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The Wisdom of Communities

How the Ford Institute helps rural people
achieve their own vision of vitality

BY TOM GALLAGHER

FOREWORD

hat does a rural, forest

community of 2,400 resi-

dents do when a 500-year

flood damages many of
the town’s homes, commercial and
public  buildings, infrastructure
and schools? With damage so vast,
some questioned the town’s very
existence as a relic of a past lumber
era and not worth saving.

Even the town newspaper dis-
missed proposals to replace the
schools as too risky, as “gambling.”
But the town didn’'t die, and the
schools didn't close, although stu-
dents met in modular units and
some were bussed to other commu-
nities, the nearest 30 miles away.

Fast forward less than five
years: The community holds a grand
opening for its new K-12 school, a
LEED-certified building that serves
as both a school and communi-
ty center and draws heavily on the
community’s forest heritage and
surroundings for its curricula, pro-
grams, and even its heat source.

A thousand residents join
teachers and students at the event
and hear tributes from the governor
and other elected officials, federal
and state agency heads, and leaders
in philanthropy. In its next edition
the local newspaper apologizes for
its negativity and for not believing
in the people.
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IT'S DOWN HERE TO

VERNQHM;___

In 2007, catastrophic floodwaters cut Vernonia off from the rest of the world
and caused more than $30 million in damages. Town residents defied the
odds and rebuilt their school and community with a groundswell of ideas,
energy and resources from a network of community leaders.

What happened in those four-
plus years is not a simple story of
an insurance company replacing the
buildings or a federal emergency
agency moving the project forward.
What happened was a groundswell
of ideas, energy and resources from
a network of community leaders
who would not let their town die or
their youth live without a school—
leaders who understood that there
was risk in moving forward.

Yet, they understood that the
network of leaders, representing all
sectors of the community, was the

major variable in controlling the risk
and making sure their investments
were wise.

This story of what transpired
in Vernonia, Oregon, from Decem-
ber 2007 through August 2012 pro-
vides a prelude to the larger story
of the programs of the Ford Insti-
tute for Community Building that
helped make the Vernonia recov-
ery a success.

Of course, many of the leaders
were already active in the commu-
nity when the Ford Institute arrived
with its leadership classes and oth-
er capacity building in 2005, and
many were already playing leader-
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ship roles in local government and
with community organizations.
A network of leaders

But when the flood struck, those
leaders attributed their success to
the network of more than 50 gradu-
ates of the Ford Institute leadership
classes that included youth, elders,
elected‘ofﬁcials and common citi-
zens. The network responded to the
flood as it happened, mobilized the
clean up after the flood, and crafted
the long-germ redevelopment of the
communi_t-y.

As evaluators emphasize, cau-
sality — the absolute proof of cause
and effect — is hard to prove in
this type of situation where there
are so many variables. Yet the evi-
dence is growing in the form of sci-
entific data, informed opinions and
real-world stories (such as Verno-
nia), that Institute programs are
helping to build the vitality of those
rural communities it serves.

These programs do not strive to
help a community fix a specific is-
sue, nor do they propose a quick fix
to community challenges. Rather,
these programs invest in building
capacity so that the community can
take the lead in defining and achiev-
ing its own measure of success. Its
own place.

Places—the people and land-
scape—are the stage on which
the life of a community plays out.
Building capacity is about taking
the slower but more effective path
to success; it is about responding to
a flood in a way that draws on the
wisdom of the community to not
only fix the physical damage, but to
develop the resilience for the com-
munity for years to come.

In 2009, Vernonia residents celebrated
the passage of a $13 miillion bond
measure to help fund a new school.
Less than three years later, a LEED-
certified building opened. It serves as
both a school and community center.
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With the Institute’s flagship program, the Ford
Institute Leadership Program, completing its tenth year

it's time to tell the Institute’s story

PREFACE

ver the past 15 years the
Ford Institute for Commu-
nity Building has grown
from an idea, through con-
cept design and program develop-
ment, to implementation and full
operation and evaluation. Today in
2013, the Institute has engaged in
its classes virtually all of the rural
communities it serves in Oregon
and Siskiyou County, California.
There are nearly 5,000 graduates of
its primary class, Leadership Devel-
opment, and as many more rural
residents who have participated in
other Institute training, grants and
resources, and those numbers are
growing by about 1,000 each year.
The purpose of the Institute
investments is to build the capac-
ity of communities to define and
achieve their own vision of vitality.
More specifically, the Institute in-
vestments are expanding the base
of community leaders, strengthen-
ing community organizations and
promoting collaboration within and
across communities — all so com-
munities can be more engaged and
effective in shaping their own future.
The Institute has experienced
much good fortune — from the
founding concepts developed by
Kenneth Ford and Charlie Walker, to
board members and a president —
all who have provided the resources
to develop substantive programs,
to staff and contractors who have
executed the programs effectively

and with a comfortable style appro-
priate to serving rural people. The
programs of the Institute are a mix
of training, assistance grants and
resources that are original in their
combination and scale.

There is no proven path for the
Institute’'s work but the Institute has
followed basic principles that are
hard to challenge: that community
leaders are the foundation of com-
munity success, that local govern-
ment and organizations are how
communities harness the power of
people, and that collaboration at
many levels is how a community
comes to define a shared vision, set
priorities and get things done. Un-
derlying these principles is a firm
conviction that communities have
the necessary wisdom to define and
achieve their own future.

With the Institute’s flagship
program, the Ford Institute Leader-
ship Program, completing its tenth
year at the close of 2012, it is the
right time to tell the Institute story,
to share its relatively short but com-
plex and robust history. The story is
an attempt to capture in one doc-
ument the binders of information
from board meetings, staff meetings
and reports, and the institutional
memory of key individuals, partic-
ularly Tom Gallagher, the director
from early 2003 through 2011.

The audience includes individu-
als and organizations who may wish
to develop their own community
capacity program and would benefit
from an inside look at what trans-
pired in the Ford Institute over the
decade.

The story is divided into four
chapters related to major periods
of growth in the Institute. The fifth
chapter gathers in one place the
several lessons learned and key
concepts discovered along the way.
Rounding out the story are three ma-
jor appendices, or sub-stories on the
curricula, budget and evaluation.

The purpose of the
Institute is to build
the capacity of
communities to
define and achieve
their own vision

of vitality.
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Chapter 1

The Original Concept:

1997 through 1999

he Institute is one of two ini-

tiatives—long-term invest-

ments—of The Ford Family

Foundation of Roseburg, Or-
egon. The other is Scholarship Pro-
grams. Each initiative is guided by
a director and has assigned staff, a
separate budget and its own board
committee. The Foundation has a
third major unit, Grant Programs,
which has its own staff and board
committee and has been guided
by the Foundation's founding pres-
ident, Norm Smith. The Founda-
tion has developed and managed
a number of other specific projects
over the years, including The Chalk-
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in October 1936.

When communities have capacity, the potential
impact of investments by foundations, agencies,
non-governmental organizations and businesses

goes up, way up.

board Project (chalkboardproject.
org), and it is presently growing its
knowledge of and support for Early
Childhood Development, a possi-
ble third initiative.

Kenneth Ford, the founder of
Roseburg Forest Products, estab-
lished the Foundation prior to his
death in 1997. The Foundation’s
mission began as “...to help individ-
uals through organized learning op-
portunities to be contributing and
successful citizens, and to enhance
the vitality of rural communities.”
The board ultimately shortened this
mission to “successful citizens, vital
rural communities.”

The timber industry in Oregon
grew very rapidly from the 1920s to
the 1970s and buoyed the success

of Roseburg Forest Products. Ford
was aware that a large mill with
hundreds or thousands of employ-
ees had a strong effect on small
towns, often creating a version of
a “company town” where company
leadership also served as commu-
nity  leadership.
In such a town,
workers  tended
to give deference
to their employer
in matters related
to their commu-
nity. Ford, howev-
er, could see that
his workers could be much more
self-reliant and responsible for the
welfare of their community. Mostly
they needed to believe they could

Kenneth Ford

Loggers fell a snag on a fire line in the Siskiyou National Forest
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Service Area

The Ford Family Foundation
serves communities with fewer
than 30,000 residents not in or
adjacent to a metropolitan area
in Oregon and Siskiyou County,
California. The single California
county is included in the Foun-
dation’s service area as Rose-
burg Forest Products has a mill
in Weed, California. Throughout
this story, Siskiyou County is in-
cluded when reference is made
to the area served by the Foun-
dation, most often referred to
only as rural Oregon.

do it and then have the knowledge
and skill to make it happen; they
needed capacity.
Ford and his
first wife, Hallie
Ford, had a long
record of charita-
ble giving dating
back to the 1950s.
In 1994 he began
a college scholar-
ship program guided by then-pres-

Hallie Ford




ident of Linfield College Dr. Charlie
Walker. That initial program has
grown over the years into four ma-
jor scholarship programs, referred
to collectively as
Scholarship Pro-
grams, with more
than 1,000 schol-
arship recipients
in higher educa-
tion at any time.

The notion of
a “Ford Institute”
developed in discussions between
Kenneth Ford and Walker during
these early years. Bonnie Ford, Ken-
neth Ford’'s second wife, has shared
how Ford conceptualized the Insti-
tute idea in broad terms, and Char-
lie put it into words and took it be-
fore the board.

The first formal mention of the
Institute in Foundation records is
found in a proposal from Walker
to the board dated April 30, 1998.
He wrote that the “successful citi-
zens” element of the mission was
being addressed with scholarship
programs and recommended that
it was time “...that the Foundation
develop a major initiative intended
to address directly the second key
purpose of strengthening smaller
communities.”

He continued, “The overarching
purpose of the Ford Institute is to pro-
vide Oregon with a permanent facility
and ongoing conference program-
ming dedicated to strengthening liva-

Charlie Walker

The Ford Family Foundation Mission:
Successful citizens and vital, rural communities

bility throughout the State, especially
in small- and mid-size communities.”
He suggested three programming ar-
eas: strengthening community lead-
ership, strengthening non-profit lead-
ership and strengthening Oregon as a
community.

Board approves the concept
of the Ford Institute

In early 1999 the board ap-
proved the Institute idea, and the
year was spent learning from oth-
ers about existing models and con-
cepts. The first major activity was a
workshop hosted by the Foundation
that brought experts in community
building from throughout Oregon
together with several nationally rec-
ognized authorities.

Charles Bray, past president
of The Johnson Foundation, pre-
sented the keynote address. He
offered 10 guidelines for the Insti-
tute, which began to shift thinking
about the Institute outside of the
traditional philanthropic model of
short-term investments to address
a specific issue.

The Ford Family Foundation Portfolio of Initiatives and Grant Programs

MAIJOR INITIATIVE
SCHOLARSHIP
PROGRAMS

- Ford Scholars
- Ford Opportunity
- Ford ReStart

- Sons and Daughters of
Employees of Roseburg
Forest Products

MAIJOR INITIATIVE
FORD INSTITUTE FOR
COMMUNITY BUILDING

- Leadership Program
- Technical Assistance
- Resources

GRANT PROGRAMS

PROACTIVE GRANTS:
+ Chalkboard Project

« Early Childhood
Development

* Post Secondary
Education

* Visual Arts Program

RESPONSIVE GRANTS

1. Development of community
leadership is essential

2. Funders should avoid depen-
dency among grantees

3. “Sticking with it” is essential;
three-year investments are
“delusional”

4. Building community assets
trumps assessing community
needs

5. Communities need a powerful,
widely shared vision to take
action

6. Build community capacity
rather than experiment with
programs

7. Try decentralization of funding

8. Encourage creativity and entre-
preneurialism

9. Expand networking and col-
laboration among individuals
and organizations working on
common problems

10. Measure success and insist on
accountability

Participants, through a facilitat-
ed process, proposed the Institute
invest in four areas: fostering of net-
works, building leadership capacity,
creating a community investment
fund, and investing in youth.

Following up on this gathering,
Foundation President Norm Smith,
key staff person
David Mattocks
and three board
members, in-
cluding Walker,
took a summer
fact-finding trip.
They visited the
Blandin Founda-
tion in Grand Rapids, Minnesota,
which had a widely acclaimed rural
community leadership program; the
Northwest Area Foundation, which

Norm Smith



had a program designed to address
poverty in rural communities in part
through capacity building; and the
Search Institute, which had sub-
stantial research and practical back-
ground in youth development.

Smith also visited the Institute
for Policy Research at Northwestern
University where he met with senior
staff members of the Asset-Based
Community Development Institute.
They offered the following advice
that provoked continued thinking
outside the traditional philanthrop-
ic model of focused funding on se-
lect issues:

e Shift foundation thinking from
charity to investment

e Nothing new is learned from a
deficit survey

e Focus on an asset survey: “You
will never know what you need
until you know what you have”

e Beware of approaching a com-
munity as if it is “poor” — poor
communities will go out of
their way to prove their deficits

e When investing in a communi-
ty, be sure to transfer expertise
to residents

Chapter 2
Formation of the Institute:
2000 through 2001

he gatherings and road trip

provided a great deal of in-

formation and guidance for

development of the Insti-
tute. Charlie Walker presented an
“Interim Report for Discussion,”
which outlined four major activities
for the Institute.

“Foremost, the Institute will
be a catalyst and key advocate for
community building, housing state-
wide gatherings of local leaders and
community teams, distributing in-
formation and success stories.

The Institute Mission: “to help community leaders
learn how to implement local solutions based on
principles of effective community building”

—David Mattocks

“Second, it will encourage and
support training in leadership and
planning, offering scholarships to
existing programs and possibly start-
ing our own leadership program.

“Third, it will be a major investor
in local community-building efforts,
helping to pay for consultant/advi-
sory services and helping to support
a limited number of communities as
they implement their plans.

“Fourth, there needs to be a
heightened emphasis on commu-
nity building with scholars, of their
individual responsibility in building
the communities where they live
after they graduate, with possible
assistance in community-building
efforts in which they take key lead-
ership roles.”

A timeline for the development
of the Institute, prepared by Norm
Smith, identified next steps, in-
cluding hiring a
director, program
design and de-
velopment, and
planning of con-
ferences through
the next year. The
initial staff per-
son assigned to
move the Institute concept forward
was David Mattocks, then a program
officer in Grant Programs.

Through the spring of 2000, he
articulated an Institute mission “to
help community leaders learn how
to implement local solutions based
on principles of effective communi-
ty building.” He identified five pro-
gram areas for the Institute:

David Mattocks

1. Community leadership

2. Organizational development

3. Community training and
assistance

4. Community awareness, including
a Community Vitality publication

5. Community grants

He also noted the importance
of a training facility, the potential to
host conferences with scores of par-
ticipants, the need for four or more
community coaches located around
the state, and the need for a busi-
ness plan — proposed for late 2001
The board accepted these propos-
als, and Mattocks was appointed as
the first Institute director effective
June 1, 2000, thereby making the
Ford Institute the second official
initiative of the Foundation.

In May 2001, the Institute host-
ed a second, much larger gathering
with more than 150 selected guests
and 20 speakers, including several
from the Kellogg Foundation, who
would help guide development of
the Institute’s programs.

That gathering galvanized a
suite of programs that were to shape
the future of the Institute. Mattocks
wrote to the board that “...there
is a demand for practical training,
no-nonsense educational resource
materials, and technical assistance
around community building.”

He proposed and the board ap-
proved preparation of a business
plan to move toward development
of actual programs. He completed
the business plan, with board ap-
proval, in late 2001.




The Institute’s publication, Community Vitality, launched in 2002. Published
twice yearly, it contains a mix of best practices, success stories and resources.

Community Vitality
publication launched in 2002

In early 2002, he led completion
of two educational resources, the
Institute’s first issue of a periodical
called Community Vitality and a free
book program called the Select List
(later Select Books).

The 12-page periodical (which
grew to 16 pages in 2004) was to
be published twice yearly and con-
tain a mix of best practices, success
stories and resources. The Institute
contracted development of the peri-
odical to Nora Vitz Harrison, an Or-
egon-based consultant.

The Select List, which was man-
aged in-house, contained about
30 titles related to community de-
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Heartland Center
_ for Leadership Dievelopment

In 2002, the Institute engaged the
Heartland Center for Leadership
Development to create a curriculum
for the Institute’s leadership program.

velopment and youth development.
Individuals from the area served by
the Foundation could request compli-
mentary copies of one book at a time.

Through 2002 Mattocks moved
forward on development of an in-
house “Ford Community Leader-
ship Program.” He contracted with
Tom Gallagher, then the part-time
Leadership Development Specialist
with Oregon State University Exten-
sion Service, to guide the overall
leadership program design. Mat-
tocks subsequently contracted with
the Heartland Center for Leadership
Development in Lincoln, Nebraska,
for development of a leadership
curriculum.

Recognizing that the Institute
was greatly expanding the work of
the Foundation, the Foundation
board met at a retreat to develop
a set of strategic directives. Notes
from that retreat include:

Develop and invest over time in

specific methods through which

we get to know our communi-
ties well.

Invest in specific, local meth-

ods through which we identify

leaders. This is the most critical
factor in assuring the success of
our mission.

Know how we assess the viabil-

ity of a community.

e Commit deeply to communities
we a) know well, and b) believe
in their capacity for growth.

e Customize our services to meet
different needs of different com-
munities (different sizes, differ-
ent levels of development; but
concentrate on doing selected
things very well instead of pro-
viding broad, general support
and service to everyone).

e Support local efforts to sustain
leadership after our interven-
tions and trainings.

e Fuel our mission by identifying
and strengthening connections
between our grant making, our
Institute and the Ford Scholars
program.

e Be strategic in all our commu-

nications to assure people know

about us and can easily find an
entry point for the Foundation.

These strategic directives pro-
vided the Institute with key ideas
that were to move it farther from
the standard philanthropic model
of top-down, issue-focused giving.
Rather, the directives were bringing
forth Kenneth Ford's concern that
communities decide what matters,
and that the Institute and Founda-
tion would know communities well
so they could customize services to
each community.



Chapter 3
Development of the
Leadership Program:
2003 through 2007

n late 2002, David Mattocks re-

signed from the Foundation, and

Norm Smith asked Tom Galla-

gher to serve as interim director
(becoming director in April 2003).
His first major decision was to out-
source the proposed leadership
training as opposed to adding to
the Institute’s staff.

The challenge was to find an
organization that already had the
capacity to deliver community lead-
ership training. Within weeks, the
contract for the leadership class
delivery was awarded to Rural De-

velopment Initiatives.

OE\IELO,() The non-profit or-

Y% ganization, head-
QY 0 % quartered in Eu-
2 " — gene, Oregon, was
< known primarily

L A for rural economic

! [\\\/ development, but it

had also created and

delivered a highly regard-

ed rural leadership program called
“Rural Futures Forum.”

While waiting for the Heartland
Center for Leadership Development
to complete the curriculum, the de-
sign team (consisting of Gallagher;
his assistant, Yvette Rhodes; the ex-
ecutive director of RDI, Kathi Jawor-
ski; and an RDI senior staff member,
Craig Smith) quickly made a num-
ber of major decisions drawing on

the board’s strategic directives for
guidance:

* Hold classes in the community,
not at a retreat center. This meant
additional cost for staff travel but
reduced cost and provided easier
access to classes for community
members. Plus, by visiting com-
munities, staff would get to know
communities better than if they
came to a retreat center.

* Define “community” broadly
to include, in some cases, sev-
eral small communities and all
the space between them. The
team needed a name for these
“districts” and chose to call them
hubs. Ultimately, there were 80
hubs in the Institute’s service
area with the number of residents
ranging from 1,300 to more than
50,000, the median being about
8,000 residents.

* Fill classes with people from
the same hub with the goal to
create a network of community
leaders within and across com-
munities. Strive to involve a cross
section of citizens in terms of in-
terests, cultures and situations.

« Set initial class size at 18 to test
the curriculum and prepare the
trainers. Expand that number to
25, as trainer skill increases, to
reduce the cost per participant.

* Include participants of many
ages from early high school (age
13) to seniors (age 65+). Ask se-
niors to bring the history of the
community and to talk about past
successes.

The decision to not charge a program fee
generated much discussion, but, ultimately, the
“fee” for participants was their time, energy

and commitment.
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* Include participants with a di-
versity of leadership experience
including known, emerging and
potential leaders. Always strive to
engage elected and appointed of-
ficials. Ask known leaders to men-
tor others.

» Engage four hubs each spring
and fall so each year there would
be eight communities taking the
leadership class. With 80 hubs
the Institute set the goal to en-
gage all within 10 years.

* Select hubs, in part, on geogra-
phy so that each semester there
would be classes in different
parts of the state, a model which
fit well with RDI's practice of lo-
cating staff in different regions of
the state.

» Select hubs to take the leader-
ship class based on readiness,
which was determined with three
questions: Is there a cadre of ex-
isting leaders who can help us
promote our class? Is the com-
munity already moving forward
without assistance? And, is there
any crisis or factor in the commu-
nity, such as a recall of an elected
official, which might undermine
our investment? Typically, Galla-
gher would meet with community
leaders over lunch or dinner to
make the readiness decision.

Thus, the Institute did not have
a formal community selection pro-
cess, but rather it let the word of the
program spread informally around
the state, such as through the
League of Oregon Cities and Asso-
ciation of Oregon Counties.

Individuals in communities
with an interest in the program were
asked to write a letter to the Insti-
tute responding to the three ques-
tions. The strategy worked well as
there were always several commu-
nities in the queue for the program.

Not assessing any fee to com-
munity or participants was the sub-
ject of much early discussion, but




ultimately no fee was established
for either a community or partici-
pants. The “fee” for participants was
their time, energy and commitment.

Providing food and other
support for class participants

A major decision by the team
was to design the training around a
catered meal so participants would
have time to talk with each other
outside of curriculum activities. A
difficult decision at this time (influ-
enced by legal issues, cost and or-
ganizational challenges) was to not
provide day care.

The design team did not want
to miss offering classes in the
spring semester of 2003, so the
team scheduled the first Leadership
Development class, using a draft
curriculum from the Heartland Cen-
ter, for late January 2003.

The team selected the Coquille
Valley as its first hub as it was near
Roseburg and was familiar to both
the Institute and RDI. The valley
included the municipalities of Co-
quille, Myrtle Point and Powers, as
well as other villages and the dis-
persed residents between them.

The first leadership class was
held in late January 2003 with 18
participants ranging in age from late

Coquille Valley was selected as the
first hub for the Leadership Program
in Spring 2003.

Economic
development

Community
development

The Tupelo Model proposes that
successful community development

builds on a foundation of human
development, which makes
possible leadership development,

which in turn supports
Organizational development community organizations,
community development

Leadership development

Human development

teens through seniors in the county
council chambers in Coquille.

The team was also active in Jan-
uary selecting three additional hubs
to begin the Leadership Develop-
ment class in February — Lakeview,
South Douglas County and Yreka.

The completed Heartland cur-
riculum arrived in February. More
information about the content and
delivery of the classes can be found
in Appendix A: Curricula.

The value of the Tupelo Model

As the design team became
familiar with the Heartland curric-
ulum, there was increasing recogni-
tion of the value of a concept built
into it called the “Tupelo Model.”
The model proposes that success-
ful community development builds
on a foundation of human develop-
ment, which makes possible lead-
ership development, which in turn
supports community organizations
and economic development.

The ideas in the model were
very similar to those developed by
Charlie Walker and David Mattocks.
The model provided a structured
way to think about building capac-
ity at several levels to achieve the
Foundation’s mission of vital rural
communities.

The Institute was committed to
leadership development but the Tu-
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and, finally, economic
development.

pelo Model raised the question: Do
we also hold classes that promote
organizational development and
community development? We could
approach these subjects with grants
and resources, but the team agreed
that training in the form of classes,
as done with leadership develop-
ment, was the surest way to build
this capacity.

Effective Organizations and
Community Collaborations

With this decision, two addi-
tional classes were born: Effective
Organizations and Community Col-
laborations.

To develop and deliver these
classes the Institute invited two
other entities, Technical Assis-
tance for Community Services (now
Non-profit Association of Oregon)
and Human Systems (both of which
had considerable knowledge about
these topics), to join the design
team. Non-Profit Association of Or-
egon is a Portland-based, non-profit
organization that could present the
classes in the northwest region of
the state.

THE NONPROFIT
ASSOCIATION OF
OREGON



Human Systems, a for-profit
consulting service comprised of two
consultants from Ashland, provid-
ed technical assistance services to
non-profits in southwest Oregon for
many years and came with strong
references. They joined the group
to offer the classes in the southwest
counties of Oregon and Siskiyou
County.

The Institute selected RDI,
which also had considerable experi-
ence in these two subjects, to deliv-
er the classes on the east side of the
state. Each region included about
one third of the 80 hubs.

The actual content of the two
curricula is discussed in more detail
in Appendix A.

Name changed to Ford
Institute Leadership Program

By the close of 2003, the Insti-
tute had decided to provide com-
munities with three classes formally
titled Leadership Development, Ef-
fective Organizations and Commu-
nity Collaborations, which it pro-
posed to offer to each of the hubs.
With experience from this first year,
the name of the training program
was changed from the Ford Com-
munity Leadership Program to the
Ford Institute Leadership Program.
The new name better articulated the
role of the Ford Institute — not di-

About 10 percent of all leadership class graduates
volunteer to become Community Ambassadors,
building their capacity as leaders and placing the
capacity to move forward in the community.

rectly The Ford Family Foundation
and definitely not The Ford (motor
car) Foundation.

The design team was excited
about the three-class series, some-
thing that to its knowledge had not
been seen in any other program
in the nation. The proposal by the
Heartland Center to build the pro-
gram around the Tupelo Model had
played out in actual classes and in-
vestments.

The team, however, was con-
cerned that one leadership class,
limited to 25 participants, was not
sufficient for a typical hub of 8,000
residents. The consensus was that
three classes would create the crit-
ical mass of 75 leaders necessary for
a community to move forward.

Built into this assumption was
a “rule of thirds”: expect one third
of the class graduates to be good
or great leaders, one third to occa-
sionally be good leaders but often
good followers, and the remaining
third to head off to college, move

Roi Crouch of Human Systems leads a Community Collaborations class

in Roseburg in 2012.

away, become infirm or disengaged,
and some — given the elders in the
classes — die.

Class series defined

After much discussion of alter-
native patterns for delivering the
five classes, the team decided to
offer three leadership classes inter-
mixed with the other two classes in
sequence (see graphic, next page).

The class series made possible
a dynamic where each class served
to promote the next. The partici-
pants in the first leadership class
completed an asset-mapping exer-
cise that created a list of all types of
organizations — local government,
government agencies, non-prof-
its, institutions and membership
groups — in their hub which be-
came the invitation list for the Ef-
fective Organizations class.

As the organizations class had
open enrollment with no maximum
number of participants, a typical
class would include many who had
been in the first leadership class as
well as many who had not. These
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Ford Institute Leadership Program Series of Trainings
Year 4

Year 1 Year 2 Year 3

Leadership
Development
Training

Effective

Organizations
1st cohort &

Training

2nd cohort

new people seeded the second
leadership class, which was filled by
nominees submitted by graduates
of the first class.

The Community Collaborations
class was open to all graduates of
previous classes and served as a
sort of reunion for all past gradu-
ates. This class also had open en-
rollment and typically included a
host of new individuals who had not
been in a previous class who then
seeded the third leadership class.
Graduates of the earlier classes
would help fill this class, if neces-
sary, with nominees.

Graduates of the organizations
and collaborations classes would
often take the leadership class next.
Thus, participants took the class-
es in different orders, which formal
evaluation has shown is not an issue.

Community Ambassadors

To reduce the cost of offering
the leadership classes, graduates of
the classes, following a qualifying
two-day workshop, could help RDI
professional trainers deliver subse-
quent leadership classes. RDI took
the lead in developing and manag-
ing the workshop to qualify “com-
munity trainers” (later called Com-
munity Ambassadors) who would
work with RDI professionals to pro-
mote, coordinate and facilitate the
leadership classes.

The three tasks permitted
graduates to support the addition-
al classes in their community in a
way that was most comfortable for

Leadership
Development

Year 5

Future classes
on request

Community
Collaborations Leadership

Development
Training

3rd cohort

them. About 10 percent of all lead-
ership class graduates volunteer to
become Community Ambassadors.

Initially, the justification for
the Ambassadors was their value in
reducing the cost of the additional
classes. Quickly, however, the Am-
bassadors became recognized as a
valuable group of highly qualified
community leaders. The Ambassa-
dor program also followed advice
offered years earlier to transfer ex-
pertise to the community.

As noted in Appendix B: Bud-
get, the Ambassadors reduce the
cost of the second and third, and
future leadership classes, marked-
ly. As this is written, there are more
than 400 Community Ambassa-
dors, creating a reservoir of talent,

PHOTO COURTESY OF RDI
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Tatiana Havill and Sara Worl attend

a two-day workshop for Community
Ambassadors in 2010.
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engagement and key contacts.

Thus, in 2003 the Institute had
gone from offering a draft curricu-
lum in a single community to hav-
ing a proposal before the board to
offer five classes, on three subjects,
in each of the 80 hubs. Despite the
growth in number of classes, the de-
sign team stayed with the schedule to
have four hubs start the first class in
the series each spring with four more
starting in the fall.

Each of these hubs would then
move through the five-class se-
quence, which meant that in 2007
there would be 20 classes each se-
mester: 12 leadership classes and
four each of the organizations and
collaborations classes.

The Ford Institute’s
‘standing army’

The board stepped forward to
fund this growth, which would en-
gage all rural communities by 2012.
Gallagher boldly stated to the board
that in 2012 there would be more
than 5,000 graduates of the leader-
ship class alone (the actual number
is about 5,200).

These graduates would provide
an exceptional base of thoughtful
community leaders who would sup-
port existing and future Founda-
tion programs. One board member
called them the Institute’s “stand-
ing army” — ready to take action
as needed. Through their training,
the graduates were familiar with the
Foundation’s scholarship programs
and could spread the word in their
community. Indeed, several score
of Institute class graduates have
earned Ford scholarships, and many
more have gone to people who be-
came familiar with the scholarship
program through the Institute’s
presence in the community.

Conference of Communities

In 2003, in addition to deliv-
ering eight leadership classes and
graduating 153 community leaders,



the Institute brought the four class-
es in session in each semester to-
gether in a two-day “Conference of
Communities,” which included four
workshops from national-caliber
trainers and opportunities for com-
munity members to learn from each
other. In 2003 the Institute contin-
ued its assistance grants program,
awarding 48 assistance grants with
a value of more than $260,000, its
Community Vitality publication with
two editions, and its Select Books,
distributing over 400 books.

Leadership curriculum
shared with Sherwood Trust
Inlate 2003 the Institute allowed
board members of the Sherwood
Trust of Walla Walla, Washington,
to sit in on a class in a neighbor-
ing Oregon community. The board
members asked to borrow the cur-
riculum to use in their service area
of the greater Walla Walla River
valley. The Trust, working with RDI,
presented the leadership curricu-
lum in rural communities but also
presented it in urban, often Hispan-
ic, neighborhoods. The experience,
reported through its board chair,
Jock Edwards, helped to inform and
improve the Ford Institute program
in many ways. In early 2004, as the
Ford Institute Leadership Program
entered its second year, the board
learned how the strategic directives
they had set 18 months earlier were
being applied in the program:

e We have come to know our se-
lected communities very well,
working with them intensely over
five years.

e We have built on our invest-
ments, developing leaders first
and then effective organizations
and collaborations in the same
community.

e We have customized our ser-
vices to each community using
the initial class graduates as our
guides.

A Leadership Program participant checks out the table displays at the Confer-

ence of Communities in 2008.

e We have shifted the role of ca-
pacity building, in part, from
the Institute to the community,
creating a team of local trainers
and local awareness of resourc-
es both within and outside the
Foundation.

e We have engaged all communi-
ties and people between commu-
nities through the “hub” strategy.

e We have created a critical mass
of trained leaders and effective
organizations — in communi-
ties, in a region, and in the state
— that can take the initiative in
building vital rural communities.

e With this critical mass of leaders
and organizations, we have pro-
vided the standing army for a new
generation of Institute and Foun-
dation programs in the future.

As the Institute moved for-
ward, what was unique about the
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Institute’s programs, as noted in
a report to the board, was its very
uncommon community leadership
program: It engaged both youth and
elders; it offered multiple leader-
ship classes in the same communi-
ty; it offered classes on the three Tu-
pelo subjects; it backed up training
wit