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Introduce speakersWe’re from the Orton Family Foundation, a Vermont-based operating foundation. Today we’re going to offer a brief introduction to Community Heart & Soul, our signature approach to community development. We hope you’ll take away:Understanding of the Community Heart & Soul principles and process and how it can support your work in downtownsTools you can use to get started with more inclusive Tips for knowing if Community Heart & Soul is right for your community 



There’s something 
special about 
every town. 
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At Orton, we truly believe there is something special about every town.  The Heart & Soul model is designed specifically to connect people to people and people to place because we know that when a community takes the time to get to know itself, it gains a sense of identity and purpose which is the foundation for building a strong social, cultural, and economically vibrant future together. 
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Heart & Soul is the result of nearly a decade of field testing, research, and development on the ground communities. To truly test the Heart & Soul model in different situations, we intentionally worked with communities that were in different regions and had specific challenges, such as very low-income, race & culture divides, failing or lack of local economies, and distrust between local government and community members.  We tested the Heart & Soul approach in over a dozen communities across New England and the Rocky Mountains, 
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including Maine Main Street communities like Biddeford,   
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Gardiner, 
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And Damariscotta.
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Through these projects, we found that engaging the whole community in a conversation about what matters most can complement the Main Street Four-Point Approach by bringing new ideas and energy to downtown revitalization efforts.In Biddeford, Maine, for example, youth rarely ventured downtown. The Biddeford High School drama program and National Honor Society partnered with the Biddeford Mills Museum to organize “ghost tours” of the Pepperell Mill Company buildings. As part of a place-based curriculum at the high school, students worked with teacher Carolyn Gosselin to research events that occurred at the mill and incorporate them into stories performed during museum tours. The tours attracted more than 300 participants.The museum incorporated tours into its ongoing programming and they continue to be a success. The museum and tours support the city’s larger effort to attract visitors through heritage tourism.And, the project led to multiple youth-focused goals and actions being incorporated into the city’s downtown master plan.



INVOLVE EVERYONE 
Identify and reach missing voices.  

Lead collaboratively. 
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Talking Points:The 3 Heart & Soul principles set it apart from other strategic planning processes: Involve Everyone, Focus on What Matters, and Play the Long Game.We will be exploring these principles and how they are applied throughout the process in a little bit. For involve everyone, we will talk about how we identify and reach missing voices in the community and what we mean by leadership in the H&S process.For focus on what matters, we will share how communities discover values through story telling and build a plan based on those community values.And for play the long game, we will talk about how relationship-building and embedding values in the community play a role in long-term success.Handouts:NoneResource References:None



FOCUS ON WHAT MATTERS 
Discover Heart & Soul  through storytelling.  

Plan action based on what matters most.  



PLAY THE LONG GAME 
Build and nurture relationships.  

Embed Heart & Soul values in community.  



REACHING OUT 
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We truly believe that the heart and soul of your community can only be found in the hearts and minds of the people who live, work and play there. That means going beyond the same ten people who show up at meetings, and reaching all segments of your community—especially those who haven’t been engaged in decision making in the past. 



HOW DO YOU CURRENTLY MAKE COMMUNITY DECISIONS? 
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Talking Points:You have an issue in the community – so  what do you typically do?Put a notice in the paper and hold a public meeting and hope someone – anyone shows up to the meeting.  Then how do you make the actual decision – is it who shouted the loudest? I’ll bring in my supporters and you bring in yours and we will see who created the biggest fuss – and that’s how the city council votes?Or Some people say – just jump on in –hey it worked in so-and-so town – cause so-and-so town looks so pretty or I saw it while on vacation in this pretty little town or it works wonderfully in Europe so why wouldn’t it work here – come on – just jump on it!And some will say –put it to a vote! – and hope voter turn out will be high enough or will it represent everyone who opposed the bond issue, the rest stayed home and didn’t come out for a vote…how do we get a higher voter turn out…And you just want to say…. stop the madness!! – there must be a better way…Handouts:NoneResource References:None



Community Values 

City 

Non 
Profits 

Residents 

Branding 
Effort 

School 
Bond 

START WITH THE WHY 
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The H&S model engages people about what they care about to identify shared community values. These values are then used to inform local decisions and inspire action. Borrowing from Simon Sinek on how great leaders inspire action I ask - What are you trying to do and why are you trying to do it? It’s natural that we describe who or what we do before we explain why we do it. But, people don’t buy what you do they buy why you do it.  Community Heart & Soul helps you not only articulate why – which are your community’s values - but it also helps residents feel connected to those values and ultimately the actions.Typical message sounds something like this: We need you to support the new downtown branding effort because it is good for economic development.�That same message after knowing your community values sounds more like this: As a community we said we value a strong economy that welcomes businesses and entrepreneurs while maintaining the character of the community and downtown. That’s why we need you to support a new branding effort that builds on our unique history while highlighting new opportunities for aspiring business owners.



EVALUATE & PRIORITIZE  
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The playing the long game principle is about setting things up, and building on them, in a way that will ensure long-term success. This success is based on Strong relationships that are built throughout the communityPutting the community’s values at the center of community decision-making andInvolving the community in its own progress on an on-going basis



HEART & SOUL IS STRENGTHENING COMMUNITY CAPACITY 

Increased civic participation 

New leaders and alliances 

Greater sense of place 

Increased trust and 
relationships built across 
historic divides Easier access to resources 

Greater support for 
community decisions 
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Working with these three principles, Heart & Soul communities have found remarkable results…(advance slide)Residents feel more connected to their community and have a greater sense of place. (advance slide)More residents are participating in decision-making, which began during the H&S process and still continues. (advance slide)Residents and leaders trust each other more because they know what’s going on and understand each other better – even across historic divides. (advance slide)Residents support community decisions, either because they were a part of making those decisions or because they are based on community shared values. (advance slide)New leaders are discovered and nurtured through the process. (advance slide)And they are finding that they have easier access to the resources they need to take action and implement community priorities. 
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So what is the Heart & Soul approach? It is a 4-phase process that takes about two years to complete. Let’s take a quick look at what happens in each of the four phases.
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The first phase, Lay the Groundwork, is where you set up for success, taking about 2-3 months to get ready. In this phase, you build your Heart & Soul Team. This team is an active group of volunteers that works collaboratively to guide the community through the Heart & Soul process. Together, the members should be well-respected and representative of the community’s diversity.Then with the team assembled, you develop a project plan that clarifies what you want to accomplish and how you will do it.  And when you’ve got a pretty solid plan in place, you close out this phase by introducing your Heart & Soul effort to the community in small and big ways to capture their attention.
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Phase 2 is one of the most intensive phases, taking about 6-8 months to complete. In this phase data is collected to identify community values.Your team will talk with the community in a variety of ways about what matters most to them. You’ll ask them things like: What do they value most about living in their town? And what are their hopes and concerns about where their community is headed? By the time you are done with this phase, you should have a clear picture of the community’s values and goals for maintaining or improving the state of each of those values in the community.  
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Phase 3, Make Decisions, is about giving the community ownership over their future.  It takes approximately 6-8 months for the community to Review options for values-based actions, Examine tensions between those proposed actions, and Ultimately make some choices about priority actions. You are done with this phase when you have a written plan that has been approved by the community.
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And in the final phase, Take Action, values-based actions will begin – if they haven’t started already. Getting to action is the fun part for many people because you really begin to see the fruits of your labor:Resources and partners are mobilized. Values are embedded in the community’s policy and planning documents and around the community in visible ways so that the values continue to be remembered and used to guide decision-making. And, finally, the Team establishes ways to measure and share successes as actions are implemented in the years to come. 



INVOLVE EVERYONE FOCUS ON WHAT 
MATTERS 

PLAY THE LONG 
GAME 

HEART & SOUL PRINCIPLES AND FOUR-PHASE PROCESS 
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We’ve given you a very broad-brush view of Heart & Soul—its principles and the four phases. You can read more about the details in our Heart & Soul Field Guide, available as a free download on our website. We also have copies for you today.The principles and phases are the core of our methodology, but how Heart & Soul comes to life in communities is where the magic really happens. We encourage communities to use Heart & Soul as a permission slip to start changing the way they do business, to take risks and try new ideas.  Let’s take a look at some specific tools and methods to draw out your community’s heart and soul.



COMMUNITY NETWORK ANALYSIS 
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In order to involve everyone, we developed Community Network Analysis tool that is required of every H&S effort. The CNA pulls from demographic data as well as local knowledge about who lives and works in the community to create a comprehensive picture of who is in your community. Of course, it isn’t something you will develop in just a couple of hours. It is designed to be developed in steps – some over multiple meetings and some to be revisited multiple times, so you know you have the most accurate and up to date information.It is intended to be actively used throughout a Heart & Soul process, as the tool allows you to track and reflect on your experience engaging various community voices. A guide to conducting a CNA is available on our website.



IDENTIFY NEW VOICES 
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What does the network analysis look like in action? In Colorado’s NFV, it helped the Heart & Soul team find ways to hear from people working in different economic sectors. The farmer, ranchers and coal miners rarely interacted, but through a youth-led storytelling project that was aired on community radio, everyone had the chance to hear the different perspectives in the community.OR local example (no good photo)In Damariscotta, the network analysis was used to identify youth as a key group to engage. The Heart & Soul team worked with local teachers to solicit input from teams through a student-designed survey in the high school. 



REACHING THOSE NEW VOICES 
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Bhautenees  refugees story from Essex…Meet Negesse Gutema, Heart & Soul volunteer and Vermont resident of 25 years; his experience learning a new culture and his outgoing personality made him the perfect connector for recent immigrantsVIDEO



STORYTELLING 
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As Brene Brown, a researcher and professor and well known TED talk speaker, notes – maybe stories are data with a soul. We stress the need for collecting stories because they allow people in the community to talk about their hopes and dreams for the future in their own words.  Sharing and listening to each other’s stories helps build and strengthen relationships.The approach and questions we use for Heart & Soul storytelling are specifically designed to help people rediscover/discover the positive side about their community. Through that excitement and trust grows and relationships are fostered because people rediscover how much they all share in caring about their community and its future.Storytelling is loosely defined because it includes many methods to ensure there are multiple entry points for residents to engage and share their input. Storytelling is also an easy way for people to provide input without frontloading their response by asking them to comment on a specific issue or effort in the community. 



STORYTELLING 
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Facilitated Exercise: Story Sharing and ListeningLet’s share some stories among us. Pair up with someone you don’t know well. Take 2 minutes to tell the other about what you see as the most special thing about your community. What is that special thing that brought you there or that you have learned about since you’ve been there that makes you stay? Then spend another minute sharing any concerns you may have about it. Will that special thing always be there? Is there anything that worries you about whether or not it will always be there?When done, discuss:What happened when you were sharing? Did you gain insight, clarity, and/or understanding about another person’s perspective? What touched you? How did you feel about the other person when you were sharing? Learning Objectives:Experience sharing and listeningNotice the feelings of connection made through this experienceHandouts/Resource References:None 



STORYTELLING 

Presenter
Presentation Notes
Collecting stories from the community is just as important as reflecting back to the community what you’ve heard—when stories are reflected back to the community, we call it “story listening.”Story listening can include sharing audio recordings on the local radio, compiling video interviews into mini-documentaries, or using multi-media art. In Essex, Vermont, stories were shared via a mobile art project. 



VALUES-BASED DECISION MAKING 
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So all the story collection produces lots of data.  This data is translated by the community into community values.  



Value Theme: Strong Local 
Economy  
Value Statement: We value a 
strong economy that welcomes 
businesses and entrepreneurs 
while maintaining the character 
of the community including the 
historic downtown. 
 
Related actions: 
• Strengthen and expand the 

Gardiner “Buy Local” 
program. 

• Promote the Time Initiative 
of Maine 

• Provide outdoor movies 
 

VALUES-BASED DECISION MAKING 
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Many towns we’ve worked with value having a family friendly community but what makes it unique to your town?  That’s what the stories and data reveal.  On the screen you see Gardiner’s values. The value theme of a strong local economy could be interpreted in many ways. Stories from the community were filled with unique examples of how this manifests in their town. The value theme in italics offers greater detail on how Gardiner wants to promote the local economy. And the three bullets articulate high priority actions for implementing this value. Together, the full set of value statements capture what matters most to a community.



EVERY DAY VALUES-BASED DECISION MAKING 
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Talking Points:Car Buying ExerciseYou already have experience making decisions with values – so let’s buy a car… what would be our valuesAsk audience ideas – but drive the discussion to the three major considerationsCostSafetyComfort



    
   Car 1  Car 2  Car 3 
 
SAFETY  low  High  low   
 
COMFORT  Med  High  low 
 
COST   $70,000 $30,000 $10,000 
 

VALUES-BASED DECISION MAKING 
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Talking PointsWe make choices that guide our lives every day using valuesEven though you have uncovered your values – you still do your homework (the land use study, budget costs for the new fire truck etc…)Once you’ve determined your values, done the research – making the decision can become very easy. Hand Out – NONESuggested NarrativeWe determined our values… so now let’s do our homework… we narrowed the choices down to three cars we like.Car 1 – low in safety, not hugely comfortable – but man would we look great driving that – and it would be a blast, but it is a higher cost than we can afford right now.Car 2 – high safety ratings, it was roomy – so comfortable to drive and the cost is within our budget and it gets pretty good gas mileage.Car 3 – we could pick it up really inexpensively – wouldn’t even have to take out a lean – but it’s not reliable and no leg room…O.K. – choice was pretty clear – right – and we used our values to make that decision.  You can do the same in when you discover what matters most in your community.  Those shared values will guide you when making land use decisions, or updating  the comp plan. 



A NEW WAY OF DOING BUSINESS 
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Heart & Soul is goal-oriented and focuses on getting to action, but we also look forward to the future and seek to incorporate practices into the fabric of the community. This means working hard to conduct inclusive outreach and engagement, checking back in with the community to report on progress, reflecting on values to help make tough decisions, and encouraging new leadership.Talking Points:Embed your community’s values in the fabric of your communityEmbedding Values means:Formal organizations, including your local government, should adopt the values. Example: In Gardiner (5,693 pop), the city council adopted their community values with a city resolution and developed a values driven action plan for the whole city.  Organizations should incorporate the values in other planning documents. Example: In Golden, CO (then approx. 17K pop), the town used community articulated values and value statements as the foundation of their comprehensive plan. To take action on values like family friendliness and sense of belonging, the city partnered with a group of churches to fund a website that connects people in need with people that can volunteer their help or donate for specific in town causes.Organizations can also work together to create some kind of visible display of the community’s values in a prominent place or places in the community. The North Fork Valley, Colorado created art pieces that represent values that are at their libraryBy embedding values in documents and keeping them in mind in other ways, decisions on emergent issues can be more easily made, filtering them through the lens of your community’s values.Handouts:NoneResource References:None



Collaborate/share leadership 
Actively engage missing voices 
Challenge assumptions 
Be creative 

A NEW WAY OF DOING BUSINESS 
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Heart & Soul also promotes shared leadership in the community—towns shift away from having just a couple people make decisions. To truly encourage broad ownership of shared values and the community action plan, leadership in the Heart & Soul process is all about collaboration and inclusivity. It is not one leader doing things their way. It’s a collective effort of many leaders representing the diverse voices of the community and finding common ground. They collaborate within the team and with others to determine the best ways to work with the community. Decisions are made as a team and supported by the team as they carry out those decisions. The Team in Essex, VT, emphasized this point, agreeing that would always speak with one voice to the community.Every team actively reaches out to hear from the voices in the community that have been historically missing from community decision-making processes. They challenge their assumptions as they engage new people. Like in Cortez, CO – their team had concerns about engaging the Native American tribes in the area because they thought they wouldn’t even be allowed on the reservation. They drove out to the tribal offices and introduced themselves.  Not only were they welcomed, the tribe shared with them their past stories and challenges of working with the City.  Together they initiated a relationship that never existed before.And they are creative, not letting the usual way of doing business be a barrier to finding ways to do things that work better for more people. Joe from Ohio asked about how we pull a diverse group of people together, and how town hall meeting works to accomplish this. The answer is that your town hall meeting is often not the answer. You think outside the box and go to people where they naturally gather to get their input. Advance slide. It takes more time and a lot more effort to be collaborative and inclusive – it just does; there’s really no two ways around that – but these efforts do pay off in the end. Advance slide. You will find that you get more buy-in to the process you are using and the action plan you develop, which means less need for re-work in the future. People are empowered to be involved in a way that they can meaningfully contribute and in a way that helps them recognize the value of their efforts. And as new leaders emerge and collaborative relationships develop, you will find that your social infrastructure is strengthened, and your community is prepared to work together to solve common problems or work toward common goals in the future. 



DELILAH POUPORE, HEART OF BIDDEFORD, ME OR 
PATRICK WRIGHT, GARDINER MAIN 
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LET’S HERE FROM DELILAH



COMMUNITY READINESS 

1. Community Interest 
2. Leadership 
3. Relationships 
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Community readiness has been heavily researched by many, and we’ve taken 28 readiness tools… and developed our criteria.  We’ve had 7-10 factors but they boil down to these 3 key factors 1) community interest, 2) leadership and 3) relationships. We’re going to ask you if you think you might be ready for H&S.  Here’s what to think of:Talking Points:Community interest is important to bring people to the tableInterest may be a specific issue or a general desire to define community’s identity/futureIf a specific issue, be careful that it doesn’t take over your process. You may want to spend some upfront time closing that issue and developing and messaging about how this process will complement/inform decisions on that issue but will be broader than thatExamples:Galesburg, IL, has been struggling to define its own identity and direction since Maytag, its major employer, left the city over a decade ago, leaving many jobless and bitter and hopeless about the city itself (bumper stickers read: “last one out, turn out the lights”). Interest comes from many sources – what is yours? What makes this the right time for you?  When asked “what is Cortez, how would you describe it?” Cortez, CO, residents could only say what it wasn’t, not what it was. When a community needs some sense of what it wants to be, collectively – that’s also community interest.  LeadershipTrusted, accessible, and responsive Formal and informal leaders embracedEncourage community participationResources availableRelationshipsRelationships are at the heart of the Heart & Soul approach. Positive experience working together across different interest groups is a plus to begin with. If trust is limited across these groups, you will face challenges in the process. It is not impossible to overcome this – as shown in several communities we have worked with – but you need to account for these issues in your project design. You may also be able begin making these connections before beginning the official project. LEANNE: These talking points seem to cover only #1 about community interest. Do you plan to add more?
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Video Biddeford economic development



NEXT STEPS & RESOURCES 
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Resources – hand out – Caitlyn can you put together something from Community Matters Partners?  Field guides…Tell them of the May 28th webinar – Things you could start on tomorrow:Here are five things you can do today: 1.  Start noticing who and what makes up your community.  Go outside of your usual patterns:Drive a different way home to check out new neighborhoods.Take a walk during lunch hour and observe your surroundings.  Notice the sidewalks, buildings, trees, houses, green spaces, a river or other natural features and consider whether they benefit your community or detract from it.2.  Step out of your comfort zone:Sincerely compliment a stranger.Ride the bus (if you don’t already—if so, a different line) and do some people watching.Go to an event such as a festival or game dinner that you have never experienced.  Who is there you’ve never met? Do you run into friends you haven’t seen in months or even years? Did you feel welcome?3.  Start noticing how the people in your community fall into different groups, clubs, and faith based organizations, etc. Observe how and if they interact and communicate.4.  Invite your friends and/or colleagues to coffee (or even an adult beverage) to learn what they love about where they live and how they'd like to make it better.5. Download the free Community Heart & Soul Field Guide! http://fieldguide.orton.org/main-sign-up2
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