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Variations in Multi-Use Community Facility Types

Starting Point
New construction
Remodel/Renovation
Housing existing activities vs. stimulating new ones

Ownership
City or County
Non-profit
Special District

Uses
Municipal Government
Other governmental offices
Public services (e.g. Library)
Youth focus
Senior focus
General recreation
Citizen rentals

Income Sources
Degree revenue and expenses are tracked
Municipal subsidy
Special district
Institutional partnerships
Institutional rentals
Individual rentals
Memberships related to programming
Fundraising

Operating Practice
Open when used only
Regular hours with anchor tenant/user and informal programming
Regular hours with formal programming

-8- Creating Your Community Center



Rural Development Initiatives

Examples of Facility Types

COMPLETED

Washington School, Oakland

Remodeled historic elementary school in two phases. Library first occupants (@20% of total
space), community center 18 years later. City owned. Broad funding strategy. Second
phase of renovation complete in 2002. Total cost 1.4 million.

Cottage Grove Community Center

Converted old Safeway that had then been a medical clinic into combined library, chamber of
commerce office. Purchased by local community foundation, donated to the City to own and
operate. 24,000 square feet. Total Cost 1.225 million.

Tulelake Community Center (CA)

New construction, opened in February 2003. Strong community group/school partnership to
plan and operate, focus on youth and family recreation and youth services. Non-profit
ownership. 17,000 square feet. Total cost $2,740,500.

Sweet Home Community Center

City owned, city contributes cost of water and sewer, rents to two anchor users — the Senior
Center and the Boys and Girls Club — who use their own staff and split operating costs.
25,000 square feet. $2.2 million, $1 million raised in in-kind supplies and labor, local
donations.

Echo Community Center
Renovation of historic building. City owned facility. Shared use by city, library, museum and
community center space. 8,000 square feet. Broad funding strategy.

Drain Community Center
Built in 1984. Combination library and community facility. City owned. 10,000 square feet.
$920,000

Riddle Community Center

Built over 5 years ago. Open only when in use. Non-profit ownership, totally volunteer
management by husband and wife team, fund to cover long term repairs raised by local Elks
Club.

Monroe Activity Center

Used $40,000 of Regional Investment Fund and $65,000 of local volunteer labor and donated
supplies to renovate the old American Legion Hall as a community center. City owned, open
only when in use.
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Examples of Facility Types

UNDER DEVELOPMENT

Rockaway Beach

Ready to break ground on new city hall, police station, community center and convention
center facility. City owned. Segregated municipal and community uses so that it could attract
foundation funding. 9,500 square feet with city offices on the second floor. $1.3 million
dollars

Three Rivers Center, Chiloquin

Will have an arts and social service focus, including a gallery and classes for local artists.
Foundation complete and work now beginning on full construction. Total budget of $1.45
million all in-hand, much from foundations. 12,000 square feet. Strong involvement by retiree
community.

Powell Butte

Ready to pour foundation for a newly constructed energy conserving building with 6,400
square feet. Rentals and senior services. To be non-profit owned. Have locally raised
$100,000 of the needed $314,000 budget through sale of old structurally unsound community
center, auction and other community donations and fundraisers.

The Dalles

Established a partnership between the hospital and the city to develop a new community
center/holistic health therapy center in a shared facility adjacent to the city’s existing outdoor
pool. Will share operating costs. Currently in the design stage.

Talent

Early planning to develop a “civic complex” to anchor downtown with a new city hall, enlarged
library, community meeting space, park, transit depot and historic society. Doing planning to
site these multiple uses on 2.5-3 acres.
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Stages of the Development Process

Getting Started
Vision
Needs and Assets
Community Involvement

Pre-Development
Site and Architectural Feasibility
Financial Feasibility
Design

Construction and Development

Operating
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Five Tracks of the Development Process
for a Community Project

Project Coordination

Community Involvement

Facility Features and Uses

Construction

Operations

Simultaneous Attention to All
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The wider community likes the design and has had fs’ satisfied No, low priority
opportunity for input 1 2 3 4 DK NA
You have commissioned conceptual design drawings to share 235' satisfied No, low priority
with the Community 1 2 3 4 DK NA
o ) Yes, satisfied No, low priority
You have a preliminary construction/development budget
1 2 3 4 DK NA
Yes, satisfied No, low priority
You have refined your operating budget
1 2 3 4 DK NA
Yes, satisfied No, low priority
You have preliminary operating procedures
1 2 3 4 DK NA
You have prepared a case statement for the project to ES' satisfied No, low priority)
approach funders 1 ) 3 4 DK NA
You have a list of funders (local and non-local) to approach for fs’ satisfied No, low priority
construction/renovation funding support 1 2 3 4 DK NA
You have pulled all of your information together into a Yes, satisfied No, low priority
business plan for the project < 1 5 3 A DK NA
You have approached some funding sources with concept and | Yes, satisfied No, low priority
have a sense of those that may be feasible < 1 5 3 4 > DK NA
Yes, satisfied No, low priority
You have submitted applications to funders as needed <
1 2 3 4 DK NA
You have made significant progress in local fundraising for ES' satisfied No, low priority
construction and operations 1 2 3 4 DK NA
If a new bond or taxing district is proposed, you have a good ES' satisfied No, low priority
sense of whether there is voter support for such a measure 1 2 3 4 DK NA
If a new bond or taxing district is proposed, you have Yes. satisfied No, low priority
developed a schedule to meet the appropriate dates for filing
and placing on ballot 1 2 3 4 DK NA
If a new bond or taxing district is proposed, you have Yes, satisfied No, low priority
conducted sufficient publicity and outreach specific to the <
measure 1 2 3 4 DK NA
_ S ) Yes, satisfied No, low priority
If a new bond or taxing district is proposed, it has passed <
1 2 3 4 DK NA
You have established a project development committee (may Yes. satisfied No, low priority
be a sub-group of your steering committee) that will oversee <
the design and construction/renovation steps 1 2 3 4 DK NA
Members of the project development team are clear about Yes, satisfied No, low priority
their roles < : ; ; ; K NA
You have a revised timetable that reflects phasing if 25' satisfied No, low priority
appropriate 1 2 3 4 DK NA
You have contingency plans if all does not go as planned (e.g. | VYes, satisfied No, low priority
aworse case scenario budget, a phased approach, etc) as <
appropriate for your project 1 2 3 4 DK NA
You have had the feasibility study re-checked by an unbiased 235' satisfied No, low priomy)
third party 1 2 3 4 DK NA
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‘GO/NO GO’ Decision Point

You have concluded that your project is feasible from a
design and financing perspective

Yes, satisfied

No, low priority

1 2 3 4 DK __NA
. . . Yes, satisfied No, low priorit
You have firm commitments to meet the full operating budget priorty
1 2 3 4 DK NA
Development
Yes, satisfied No, low priority
You have final design and specifications
1 2 3 4 DK NA
Yes, satisfied No, low priority
You have determined specific room by room requirements
1 2 3 4 DK NA
] Yes, satisfied No, low priority
You have determined the “character” of the development
1 2 3 4 DK NA
. . Yes, satisfied No, low priority
You have afinal construction/development budget
1 2 3 4 DK NA
You have identified where volunteers and in-kind donations Yes, satisfied No, low priority
can assist with development 1 2 3 4 DK NA
You have recruited maximum volunteer participation and in- Yes, satisfied No, low priority
kind donations 1 2 3 4 DK NA
You have a mechanism for coordinating volunteer assistance | Y&S: satisfied No, low priority
and in-kind donations with the work of paid contractors 1 2 3 4 DK NA
You have anticipated and addressed the issue of liability Yes, satisfied No, low priority
related to use of volunteers 1 ) 3 4 DK NA
Yes, satisfied No, low priority
You have secured your construction/renovation funding
1 2 3 4 DK NA
You have a clear process for hiring and overseeing the Yes, satisfied No, low priority
contractor 1 2 3 4 DK NA
Your bidding process makes clear any special conditions Yes, satisfied No, low priority
associated with your funding sources 1 2 3 4 DK NA
Yes, satisfied No, low priority
You have selected your contractor
1 2 3 4 DK NA
You have a contract in place that is clear and fair for both Yes, satisfied No, low priority
parties 1 2 3 47 DK NA
. . . Yes, satisfied No, low priority
Your project breaks ground/begins renovation
1 2 3 4 DK NA
You have a clear way of monitoring progress and addressing Yes, satisfied No, low priority
problems as they arise 1 2 3 4 DK NA
You have clearly designated who has the authority to approve | Yes satisfied No, low priority
“change orders” 1 2 3 4 DK NA
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Yes, satisfied

No, low priority

Your project development team is active and effective <
1 2 3 4 DK NA
You have regularly and publicly celebrated your 2’3, satisfied No, low priority
accomplishments to date 1 5 3 A DK NA
Yes, satisfied No, low priority
You have regularly recognized and thanked your volunteers
1 2 3 4 DK NA
You have publicly acknowledged your funders and donors as Yes, satisfied No, low priority
appropriate 1 5 3 i DK NA
Yes, satisfied No, low priority
You are keeping the community well informed of progress
1 2 3 4 DK NA
You have formally established a structure for operating the Yes, satisfied No, low priority
facility 1 2 3 47 DK NA
) Yes, satisfied No, low priority
You have completed your operating procedures
1 2 3 4 DK NA
You have identified where volunteers and in-kind donations Yes, satisfied No, low priority
can assist with operations 1 2 3 4 DK NA
You have recruited maximum volunteer participation and Yes, satisfied No, low priority
in-kind donations 1 2 3 4 DK NA
) ) ) Yes, satisfied No, low priority
Volunteer roles related to on-going operations are well defined
1 2 3 4 DK NA
You have a mechanism for coordinating volunteer assistance | Yes: satisfied No, low priority
and in-kind donations with the work of paid staff 1 9 3 4 DK NA
You have anticipated and addressed the issue of liability Yes, satisfied No, low priority
related to use of volunteers 1 5 3 A DK NA
Yori have a clear process for transferring responsibility for the | ves satisfied No, low priority
project from the steering committee and project development
team 1 2 3 4 DK NA
You know what numbers and trends need to be monitored to 293, satisfied No, low priority
ensure project success 1 5 3 A DK NA
If the project is phased, you have a timetable for when you Yes, satisfied No, low priority
expect to begin the next phase 1 9 3 4 DK NA
You have a grand opening and celebration of your Yes, satisfied No, low priority
achievement 1 9 3 4 DK NA

GOl
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Next Steps for Our Multi-Use Facility Project

Actions related to Project Coordination

Actions related to Community Involvement

Actions related to Facility Features and Uses

Actions related to Construction

Actions related to Operations

Key people to connect with:
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Section B: Getting Started
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Getting Started: Developing the Concept

The Starting Point

Engaging the Community

Initial Scan of Needs and Opportunities

Identifying and Involving Key Stakeholders

Vision

The first ‘Go/No Go’ Decision Point
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Vision Worksheet

Describe your vision for what your community facility will achieve for the community.
Do you think that vision is clear?

Do you know where you would like it to be located, who it will serve, and what its
“character” will be?

How did this vision come about? What needs does it address?

Who else shares your vision? How do you know? Is this vision widely enough shared?
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Introduction to Asset Based Community Development
(ABCD)

Too often, communities are encouraged first to focus on their deficiencies, such as needs,
issues or problems rather than on their assets — those tangible and intangible resources that
we can build upon to strengthen our communities over time.

Pour some water in the glass: is it half empty of half full? In rural communities we tend to see
the glass as half full. We do not have enough good jobs, housing, or businesses downtown.
Asset Based Community Development or asset mapping is process to build on what we have
rather than look outside our community for funding and resources to fix something that may
not be sustainable. Communities that are most successful build on their assets and
strengths.

We find the highest common denominator where we all have something to gain. We see
more to gain if we shift our focus from the fixed-sum thinking of institutional budgeting and
granting to the open-sum thinking of community asset development.

Funders, government agencies and other large institutions are constrained by scarce
resources, especially budgets for grants. Communities busy “fighting over a piece of the pie”
can lose sight of the excellent dinner getting cold at home. Institutions pressured from all
sides can slip into a “gatekeeper” mentality instead of a partner approach. Resources tend to
get spread thinner and thinner over time. The fixed-sum dynamic can be dysfunctional for
everyone involved.

But there is no fixed supply of community assets. What is the limit to the talents and skills of
community residents, or to their associations and networks? Communities create new assets
every time they build a relationship between two or more existing assets. Resources grow
and grow in a kind of “snowball” effect.

Asset-based community development is an open-sum dynamic. It sets no limits on
community members. Asset mapping provides both the means and the motivation for
community members to expand their horizons and widen their circles of relationships. Locally
appropriate strategies take advantage of rural strengths.

The actions and strategies that communities build from within give funders and institutions
new opportunities to match and leverage their own resources for increased effectiveness.
Where communities feel ownership and involvement in their own assets, they don't just plan,
they act. Rather than just receiving a document, institutions get the opportunity to jump
onboard a moving train. And that’s truly strategic.

The Five Types of Assets
1. Personal (talents and skills of people) (head, hand and heart)

Associations (our network of relationships) (church groups, clubs, sport groups)
Institutions and professional entities (city council, schools)

Physical assets ( land, buildings, equipment)

a k& w0 N

Economic assets (work of individuals, local businesses, spending power)
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There are three basic asset-mapping approaches:

Targeted Asset Mapping: Mobilizing assets toward pre-determined goals.
Situation: The association or group already has a set of goals (for the organization or a
specific project), and wants to use asset mapping to identify skills, capacities, or resources to
mobilize toward those goals.

Approach: A group of stakeholders identifies organizational and/or individual assets. Those
stakeholders brainstorm strategies to accomplish their goals, by “connecting the dots,”
making new relationships among existing assets.

Visionary Asset Mapping: Using assets to help identify goals
Situation: The association or group is reviewing and revising its direction, either as an
organization or for a specific project.

Approach: A group of stakeholders identifies organizational and/or individual assets. The
stakeholders examine these assets opportunistically, looking for clusters and natural
groupings, connecting the assets, and developing creative strategies that take advantage of
their assets and extend their value. From these strategies, stakeholders chose the best, and
that sets new priorities and goals.

Asset Mapping for Connections: Using assets to mobilize people

Situation: The association or group wants to increase participation, leadership, volunteer
time, stewardship — to mobilize more people and their assets.

Approach: Stakeholders identify assets, especially their own individual assets. These are
treated as a reflection of people’s interests and priorities. Assets are then grouped in
categories that make sense, and participants brainstorm strategies to take advantage of their
skills and interests. Larger organizational goals are met by the strengthened investment of
these stakeholders.

Multi-use community facility projects can benefit by each type of asset mapping:

Visionary Asset Mapping to build the vision for what the project can be based on
assets the community can mobilize

Targeted Asset Mapping to identify resources that can stretch scarce dollars and
increase community involvement and buy-in in the success of the project

Asset Mapping for Connections can be used to attract key stakeholders into the
project.
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Stakeholder Analysis: Thinking Strategically about Projects

Definition of Stakeholder—A stakeholder is any person, group or agency that has a “stake”
in a project’s success, or has a “stake” in it not being implemented. Stakeholders include
those who are affected by the project, or who can effect its approval or implementation.

A. ldentifying Stakeholders

It is best to conduct this activity after analyzing Project Impact (see complete instructions in
the “Resources” section). For this workshop, the process is compressed. First, identify one or
two impacts of your proposed project and list at the top of the column. Then list as many
people as you can think of who would care, either as supporters or detractors, about that
impact.

Impact: Impact:

B. Prioritizing Stakeholders

Assess the position and importance of at least three stakeholders that your group has
identified. Write each stakeholder's name at the appropriate point on the grid. Remember
that these placements are based on your assumptions.

Very Supportive

STAKEHOLDER

POSITION

Very Opposed

Low Importance High Importance

IMPORTANCE OF STAKEHOLDER TO PROJECT
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C. Responding to Stakeholders Strategically

Communicating with stakeholders provides not only an opportunity to gauge their actual
position and build their support, but also to seek their input for ways to improve the project.
For each type of stakeholder, there is a different set of strategies for gathering information,
maximizing support and minimizing opposition. While all stakeholders are important, those
who have the most influence on the project’s success (stakeholders in the right hand column)
should receive priority attention.

Summary of Goals for each Stakeholder Group

Very Supportive
Maintain Support Mobilize Support
STAKEHOLDER
POSITION
Ensure that they do not Do what you can to lessen
become active opponents potential opposition.
Very Opposed
Low Importance High Importance

IMPORTANCE OF STAKEHOLDER TO PROJECT

D. Stakeholder Action Plan
Select one stakeholder and develop a plan for communicating with him/her.
See the advice that follows the communication outline on the next page.
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Stakeholder Name:

Address and Phone:

1. What are the likely interests or "stakes" of this individual or group in the project?

2. Considering their position on the "stakeholder grid,” what are some appropriate
tactics to use in responding to this stakeholder?

3. Who is the best person or persons to contact the stakeholder?

4. Develop a script for speaking to the stakeholder. Consider the relevance of your
project to the stakeholder, include evidence to share, address any possible
objections, build a dynamic closing. Include:

Relevant information or points about the project from your previous analysis that
should be stressed to this stakeholder?

The desired involvement of the stakeholder, what you are asking the stakeholder to do?
(i.e. attend a meeting, join the project action team, help sell the project to others.)

5. What questions are anticipated from the stakeholder and what should be your
response?

6. What is the timeframe for completing this task?
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Specific Strategies for each Stakeholder Group
—In Priority Order—

Potential or Actual Supportive Stakeholders (upper right quadrant)
— Mobilize their Support
Potential or actual supporters are stakeholders who are very important to the implementation

of a project, and who will support the project. Tactics that may be used to mobilize their
support include:

Provide information to reinforce beliefs about potential benefits and costs.
Involve them in some or all of the projects team’s deliberations.

Ask them to sell the project to those who'’s are neutral or to those who are
voicing opposition to the project

Invite potential supporters who are at present neutral to react to proposed
strategies

Potential or Actual Problematic Stakeholders (lower right quadrant)
— Lessen Potential Opposition

Potential problematic stakeholders are those who could oppose the project, and who could
exert considerable influence to block implementation. Tactics that may be used to lessen the
impact of this group include:

Anticipate the nature of the opposition and develop counter arguments in advance.
Engage selected potential or actual opponents to the project in negotiation to identify,
and perhaps adopt, changes in the project, or to develop other options to be traded

with potential or actual opponents in order to change them into neutrals or even
supporters.

Recruit supporters who are closely aligned or related to the potential of actual
opponent stakeholders and ask them to talk to and work with these individuals.

Take steps to block formation of coalitions among potential or actual project
opponents.

Prevent potential or actual opponent stakeholders from undermining the positive
position potential or actual supporters will or might take relating to your project.
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Potential or Actual Non-Supportive Stakeholders (lower left quadrant)
— Be sure they do not become Active Opponents

Non-supportive stakeholders are those who oppose, or potentially could oppose, the project
but who are relatively unimportant to its adoption and implementation. These non-supportive
stakeholders present fewer problems than problematic stakeholders but nonetheless the
project team should take precautions to prevent non-supportive stakeholders from moving
into the problematic category. Possible tactics include:

Targeting moderately unsupportive stakeholders for education and lobbying efforts
Modifying the project to assuage the concerns of strongly negative stakeholders.

Prepare defensive tactics for the project team to use if a coalition emerges that unites
non-supportive and problematic stakeholders, or if a problematic stakeholder appears
likely to take a public position in opposition to the project.

Potential or actual low priority stakeholders (upper left quadrant)
— Maintain their Support
Finally, there are low priority stakeholders—people who do support the project, but who are

relatively unimportant to the project’s passage or implementation. Possible tactics for
maintaining this group’s support include:

Using low cost education with those stakeholders who almost fall into the high
importance category.

Finding ways to involve low priority stakeholders with other supporters in order to
expand the size of the supportive coalition.

Obviously many more tactics might be used with each group of stakeholders. The main
importance is to prompt community leaders to think of the formulation, adoption, and
implementation of any project in ways that elicit positive stakeholder responses.

Based upon: Leadership for the Common Good, by John Bryson and Barbara Crosby
(1993, Jossey-Bass Publishers)
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Potential Stakeholders to Consider

(asample)
Abutting landowners

Social Service organizations

Seniors and senior organizations

Youth and youth organizations

Arts organizations

Schools

Colleges

Libraries

Civic Clubs and Social organizations (Lions, Kiwanis, Rotary, etc.)
Sports leagues

Banks

Chamber of Commerce

Small Business Owners (retail, cottage businesses, etc.)
Downtown Shop Owners

City/County Planner

County Commissioner

Non-profits

Historical societies

Government Officials (mayor, counselor and/or planning commission member)
Religious Institutions

Law Enforcement

Media/Newspaper

Professional/Business Service (legal, insurance, accounting)

Real Estate Broker (knowledgeable in residential and commercial)
Construction businesses

Utilities

State agency representatives

People who have a good sense of the community- may not be “leaders”

Any other group in the community, which has an interest

Creating Your Community Center
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10.

11.

12.

13.

14.

- 36 -

Assessing Preliminary Needs and Interest

How would you gather information about the following questions?
Which questions are most important to address first and why?

What are the unmet needs in the community that might be served by the proposed
facility?

Who are the key people who might be interested in working directly on the project?
Are there other organizations that may have related building or remodeling projects?
What are the options for location?

Are the site owner(s) willing to work with the community on this project?

Do all community residents support such a facility?

Who might use the facility?

Where might there be resources to pay for the facility?

What uses are most important to the community residents?

Is the community large enough to support a facility?

Are neighboring communities planning anything similar that might be worth exploring to
see if a partnership would make sense?

Is there anyone influential who is opposed to the project?
What organizations are interested in potentially sponsoring or operating the facility?

Other?

Creating Your Community Center
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Section C: Pre-Development

-37- Creating Your Community Center



Rural Development Initiatives

o>



Rural Development Initiatives

Pre-DeveIopment: Assessing Feasibility

Confirm, Prioritize, and Document Need

Organize Project Team with Needed Skills and Commitment
Select Site
Preliminary Design

Preliminary Budget

Relationship between Design and Budget

Committed Users
Promising Sources of Funding

Continued Community Knowledge and Support

The second “Go/No Go” Decision Point
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Allswell Community Center

1. Space Needs Assessment

The community of Allswell has identified several potential users for its planned community
center.

There is no central place for senior meals except for the grange, which is in dire need
of a new roof.

The community theater, which now holds its twice —a-year productions at the
elementary school gymnasium, would love to have a stage.

The community library is badly crowded and its Board has been exploring the potential
for expansion. They would lie to install increased community computer access and get
some interesting historical items out of the crawl space and into the public display.

The planning committee would like some recreational space for youth. There is a
YMCA in the neighboring town about 15 miles away, but many youth have no means
to get there.

A local dance studio has expressed interest in leasing space on a part time basis for
lessons.

City Hall has expressed need for storage for the stack of records it must maintain.

Questions:
How should the community determine what size the building should be?

Key questions to ask

Key sources of information

Potential pitfalls and how to address

What technical expertise is needed, if any, to make an assessment of space needed?

How do you satisfy board community input and wishes without letting the project’s size
and scope get out of control?

2. Site Analysis

The Community of Allswell is considering three different sites for its proposed community
center. The sites are as follows:

On Main Street in an old church building with an adjacent vacant lot. 1 acre

In a park along a seasonal creek behind the elementary school about a mile outside of
the town center. 2 acres, sloping toward the creek.

Along the state highway on a visible vacant lot near the entrance to town that formerly
housed a sawmill. 6 acres mostly flat with an old drained millpond depression in the
middle.
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Questions:
What special conditions /factors would influence the pros and cons of each site?
What questions would you ask the community at large to get input on the preferred site?
Select a best set of uses for each site.

How far along in the design process would you want to be (e.g. what decisions do you
want to have already made) before selecting your site? Why?

What potential conflicts of interest can arise in the site selection process and how does
your committee resolve them?

3. Financial Feasibility

The Allswell Community Center planning committee has decided to renovate the old 3,000
square foot Grange Hall into a combined event space/chamber office and to build a 10,000
square foot addition that will include a gym, a commercial kitchen, space for city offices, and
space for smaller community meetings.

See operating budget. On next page.

Questions:
Is the project feasible? If not, why? What can you so to make it feasible?

Do income and expense numbers seem realistic?

Additional sources of revenue not tapped? Additional expenses not included? Ways
to reduce expenses?

How could what you know about the facility design that could affect operating
costs?

Should the project be phased? If so, how should you prioritize different uses?

When do you have enough information to be confident of your financial feasibility?
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4. Operating/Ownership Structure

The planning committee for the Allswell Community Center is trying to determine the best
ownership and management structure for the facility as it is being developed and then once
completed.

The planning committee includes or has relationships with the following entities:
Senior Center 501 (c) (3) non—profit

Parks and Rec. District
City Government
The local office of the community college

Library Trustees

What questions do you need to ask, and what criteria should you use to select the optimal
structure for overseeing your project during each of the following stages.

Pre-development/feasibility
Construction/Development
Operating

When should the decisions about ownership and management be made and how should they
be confirmed?

5. Design

An Architect is beginning to design the Allswell community center for the committee.
Key issues for the committee include:

Compatibility of the various uses it envisions
Effect of materials and layout on operating costs
Criteria for selecting the best option

Continuing to solicit community input and build community support

Questions:

What are important aspects of an architect’s experience that should be assessed before
hiring?

What should be expected from the Architect?

Who will make the decisions regarding the more subjective issues of architectural design?
How far do you take the building design before stopping to get financing?

How and when do you present design options to the community?

Under what conditions would you not need to use an architect as part of the development
process?
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FACILITY PROJECT TEAM
ROLES AND RESPONSIBILITIES

This is a list of tasks, responsibilities, issues, etc. for which the project team can be
responsible.

Day to day tracking of the development process
Development of an action plan and a business plan
Coordination of all the players in the development process

Preparation, distribution, evaluation, and approval of consultant contracts, construction
proposals, and bids

Regular, accurate and timely tracking of project expenditures set within the
board-approved project budget

Ongoing communication with project stakeholders, including a rapid response to all
misinformation and other negative stakeholder responses

Grant writing and fundraising

Preparation of and delivery of project history road show
(you will be asked to present the history of your project at conferences, etc.)

Formal presentations to city council and other governmental bodies

Ongoing communication with the legally responsible sponsoring organization
‘Go/No Go’ recommendations to governing board

Helping each team member understand the community center development process

Bringing in new volunteer assistance and watching out for team member burn out
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PROJECT TEAM SELECTION

This exercise will help you form your project team, people who can bring skills and other
resources to assist the project. Community members who are not on the team will still have
access to assisting the project team as they wish. It will be the members of the project team,
however, who will be the engine driving the project to success.

As you form the project team, it is a good idea to think through the skills and experience that
you want to attract to the team. The following table will help you to organize that information.

Project Need Local - Regional Potential Team

Skills and Experience Candidate(s)
Available

CPA, Banker Mr. Smith is alocal CPA who
might be willing to give some
time to the project.

Example: Project Accounting
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Section D: Background Resources
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D1. Getting Started: Resource Materials
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Sample Vision Statements

Short

Tulelake, California
A place where young and old (and those in between) play and learn in a respectful
atmosphere promoting community affiliation and civic responsibility.

Oakridge, Oregon

Create a community center that is attractive and efficient, and serves as the hub for
community social and civic programs. The center should have frontage along and be visible
from Highway 58 and reflect a community that is proud of its residents, setting, and civic
assets.

Medium

Cottage Grove, Oregon

The primary objective of providing a community meeting center in the same building as the
public library is to provide activities for citizens of all ages, to address the lack of adequate
community meeting space available in the Cottage Grove area, and to provide community
interaction and involvement. . . . .

There are challenges at all ages of life, which can be more adequately met with the move to
the Gibbs Building. For example, a new children’s play area in the library would provide
parents of young children a safe place to play and explore, as well as participate in group
activities such as story hour and crafts. At the same time, moms and dads could network with
peers, giving them a respite from the demands of parenting. Additionally seniors will have a
center for conversation, exercise, healing, volunteering and friendship. A facility where a
variety of activities and age groups co-mingle can help build self-worth and reaffirm purpose
in an older person'’s life.

Long

Talent, Oregon

Talent citizens of all ages work and play together more as a result of a new multi-use civic
center campus that has been built in a prominent downtown location. With the Town’s 1899
school (the community hall) spruced up as the proud centerpiece, the campus showcases
and reflects Talent history. At the same time, its modern and efficient functions help the
community to thrive in a new century.

Early in the morning, people on the way to work arrive at the transit depot for easy
transportation and carpooling. Some come early to sip a cup of coffee by the pleasant sound
of birds chirping and the beautiful new water fountain. Still early, city hall opens, and it is clear
that as the city has grown, its city offices have kept pace. Starting in the pleasant lobby which
has exhibits reflecting the community’s pride in its history as well as current events, it is easy
for citizens to find the office they need, and city staff deliver professional services to citizens,
and to those seeking to do business in town.
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As the town fully awakens, young children play while their parents visit with each other, take
care of city business, and stop by the wonderful new library without having to get in their car.
Seniors also enjoy the park, the library and seeing the youngsters play, when they come to
the campus for meals, social activity, services, and to catch transportation to out of town
events. All enjoy the comfortable benches and the meandering shaded walking paths that
link the different parts of the campus. People from out of town also linger, visiting the
historical museum, buying the fixings for a picnic lunch and eating at the park, and patronizing
downtown businesses. Community pride in the project has catalyzed a renovation spurt by
the owners of downtown property, and expansion plans by area businesses that now see
more sales.

After school, the skate park across the street, the playground and the library are teeming with
youth, and there are many organized activities taking place as well under the sponsorship of
both the city’s parks and recreation commission and civic groups. Not only are there are
recreational and learning opportunities for children: adults have easy access to continuing
education offerings and fun activities. In the evening and on weekends, there are concerts
and plays at the new band shell, flea markets, festivals, and more that draw people
downtown.

All this has happened without an unbearable increase in taxes, because all of the uses have
been well planned and coordinated to maximize efficiency. The population of Talent has
grown, so there are more households to share the burden. And many citizens have
volunteered their skills in construction, landscaping, and in conducting fun fundraisers, to
reduce the cash costs to the community in building and operating the campus.

Any given evening, one or more community groups are meeting to work on new projects that
make Talent an even better place to live. Each year, a new amenity is added or renovation
project completed. Because it is easier to learn what is going on in town, where groups are
meeting, and how to get involved, more people than ever are productively involved on city
committees and civic groups. Newcomers and those who are part of the Talent community
but who live outside the city limits are welcome and actively engaged in supporting a stronger
core community.

Night falls, people finally trickle home, the train whistle blows, and Talent citizens sleep,

reflecting with pride that this is their hometown. Talent children know that they want to raise
their own children in such a place.
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PROJECT IMPACT ANALYSIS

The Futures Wheel

The Impact Analysis, or Futures Wheel, is a tool that helps facilitate strategic thinking about a
project or event. It involves visually “mapping” the impacts or results of the project or event.

This tool is helpful for identifying potential positive results that community members may want
to amplify, as well as negative impacts that the community may want to control or mitigate.
The Futures Wheel is also useful for helping to identify groups or individuals who may have a
stake in a project (stakeholders).

Futures Wheel Example

Create
competition
for existing

property owners

Reduce
industrial lease
prices

BUILD MULTI-TENANT
MANUFACTURING FACILITY
AT INDUSTRIAL PARK

Attract
manufacturing
firms

Grow existing
businesses

Increase living
wage jobs

Increase
demand for
housing

Increase need
for training

Attract new
residents

Keep long time
families in our
community
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Futures Wheel
Group Exercise
Steps
1. Write the project in the center of the chart.

Use a verb and be as specific as you can be.

2.

For example:
Rehabilitate downtown facades is more specific than clean up downtown.
Locate manufacturing firm in industrial park is more specific than recruit industry.
Rehabilitate Surly Creek watershed is more specific than clean up environment.

Identify five (5) to eight (8) first-order impacts.

First-order impacts are those that result directly from the project. Be sure to list both
POSITIVE and NEGATIVE impacts. Connect the first-order impacts to the projects with a
single line.

3.

Identify second-order impacts.

Second-order impacts are those that result directly from the first-order impacts. Try to list
POSITIVE and NEGATIVE impacts resulting from each first-order impact. Write these
second-order impacts on the chart, connecting them to the first order impacts with double
lines.

4.

Identify third- and fourth-order impacts.

Repeat the process described in step 3. Using three lines to connect to third-order impacts
and four lines to connect to fourth-order impacts.

Rules For The Group Exercise

-59 -

Everyone has EQUAL VOICE.
TAKE TURNS adding impacts to the Futures Wheel.

ALL IDEAS ARE VALID (even those that you think are far out, crazy or wrong).
The question is one of possibility not probability.

BE FREEWHEELING. Build on other ideas placed on the Futures Wheel.
This is an exercise in visual brainstorming.

USE ACTION WORDS AND BE SPECIFIC. Clarify the meaning of impacts by including
a verb and giving specific details in each impact statement. For example: create
competition for existing property owners gives more meaning to your analysis than
simply writing competition. The more specific you are, the better your analysis will be.
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Thinking Strategically About Projects

Identifying Stakeholders

Definition of Stakeholder

A stakeholder is any person, group or agency that has a “stake” in a project’s success, or
has a “stake” in it not being implemented. Stakeholders include those who are affected by
the project, or who can effect its approval or implementation.

Identifying Stakeholders

The following activity uses the Futures Wheel to help identify stakeholders.
(The “impacts” mapped in the Futures Wheel represent or suggest “stakes”.)

Instructions:

Select a Facilitator, a Timekeeper and a Recorder

Have each member select one or two “impacts” from the Futures Wheel.
Be sure no impact is chosen by more than one team member.
(Take no more than 3 minutes for this step)

Have each team member think about their chosen impacts and write down the
names of individuals, groups or agencies that have something to gain or lose from
the

impacts. (Take no more than 5 minutes for this step.)

Share the lists with each other while the Recorder writes the list on a flip chart.
Do this by having each member list one of the stakeholders they identified. After
each member has reported one stakeholder, go around the group again with each
member reporting another stakeholder. Repeat the round robin until each member
has shared his or her entire list of stakeholders, or until you run out of time.

(Take no more than 10 minutes for this step.)

Discuss the following questions in the time remaining.
Did your group identify any stakeholders who were not among the “usual suspects”?

Did your group identify any stakeholders that you had not previously thought of as
stakeholders in connection with this project?
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Thinking Strategically About Projects

Prioritizing Stakeholders

The following activity helps groups think strategically about the interests that a stakeholder
may have in a project, and how to respond to those interests.

Instructions:

1. Select a Facilitator and a Recorder.
2. Draw a grid on a flip chart (see illustration below).
3. Asses the position and importance of each stakeholder your group has identified. Write

that stakeholder’'s name at the appropriate point on the grid. Remember that these
placements are based on your assumptions.

Very Supportive

STAKEHOLDER
POSITION

Very Opposed

Low Importance High Importance

IMPORTANCE OF STAKEHOLDER TO PROJECT
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Thinking Strategically About Projects

Responding to Stakeholders Strategically

Communicating with stakeholders provides not only an opportunity to gauge their actual
position and build their support, but also to seek their input for ways to improve the project.
For each type of stakeholder, there is a different set of strategies for gathering information,
maximizing support and minimizing opposition. While stakeholders are important, those who
have the most influence on the project’s success (stakeholders in the right hand column)
should receive priority attention.

Summary of Goals for Each Stakeholder Group

Very Supportive
Maintain Support Mobilize Support
STAKEHOLDER
POSITION
Ensure that they do not Do what you can to lessen
become active opponents potential opposition.
Very Opposed
Low Importance High Importance

IMPORTANCE OF STAKEHOLDER TO PROJECT

- 62 - Creating Your Community Center



Rural Development Initiatives

Thinking Strategically About Projects

Stakeholder Name:

Address and Phone:

1. What are the likely interests or "stakes" of this individual or group in the project?

2. Considering their position on the "stakeholder grid,” what are some appropriate
tactics to use in responding to this stakeholder?

3. Who is the best person or persons to contact the stakeholder?

4. Develop a script for speaking to the stakeholder. Consider the relevance of your
project to the stakeholder, include evidence to share, address any possible
objections, build a dynamic closing. Include:

Relevant information or points about the project from your previous analysis that
should be stressed to this stakeholder.

The desired involvement of the stakeholder, what you are asking the stakeholder to do?
(i.e. attend a meeting, join the project action team, help sell the project to others.)

5. What questions are anticipated from the stakeholder and what should be your
response?

6. What is the timeframe for completing this task?
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11.
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Steps for Creating a Community Survey

Determine the purpose of the survey. Why do you need the information?
Determine the population that you need to survey (city, school district boundaries, etc.)
Decide the best way to get the information (mail out survey, telephone, focus group, etc.)

Determine your information needs. (What information do you need to design your
community center or taxing district?)

Once you have determined the information you need, create a small team to draft
guestions that will solicit the desired information.

Develop the questions. Questions need to be unbiased, short and understandable.
Questionnaires are easier to tabulate (record and interpret responses) if they are yes or
no or have check off options rather than having open ended questions.

Develop a system for tabulating the responses. Spread sheet software or a statistical
analysis program such as SPSS will usually do the job. Make sure that the data the
survey will generate will work with your tabulation system so you can adequately
compare data.

Test the survey to make sure respondents understand the questions and answer them
consistently.

Make any changes to the survey based on the test.
Administer the survey.

Tabulate results and prepare format to present to organizing group and community at
large.

Creating Your Community Center



Rural Development Initiatives

Cove Community Survey

Planning Group Decisions about the Survey

The planning group decided that since the park and community center were priorities for the
community, the survey would not ask if respondents supported a park or a community center,
but would ask what services or amenities they would support and how often they would utilize
them. It was decided that until we know what the community will support, we would not ask
guestions concerning funding or maintenance. It would be difficult for community members to
chose funding options until they know what they could get. It is also difficult to develop costs
until we know what the community supports. The survey will have check off boxes for
services and amenities rather than use open-ended or fill in the blank questions. This will
make it quicker to fill out and tabulate. There will be space for additional thoughts or ideas
and a place to write your name, number, interests and skills if you want to volunteer for either
project.

Parks And Community Center Survey

The Cove Community Association needs your help to identify priorities for designing parks
and to determine the feasibility of developing a community center. These projects are
priorities in the Cove Strategic Plan. The results from this survey will be presented at a
community meeting May 23 at 7:00 p.m. at the Cove High School Gym. The Cove
Community Association is receiving assistance from Rural Development Initiatives (RDI), the
Northeast Oregon Economic Development District (NEOEDD), and the Oregon Economic and
Community Development Department (OECDD). The information received from this
survey will help to design and determine the location, cost, maintenance requirements,
and develop funding options for parks in Cove. The information gathered will also help
determine facilities needed and the desirability of developing a community center.

Please complete this survey and return it by mail or drop it in the return boxes at the Dollars
Corner Store, Cove Drive In, or the Cove Elementary School office. If you have questions
please call Wayne Eshelman at 568-5005.

Please return this survey by May 9, 2000

Parks

Mark any or all of the following facilities you (and your family) would use in parks serving the
greater Cove community.

Please prioritize: 1 as your first choice, 2 as your second choice, 3 as your third choice, etc.

Picnic Areas Sports Fields specify:

Play Equipment Walking Paths

RV Hookups Skating Parks, Skateboard,
Roller-skate

Cooking Grills Fishing or Duck Ponds

Year Round Swimming Information Kiosk

Covered Picnic Area Pavilion or Gazebo

Informal Meeting Area

Restrooms: Flush Toilet/Sink
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Community Center
Mark any or all of the following items that you (and your family) would use as part of a
Cove Community Center:

Please prioritize: 1 as your first choice, 2 as your second choice, 3 as your third choice, etc.

Meeting Space for Organizations Recreation/Exercise Areas
Stage or Performance Area Exhibit Areas
Computer/Telecommunication Area Healthh/Social Services
Visitors Information Center Youth Activities
Basketball/Volleyball Courts Family Activities

Dance Floor Senior Citizens Activities
Daycare Services Kitchen/Banquet Facilities

School Programs (Continuing Ed)
Arts and Crafts Area

Mark any or all of the following that you would like to see included in a Cove Community
Center:

Please prioritize: 1 as your first choice, 2 as your second choice, 3 as your third choice, etc.

City Offices Sheriff/State Police
Post Office ATM Services
Public Library Bank

Museum

Additional Comments:

Residence: Inside Cove City Limits Outside Cove City Limits

* * * * * * * * * * * *

| would be willing to assist with parks and community center projects in the following ways:

Planning Maintenance
Design and Layout Advisory Group
Providing Equipment Donate Land
Fundraising
Construction

Name (optional): Phone:

NOTE: Your name will not be associated with your responses.
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D2. Pre-Development Resource Materials
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Sample Community Center Site Selection Criteria

Organize and weigh criteria based on your project vision and goals
1. Near the geographic center of the community

2. Adequate road access

3. Adequate size for facility and parking
(assumes size + one parking space per 250 sq. ft.)

4. Existing utility connections

5. Shared use potential

6. Shared parking potential

7. Site development costs Comparative (Sloped site vs. flat etc.)
8. Ability to expand at a later date

9. Aesthetics and image (views, adjacent development etc)

10. Site acquisition costs

11. Potential to impact downtown development

12. Potential to impact other development

13. Potential to adversely affect any business

Sample Design Criteria (from Woodburn)

Sized to be adequate through the year 2020, when the projected city population will be
30,000-40,000 people

Multiple use

Design should accommodate diverse ages and activities

Make it a focal point of the city

Should relate to the outdoors

Convenient to bicycle and pedestrian traffic, as well as public and private vehicles
Use existing city parking

Operate as a complex with the existing aquatic center, via a courtyard

Sample Design Objectives (from Oakridge)
Improve social and civic services for seniors, youth and families
Enhance the visibility and exposure by location along Highway 58
Build an energy and maintenance efficient facility

Make the Center appropriate for the City of Oakridge: attractive and something residents
can be proud of, but not too elaborate

Select a design theme that reflects Oakridge history, culture and community assets
Serve as an anchor that attracts and encourages other uses to locate near it.
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Fund Development Resources

General Guidance and Inspiration

“Habits of the Fearless Grant Seeker” and “Chapter 1: Clear away myths and fears”:
excerpt from Demystifying Grant Seeking by Larissa Golden Brown, on web site
www.brownandbrown.tv

“Non-Profit Guides: Grant Writing Tools for Non-Profit Organizations” by SeaCoast Web
Design and Non-Profit Guides. On web site www.npguides.org

Lists of Funding Sources and Related Information

Primarily Public Sources

Rural Information Center www.nal.usda.gov/ric Links to all federal agencies, descriptions
of all federal funding sources, sortable several ways, technical assistance center for
guestions. Especially see:

Community Facilities Program of USDA

U.S. Forest Service Community Assistance Program

State of Oregon web site www.oregon.gov Links to all state agencies, including the
Oregon Department of Economic and Community Development (OECDD) and the Oregon
Department of Housing and Community Services (DHCS). Especially see:

Community Development Block Grants (OECDD)

Community Incentive Fund (DHCS)
Rural Investment Fund (OECDD)

League of Oregon Cities web site www.orcities.org Includes list of funding sources for a
wide range of municipal projects, and a “topic board” where communities exchange
guestions and ideas.

Special District Association of Oregon www.sdao.org. Includes links to Oregon revised
statutes and resources for how to organize a district.

OR Revised Statute 266 gives detail on requirements for and powers of a
parks district

Primarily Private Sources

The Foundation Center web site www.fdncenter.org This is an extensive on-line resource
for foundations and national network of resource libraries, including four in Oregon. Includes
links to foundation web sites and technical assistance. Fee required for some information,
but includes much in the way of free resources

The Philanthropy Northwest web site www.pngf.org Philanthropy NW is the regional asso-
ciation of grant makers: they publish a paper and on-line directory (fee). (Note that there is
also another regional association of grant makers called Associated Grant Makers of
Oregon and SW Washington: its web site, however, is more oriented to grant makers vs.
grant seekers.

Corporate and Foundation Fundraising, by Eugene A. Scanlan.
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Grass Roots Fundraising
www.grassrootsfundraising.org includes valuable articles from the Grassroots Fundraising
Journal and other publications, including

“Raising Money in All Volunteer Organizations”
“Fifty Five Ways for Board Members to Raise $500”
“The Phases of a Capital Campaign”

More Resources- Web and Publications
Fund Raising for Non-Profits by P. Burke Keegan.

Keys to Successful Funding: a small community guide to federal and financial resources by
the National Center for Small Communities.

Front pages from several useful web sites:

Yahoo web directory for foundation information, by topic http://dir.yahoo.com/Society and Cul-
ture/issues and causes/philanthropy/organizations/grant making foundations/ (Note: Start
with yahoo.com and follow links in rather than entering all this information at once)

Rural Empowerment Zone and Enterprise Community Program website www.ezec.gov Go to
“What's new” button

Oregon page for www.fundsnetservices.com. Commercial site, free

Front page for www.foundationdatabook.com a comprehensive directory of foundations in
several states. Commercial product, fee.

From page for www.grantstation.com a searchable data base and other resources. Commer-
cial product, fee.
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D3: Volunteer Resources
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Using Volunteers Wisely on Construction Projects

What we usually ask
“Come help!”

What we need to ask everyone
“Bring your own tools!”

What we can ask to distribute the responsibility of managing
volunteers
“Bring a friend and your tools”- delegates communications

“Bring a group of friends and your tools”- increased enjoyment and eases
communications

What we can ask to increase volunteers’ skills

“Participate in the project regularly”- makes training possible

“Bring a friend regularly”- makes training more effective because it builds skill in
more than one person

“Bring a skilled friend”- reduces need for training
“Bring a group of friends regularly”- enables group skills to rapidly expand

“Develop a new skill”- opens new areas for the volunteer to become involved

Excerpted and adapted from Habitat for Humanity Construction Leadership Training Course, developed by
Drew Cathell
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Worksheet #3
Volunteer Recruitment Plan

Follow the steps outlined below to begin developing a project-specific (or task-specific)
Volunteer Recruitment Plan.

STEP A

Using Worksheet #3, write your project goal at the top of the page and three-to-five key action
steps. Focus on only one at a time. Complete column 1 of Worksheet #3, including
identifying the benefit (or result) of the action step and estimated time to complete.

Then, in column 2, identify the "needs" to complete the task/action, with consideration for:

SKILL
EXPERIENCE/INFORMATION/KNOWLEDGE
INFLUENCE

OTHER: experience or perspective offered for example by a demographic
characteristic or type. (seniors, youth, newcomers.)

STEP B

Identify the needs that can be filled by existing members of the organization or committees.
Write their names in column 3. Identify the "gaps or voids" and determine priorities for
volunteer recruitment. Circle or put a star* by those where you have an unfilled need.

STEP C

Brainstorm a list of prospects---individuals or organizations--that might be good resources/
volunteers for the project you are working on. Use the following categories to help you think.
Add their names to column 3 of Worksheet #3 on the appropriate line.

Think about the following categories:

family friends

churches service groups

schools senior center

area employers co-workers/ professional contacts
neighbors newcomers in town

STEP D

Now decide who will contact each prospective volunteer. Who has an established
relationship or a shared interest that would be an appropriate contact? Who will be most
persuasive? Write the name of the person responsible for talking with each potential
volunteer beside the prospect's name in Column 4.
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About Rural Development Initiatives, Inc.

Craig Smith, Deputy Director
Email: craigsmi@rdiinc.org
Phone: 503.234.1273

Rural Development Initiatives, Inc. (RDI) is an Oregon-based nonprofit committed to
assisting rural Northwest communities face today’s challenges and create vitality.
RDI is dedicated to building the capacity of rural leaders and to facilitating the
development of collaborative partnerships that undertake economic and community
development initiatives. RDI works with local community leaders, volunteers, and
partners to proactively address opportunities and challenges. In the process, we
facilitate the development of social capital by helping communities build on their own
assets, and linking them to resources they need to succeed.

RDI has successfully helped more than 200 towns and rural partnerships develop and
diversify their economies by creating inclusive, long-term strategies and in identify-
ing and managing crucial projects. RDI's work is focused in Oregon but also reaches
six western states and British Columbia.

Rural Development Initiatives is a catalyst for community vitality in rural areas:
we work with rural leaders and volunteers to expand the knowledge, skills and
networks for building communities that foster opportunity, thrive and endure.

A\ Rural Development Initiatives, Inc.
4\\ 2620 River Road, Suite 205, Eugene, Oregon 97404
YN 541684.9077
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RDI
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