2018 SUMMIT INTERMEDIARY SYSTEM TASK FORCE SMALL GROUP DISCUSSION REPORT
“The clients are CDOs and GROs…. but there should also be user-friendly pathways for individual residents who want to get involved in their neighborhood……Accountability is important – is that a 6th Driver, or is it pervasive throughout the whole system?”

· 2018 BECDD Summit Participants
PRESENTATION

This Task Force was unusual because it included the CEOs of virtually all of the community development-related intermediaries and support organizations.  But it also included CDOs, philanthropy, and city government.  Urban Ventures (Tom Burns) was engaged to suggest how we might approach our work, and Lamar Wilson & Associates also participated, along with Pro Seeds.  They facilitated meetings, conducted and presented research, and offered good advice.  We spent time studying the recommendations that came from Tom Burns and his team last year, when they studied - and many of us visited - the community development systems of five cities: Boston, Cleveland, Chicago, Indianapolis and Philadelphia. Their recommendation was to find a way to “coordinate” capacity building services to CDOs and GROs.  
We spent time documenting the capacity building services now being offered.  We spent some time researching and documenting the “high priority/immediate” capacity needs that CDOs themselves have.

We commissioned research on other similar “clearinghouse”-type services and “voucher-type” payment systems. 
Clearinghouse Research Memo
Our theory of change is that we won’t be able to help all of Detroit’s neighborhoods be strong, without a good system; and without strong community development organizations working in each neighborhood.  But we also learned from visiting other cities that those community development organizations’ strength and sustainability is directly related to the strength of the organizations – intermediaries – whose mission is to provide capacity building services – and the extent to which they work together.

Coordination of Capacity Building Services Components
Clearinghouse Concept 
We also worked on a conceptual framework for what an “ideal” intermediary system would look like. Tom Burns of Urban Ventures – who led the team that studies five cities in 2017 – came away pondering what were the things that intermediaries contributed to a community development system?  He suggested Five Drivers – Advocacy, Capacity, Coordination, Knowledge and Money – all the important building blocks of a whole system that intermediaries, uniquely, contribute.  Put another way, his challenge to us is that without strong intermediaries “powering” these five drivers, there couldn’t be a strong system.  When Tom passed away, we were left with this skeletal concept, and the challenge to build it out.   So, we spent time asking ourselves some questions, then we broke into small subgroups, each dedicated to adding detail to each driver, based on what we know about Detroit:  

· What do each of these drivers mean?  

· What should each of them be accomplishing – what’s their mission?  

· What is unique about Detroit’s community development needs, and what does that say about what each of these drivers look like?   

· What does our current Detroit situation tell us about key next steps in making sure these drivers are in place?

· And what does that say about the over-arching strategies, and then the tactics that would flow from those strategies?

Five Drivers 

2019 NEXT STEPS

· Interim agreements with stakeholders and service providers to meet immediate needs of client organizations requesting help
· Create a data access/management system (which provider does what, well) for the benefit of the Intermediaries and as a marketing tool for CDOs requesting assistance.  Example – the urgent need for SF Housing capacity building

· Identify a champion(s)

· Develop CDO performance standards

· Develop the voucher payment system

· Continue to develop and build out the “Five Drivers” concept and apply those ideas to the whole system

RESPONSES/FOLLOW UP DISCUSSION
The discussion was well attended with broad input.  The concepts presented were well-received, with a few key points that were emphasized (marketing, youth engagement, resident engagement, and mutual accountability).

Coordination of Community Development Capacity Building Services
· Marketing will be critical for this model to work – especially to smaller organizations.  Develop a marketing plan for Intermediaries to market to their potential client organizations.  Emphasize that this will be a “starting point” to receive services so organizations know where to begin.
· Ask young people to help create a name – offer scholarships as incentive, and as an introduction to the concept.  Other suggestions for a better name include:
· Community Development Marketplace

· Community Development Village or Home

· Community Development Resource Center

· Community Development Hub
· In engaging youth, don’t treat them as a token/checkbox, seek real ways to involve them in CD efforts.  Create a “Road Map/Pathway”, a flow chart of steps for them to take.

· Who are the clients?  Make it user friendly for them (CDOs and GROs). But there should also be user-friendly pathways for individual residents who want to get involved in their neighborhood
· Be clear on how various TA providers get in the mix – through RFP and marketing to attract TA providers 
·  Coordinating this with “several partners” might be too broad.  All the TA providers have something to offer – we need better coordination more than anything else.
· How will the services be organized?  By areas of focus? 
· Would the lead organization for this service also be the fiduciary for the funding/vouchers?

Money drives partnerships.   For the option of “one lead organization with several partners” look at the NEI Model.
· Specify the available plans and timelines for different types of client organizations. State goals and reporting requirements at the beginning of the relationship. Understand that CDOs are overwhelmed at times with reporting requirements – the time it takes to fill out a report equals money, and it equals time that could otherwise be spent on actual community development.  Need online reporting.
· Beyond the application of funds and grants, perhaps Intermediaries/Foundations/CDOs and TA providers can exchange services, a type of bartering model. 
· Look at the NEI “Neighborhood Business Roundtable” as a way of convening CDOs.  
· The intermediaries need to engage with the clients and explain their unique services.  The TA providers need to meet the clients where they are, and customize the services. Set goals at the beginning of the relationship

· Develop a client management system to track what the various client organizations do in community development, and how well they do.  Need to include a repository of tools and “how-to’s”.  This info can be used in marketing to potential clients to give examples of what services are available. 
· On monitoring, consider an “impact assessment” – measure impact on the work or the identified problem – this can be helpful in standardizing approach to capacity building.  Use a dual approach to monitoring:  quantitative and qualitative.  There needs to be internal checks on mismatches between a client organization and a provider.
· Some organizations need to be added to the group of TA providers, ie Detroit Economic Growth Corporation, BUILD Institute, Building Community Value and more CDFIs.
Conceptual Framework: “Five Drivers of an Effective Intermediary System”

· This concept creates the right focus and is a good starting point
· Accountability is important – is that a “6th” driver, or is “accountability” pervasive throughout the whole concept?  If we are trying to establish a new/better way to do community development, it will require accountability on every level.  So should we “lift it up” as a separate driver because of that?
· Get more specific on the “money driver” driver – need to distinguish between public and private funds and other tactics.  (It was clarified that the “Money Driver” specifics will be fleshed out through two 2019 Task Forces focused on “system capitalization” and “state legislation”)

· In this concept “Coordination” is one of the drivers – is that the same as “Governance”?  (In effect,  yes.  Our Task Force felt that “coordination” is a better descriptor for the kinds of functions needed to oversee the whole system)

· What is an “intermediary”? (Not a foundation, but a capacity building organization that doesn’t do the work on the ground, but instead helps those “ground” organization become more effective.  Some intermediaries provide loans and grants and are CDFIs, some provide services like data, research, training, coaching, consultation.  Examples of Detroit intermediaries are Detroit LISC, Detroit Future City, Michigan Community Resources, Invest Detroit, Community Reinvestment Fund, Capital Impact Partners and others).
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