all times in keeping with that mission. 

 3.
NWO has established and maintains a Board of Directors that reflects a partnership among resident leaders, the private business community and public officials in which at least one-third of the Board members are of low-income residents or low-income resident representatives of the NWO's service area. 


Resident board members can be:


-- A resident of a low-income community within the NWO's service area

 
-- a low-income resident within the NWO's service area, or


-- an individual who is elected or appointed to represent residents of low-income communities in the NWO service area

 4.
NWO is in good standing as a non-profit organization per the applicable laws and regulations of the original chartering state. 

 5.
NWO qualifies for and maintains its federal non-profit status per 501(c)(3) of the IRS Code, and is not controlled by any other organization. 

 6.
NWO has established and maintains a financial management system that includes adequate internal controls and is otherwise compliant with Section VI (a) of the NeighborWorks® America Grant Agreement. 

 7.
NWO has a conflict of interest policy covering its directors, officers and staff that was adopted through the Board of Directors. 

 8.
NWO has an unqualified audit done by a CPA pursuant to the NWO Guidance for the Conduct of Audits 

 9.
NWO has submitted the required consolidated audit to NeighborWorks® America. 

 10.
NWO submits to NWA the geographic boundaries of the NWO's service area and seeks the written approval of the NWA District Director if the service area is changed or expanded. 

 11.
NWO participates and cooperates fully in regularly scheduled Program Reviews (including any subsidiaries or related organizations referred to as sub-recipients) conducted by NeighborWorks® America or its designee. 

 12.
NWO develops and implements a Corrective Action plan to correct significant deficiencies identified during the Program Review. 

 13.
NWO clearly and consistently conveys membership in the NeighborWorks® network by use of the NeighborWorks® Chartered Member logo and through descriptive language and text. 

	NeighborWorks® Branding Checklist 

	NWO Material 
	Produced

Yes (if checked)
	Logo Included

Yes (if checked)
	Compliance

Yes (if checked)

	Business Cards 
	
	
	

	Stationery 
	
	
	

	Website Home Page 
	
	
	

	Printed Newsletter 
	
	
	

	Electronic Newsletter 
	
	
	

	Brochures 
	
	
	

	Annual Report 
	
	
	

	Signage at NWO 
	
	
	


 14.
NWO complies with the terms of active NWA Grant Agreement(s) and related applicable amendments. 

 15.
NWO has fidelity bond coverage or honesty insurance in an amount that is at least equal to the lesser of (a) its Permanently Restricted Capital Grant Fund balance, or (b) $250,000 with NeighborWorks® America as loss-payee. 

 16.
NWO has not been convicted of violating the Buy American Act (41 U.S.C. §10a-c) and that it will buy American-made goods to the extent practicable. 

 17.
NWO submits quarterly and annual reports as required by NWA and complies with reasonable changes in reporting requirements over time. 

 18.
Reports submitted by NWO are accurate and timely as verified by OAD Data Collection Unit. 

 19.
NWO complies with the terms of active NHSA Loan Sales and Servicing agreement(s) and related applicable amendments. 

 19a.
LSSA reserve requirements (performing loans equal to 50% of loan sale or cash equal to 20% of loans sold) 

 19b.
Required quarterly financial reports to NHSA 

 19c.
Segregated bank account for NHSA payments 

 19d.
Separate account for escrow payments 

 19e.
NWO trial balance matches NHSA trial balance for sold loans and loans pledged as reserve. 

 20.
NWO uses a standard privacy letter that complies with federal regulations 

 21.
NWO has a policy approved by the Board regarding the collection and disclosure of personal information (including but not limited to loan and financial data). 

 22.
NWO has established procedures for the protection and security of personal information (including but not limited to loan and financial data). 

 23.
NWO has a board-approved document destruction policy (per Sarbanes Oxley Act*). 

 24.
NWO has a board-approved Whistleblower policy (per Sarbanes Oxley Act*). 

Comments in cases of non-compliance: 

APPENDIX V 

TALENT DEVELOPMENT, RECRUITMENT, AND CULTIVATION STRATEGY FOR DETROIT’S COMMUNITY DEVELOPMENT SECTOR

The Neighborhood Funders’ Forum engaged consultant Jane Morgan to provide a discussion document on individual capacity called “Talent Development, Recruitment and Cultivation Strategy for Detroit’s Community Development Sector.”  She outlined a three-component strategy:

The strategy, which can be supported by local funders as a collective effort or through separate grants supporting various components of the model, is focused on:
· Providing professional development opportunities for current community development organizations (CDOs) staff through training, mentoring and other strategies

· Establishing a national pipeline for bringing new community development talent to Detroit  

· Establishing a pipeline to cultivate future, “locally grown” community development talent by providing exposure to and opportunities within the field.

For youth professionals and mid-career professionals currently in community development, Morgan suggests an extensive two-year training and support program for entry-level practitioners as well as continuing education and training for more seasoned professionals.  Specific options suggested include monthly or quarterly workshops, a one-week intensive training institute and mentor pairing.

For recruiting new talent to the sector, Morgan suggests two-year fellowships to place into Detroit CDOs, individuals from other parts of the country or the metropolitan area. There would also be periodic, topic specific workshops and seminars, as well as networking opportunities for these community development fellows.

To cultivate future community development talent, Morgan suggests Service Learning Internships for high school students who would earn service-learning hours for their work at a CDC during their senior year. College students would apply for summer internships. All students would be supported through cohort gatherings, continuous training, job fairs, mentor pairing, and, possibly, even tuition assistance or loan repayment.  
APPENDIX VI
ADDITIONAL POTENTIAL TARGET GROUPS FOR INDIVIDUAL CAPACITY BUILDING—VOLUNTEERS AND DECISION-MAKERS

In an early strategy document for capacity building, the System Reform Workgroup suggests two additional groups beyond the three that Jane Morgan identifies in her analysis—decision-makers in positions affecting community development and volunteers working on boards and committees.  Building their individual skills and knowledge would benefit the neighborhoods, as well as the staff of CDOs. Additionally, the Systems Reform Workgroup points out that volunteers also have been a source of staff at CDOs and that training and recruitment programs should not overlook this resource.

The table below outlines the target groups and the education goals for each of the five groups:

Individual Capacity Building

	Target Group
	Goals

	Youth Workers and Residents
	Understand roles and responsibilities

Improve work skills

Train for CDC Board and staff roles

Establish pipeline to cultivate “locally grown” community development staff and volunteers

	CDC Staff (Existing)
	Increase organizational capacity

Improve technical knowledge

Train for Decision-Maker roles

	CDC Staff (Future)
	Establish a national pipeline for bringing new community development talent to Detroit

	CDC Boards Committees

Neighborhood Org Boards & Committees
	Understand roles and responsibilities

Improve group work skills

Train for Decision-Maker roles

	Decision-Makers

(Intermediary staff, foundation staff, Council people, Council staff, Mayor, mayoral appointees in departments related to community development, Wayne County commissioners, state reps and senators) 
	Understand neighborhood issues

Understand and Support community revitalization


APPENDIX VII

DETROIT CDO ENVIRONMENT

During the spring and summer of 2011, CDAD surveyed Detroit CDOs to determine (a) stated or published boundaries, (b) current services and programs, (c) current capacity, and (d) capacity needs. CDAD distributed 52 surveys to Detroit –based CDOs and received a 75% response rate.

Below is a summary of the survey results for the organizations that fit the CDAD definition of a Community Development Organization. The raw survey data and boundary maps for each region are available through CDAD.

CDAD Capacity-Building

Survey Summary

As of 6/14/11

Survey and Base Map Completion

Surveys were sent to 52 Community Development Organizations.  Organizations were selected based on 2007 CDAD Membership Forms that were collected and mapped in 2009. The base map has been completed with updates that reflect the 39 organizations that verified boundaries upon completion of the survey (see map for list of participating organizations). 

Of the 39 organizations that completed the survey, 97.5% met CDAD’s definition of a CDO:

· A place-based nonprofit formed through local leadership,
· Dedicated to a specific target area that is publicly known and not city-wide,
· Governed primarily by the constituents served by the CDO, and
· Engaged in these baseline activities, directly or through collaboration:     

· Community Organizing and Engagement,     

· Land Use, Community or Economic Development Planning,     

· Partnering/Facilitating, and     

· Physical Development in some form.
Survey Response Highlights

What percentage of time does your organization spend on each of the following core community development organization roles?

	CORE ACTIVITY
	AVERAGE AMOUNT OF TIME

	Other

(10.7% other, 5.6% Youth Programming, 4.2% Environmental, 3.1% Blight Removal)

	23.7%



	Community/Business Organizing
	13.6%



	Residential Development/Management
	13.4%



	Foreclosure Prevention/Homeownership Counseling
	13.4%



	Land Use and Community Planning
	11.5%



	Commercial Development/Management/Facade Improvements

	9.7%



	Facilitating/Partnering
	5.4%




Current Capacity

· Top selections for strong capacity: Collaboration and Budgeting & Financial Management

· Top selections for moderate capacity: Program Development and Neighborhood Organizations & Volunteers

· Top selection for no capacity: Funding to Support Work of Smaller Neighborhood Organizations
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Rate your organization's capacity today on the following items:
Capacity Measures
	Capacity Proxy
	Group Average*
	Group Median

	Full-Time Staff
	13.5
	2

	Part-Time Staff
	5.1
	1.5

	Interns/AmeriCorps
	1.5
	1

	Total Support & Revenue
	$2.3 million
	$201,000

	Net Assets
	$2.1 million
	$239,000


*With several large social service agencies in the results, the Group Average is mathematically shifted towards a higher number.  The Group Median, which represents the middle value, may be a more accurate description.

Of the capacity-building activities, which would help your organization the most right now? 

	Activity
	Average Score
(1 being most needed, 10 being least needed)

	Operating Support
	2.8

	Program Support 
	4.3

	Marketing and Outreach TA
	8.6

	Development Financing TA
	8.6

	Training for Board of Directors
	9.3

	Fundraising TA
	9.6


Of the capacity-building activities, which would help your organization implement the identified types of activities over the next five years? 

	Activity
	Average Score 
(1 being most needed, 10 being least)

	Operating Support 
	3.2

	Program Support 
	4.6

	Development Financing TA
	9.3

	Funding and TA to form Strategic Alliances
	9.3

	Fundraising TA
	10.0


What do you believe your organization should undertake over the next five years to best respond to what is happening in your target area?  

	Housing Dev.
	Vacant Property Plan
	Housing Repair/ Rehab
	Clean Up / Enviro
	Develop Partnerships
	Work-Force Dev
	Community Organizing/ Advocacy
	Community Economic Dev.
	Policing / Crime
	Youth and Adult Dev.
	Quality of life (edu reform, trans.)

	X
	X
	X
	X
	X
	X
	X
	X
	X
	X
	X
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	X
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	X
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All responses include (not in any particular order):

	· Build homes on vacant lots in the community

	· Housing repair/rehab of owner occupied homes and rental rehab.  Environmental sustainability of parks. Community organizing/advocacy.

	· Major housing rehab and vacant property development

	· Develop a program to maintain vacant properties and vacant lots   Work with block clubs/residents to assume more responsibility for maintenance and safety of neighborhood.  Offer mini home repair grants/stipends to spruce up homes AND GARAGES on either self-help basis or assistance rehab teams.

	· Expand Clean Up, Debris removal, vacant lot cutting, and Beautification Efforts by using workforce development teams.  Have City increase razing of gutted homes.  Revitalize a historic district as a tourist and economic development attraction

	· Targeted replacement of substandard housing.  Working within plan to assemble sites for future development and eliminating abandoned surplus housing.

	· New Board members. Community collaboration and Training.

	· Invest in economic development in order to create jobs and develop businesses that address gaps in restaurant and retail options.

	· Commercial revitalization, housing rehab, and quality of life issues

	· Single-family new construction, affordable rental, commercial development

	· Become the lead CDO for the area, housing support programs

	· Home Maintenance/Improvement Training  Rental Housing Counseling  Employment Training  Financial Literacy/Economic Advancement & Sustainability

	· Develop the nation's most comprehensive healthy metropolitan food hub

	· Creation of new resources to reduce crime and blight.  Investment in central amenities.  Creation of new jobs.  Adult education.  Youth development.

	· More community organizing, more vacant house maintenance and security, more crime prevention and security programming, more commercial development and facade grants, education reform, transportation reform.

	· Demolition of vacant structures, development of non-residential structures, development of greenways and green space, major home repairs for elders and other at-risk populations,

	· Human Resources Technical Assistance

	· Host community transportation contracts and jobs; business district improvements; development of blighted site; Nuisance abatement/code enforcement/BID management; neighborhood branding and marketing

	· Education reform

	· Strategic planning for neighborhood

	· Repurposing of vacant land into economic development ventures, working with partners/investors  Community capacity building and organizing

	· We need to have the ability to purchase buildings/property and properly market to sustainable uses that will be here for years to come.

	· Widespread and effective community organizing; land-use planning

	· Commercial redevelopment, including a complete streets type reconstruction and extensive commercial facade improvements; we have a Downtowns of Promise strategic plan to guide these efforts

	· Community policing, blight elimination & housing development

	· Extensive acquisition and rehab program; community leadership training; build a strong educational pipeline; attract a new federally qualified health clinic


Stakeholder Consortium


Advisor


Certification/Capacity Building Decision Maker





CDAD


Process Oversight; Setting Criteria for Capacity Support and Certification 








LISC


Fiscal Oversight





MNA


Training/ TA w/ CEDAM 











� See Appendix I for a brief discussion on how CDAD defines different types of community development nonprofits.


� The fourth strategy, Certification, benefits both individual CDOs and the entire CD industry.  It is important to note that CDAD believes that CDO capacity building should be tied to certification to create a complete system. Certification as a standard can be used to measure the effectiveness of the capacity building effort while capacity building provides a way for organizations to attain a high certification level. 





� See Appendix III for a description of this program and ongoing efforts by the Grandmont Rosedale Development Corporation to work in concert with local neighborhood associations.


� Research on similar systems in operation in other U.S. cities is summarized in Appendix IV.


� See Appendix V for a brief discussion at the range of individuals for whom training would benefit the community development industry.


� See Appendix VI for a summary.


� At least two of the statewide programs placed service members in Detroit as well. 


� Growing Stronger, A Plan for the Future of Detroit’s Community Development Corporation System,” Urban and Regional Planning Program, Taubman School of Architecture and Urban Planning, University of Michigan (May 2009) Chapter 3, pages 42 and ff.





� An additional 20% was allocated to nonprofits some of which might be considered CDOs.








� “Expanding Economic Opportunities and Revitalizing Neighborhoods, A Report on the Philadelphia CDC Tax Credit Program,” Rick Sauer, Pamela Bridgeforth, and James White, Philadelphia Association of Community Development Organizations, October, 2008.


� PPND is a LISC affiliate, which means it is governed locally but can still access national LISC’s loan pool and low-income housing tax credits.


� See “Appendix II for a detailed description


� In instances where LISC might incur higher costs to serve as fiduciary such as with Community Development Block Grant funds, another entity would be identified. 


� None of the selection committee members were a part of a strategic alliance.


� MNA’s organizational capacity building efforts have been funded by Compassion Capital Fund ($1.5 million over three years) and the Strengthening Communities Fund ($1.2 million over two years).  Both sources of funds require a 20% match.  


� MNA largely defined the service area parameters for this grant, and chose to maintain a more wide-ranging definition that would enable more organizations to apply for organizational capacity building funds.  


� “Building Powerful Neighborhood Organizations:  The Detroit Blueprint” a publication in the Toolkit Series published by the Center for Community Builders, 2005.


� Page 75, Christopher Ash et. al., Growing Stronger, A Plan for the Future of Detroit’s Community Development System, University of Michigan Taubman School of Architecture & Urban Planning, Urban & Regional Planning Program, May, 2009.


� Ash et. al., 75.


� Ash et. al, pages 75, 100 – 111.


� The Systems Reform Committee suggests that local talent has and should be recruited from two additional sources—residents who volunteer with a CDC and then enter it professionally and private sector employees who make a career change to community development work.





PAGE  

System Reform Recommendations

5

