











offsetting impact benefit. Not all houses can produce this benefit and the

acquisition should focus on those that do.

This was a program that initially focused on facilitating development of
properties by homeowners rather than by CNE. This component was

designed to minimize the risk of developing the properties. The focus was

on providing a loan for acquisition and rehab for a new homeowner. The
risk here was a marketing risk — trying to find a buyer who wanted to

undertake a major rehab. Any group that wants to replicate this has to be

fairly savvy in understanding who their target market is and how to
promote these buildings successfully. As the program expanded into
neighborhoods viewed as riskier, the buildings and lots were either
developed by CNE, other non-profits, and in some cases private
developers.

The Buy-Hold Fund demonstrates just how important the control of key
buildings and parcels of land is to a revitalization effort. The use of the
Buy-Hold Fund is credited with moving the original four neighborhoods
over the tipping point where they are experiencing substantial levels of
new investment and incumbent upgrading.
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Winning Strategies in Neighborhood Revitalization

Belair-Edison Neighborhoods Inc. Building on Neighborhood
Assets Through Community Projects

Information About Organization:

Name: Belair-Edison Neighborhoods Inc.
Address: 3412 Belair Road

Baltimore, Maryland 21213
Contact: Barbara Aylesworth

Executive Director

Phone: (410) 485-8422
Fax: (410) 485-0728
E-mail Neighborhoods@Belair-Edison.org

Web Site: www.belair-edison.org

Qutcome:

Building on neighborhood assets is a key ingredient in any revitalization strategy.
The experience of Belair-Edison Neighborhoods Inc. illustrates how an
organization can use a range of special projects to reinforce the positive
elements in a community.

Background:

Belair-Edison Neighborhoods Inc. is a non-profit working in Northeast Baltimore.
It is a fairly large neighborhood, with close to 7,000 households and a major
recreational facility- Herring Run Park.

The community organization had traditionally operated in a reactive mode.
Neighbors would come in and make complaints and the organization would call
the appropriate city department to get action. This mode of operation began to
change when the organization became part of the Healthy Neighborhoods
Initiative in Baltimore. The Healthy Neighborhoods Initiative, pulled together
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under the leadership of several Baltimore foundations, focused on developing
neighborhood leadership around positive community projects and stabilizing real
estate values.

Participation in the Healthy Neighborhoods Initiative helped the local organization
change their approach. Rather than be reactive to neighbor’'s complaints, the
organization asked what people were willing to do about the problems that
concerned them. Residents were encouraged to reach out to other like-minded
neighbors on their blocks and convene them for a block meeting. Rather than
deploy limited staff resources to follow up on neighbor complaints, staff focused
on organizing neighbors at the block level to work together to solve problems and
make their blocks better.

The organization moved dramatically from a reactive to a proactive organization.
The projects described in this case study illustrate the range of ways the
organization developed leaders and increased the focus on neighborhood
assets.

Components

The Ice Cream Social. Building on the principle that people can’t help but be
positive when ice cream is involved, Belair-Edison began to sponsor ice cream
socials in the neighborhood. A number of people wanted to do clean-ups and
address specific problems. They were encouraged to organize an ice cream
social on their block. These new block leaders were provided with dry ice, a
couple of tubs of ice cream, and a table they could set up on the block. The Ice
Cream Social was a vehicle to surface neighbors, get them involved in the block
organization, and find those neighbors that wanted to play a bigger role in
problem solving.

The Ice Cream Socials were held in conjunction with the National Night Out to
Fight Crime, which Belair-Edison changed to Night Out to Meet Your Neighbors.
Neighbors were encouraged to turn their house lights on and participate in the
event.

The genius of the Ice Cream Social was to use a positive, fun event to get
neighbors together. Many times groups start having meetings that focus on
problems and after a short time leaders burn out and actions dissipate. The
principle of the Ice Cream Social was to recognize the first key step is to get
people knowing each other and to enable people with the same set of values to
work together to make their block better.

Pick Your Neighbor Parties. This event addressed local residents concerns
about increased investor purchases of single family homes and the flipping of
properties by investors. It helped empower people to begin to exercise some
influence on the local real estate market. As an organizing strategy it shifted
neighbor’'s complaints about for-sale houses and investors buying them for rental
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to getting neighbors focused on using their relationships with friends and family
to bring in new homeowners.

The basic idea was to work with local realtors in hosting an open house on for-
sale properties. Belair-Edison Neighborhoods Inc. would contact the listing agent
and offer to host an open house for the property, supplying some refreshments
and generating visitors. The organization would then encourage neighbors on the
block to invite their friends, family, and co-workers to the open house and to
attend it themselves. In addition the open house would be publicized in the
neighborhood newsletter which had a circulation of over 6500. Sometimes Belair-
Edison staff would prepare a rough scope of work showing how improvements
could be made in the property and financed with a special Healthy
Neighborhoods loan. These were very successful events in drawing new buyers
to the neighborhood.

Movies in the Park. The Movies in the Park event in Belair-Edison was one of
the first in Baltimore. The idea behind it was to create a venue for families to
enjoy being in Herring Run Park. Since Herring Run Park was the
neighborhood’s biggest asset, it could provide a vehicle to get people together.

There was an old park equipment shed that had a significant amount of wall
space upon which a film could be projected. The Belair-Edison organization
rented a generator for power and a popcorn machine and showed movies on
DVD against the wall. This event was done four times a year. It was enormously
successful in bringing people together and was replicated in a number of
Baltimore parks

Bow Wow Pow Wow. Another event related to promoting Herring Run Park as a
neighborhood asset was the Bow Wow Pow Wow. Recognizing the
neighborhood had a lot of dog owners, Belair-Edison Neighborhoods Inc.
sponsored a dog event — a dog parade through the park. The dog walk was
coupled with a number of dog-related contests. This again was a way of bringing
neighbors together and getting people familiar with the walking paths in Herring
Run Park.

Rehabber’s Pot Luck. This simple event was a progressive dinner among a
group of teachers who purchased HUD homes under a special program where
teachers could purchase these homes at a reduced rate. These teachers were
also using a special loan from Belair Edison Neighborhoods Inc. to carry out the
rehab on these properties. The fundamental idea here was to highlight the
neighborhood asset of homeowners doing improvements and to get people
together who shared the challenge of remodeling an older home.

People who were rehabbing would agree to prepare a dish (e.g. appetizer, main
course, dessert) and people would visit the homes and eat. This gave people
who were either doing a rehab or contemplating a rehab a chance to meet other
like-minded neighbors going through the same experience. It gave people an
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opportunity to see other work and share information about contractors and
suppliers.

Once again Belair-Edison Neighborhood’s Inc. saw an asset — people fixing up —
and figured out a way to leverage that asset to get people more engaged with
each other. It also provided a way to signify that there was a value in rehabbing
your home — that other people were doing it and you could, too — and it took
some of the fear out of the process. The monthly dinners helped create a culture
of home improvement and positive investment in the neighborhood.

The “BelHair-Edison Health, Wellness, and Beauty Festival.” The
commercial district in Belair-Edison had a high concentration of hair and beauty
salons. While some saw this concentration as a negative the organization saw a
way to turn it into a positive by focusing a neighborhood festival around the ideas
of health and beauty.

Neighborhood festivals are ubiquitous in Baltimore and there is always a
challenge to find the right angle that can make a local festival stand out. The
concentration of businesses related to hair care and beauty offered an
opportunity to create an event where people could come together around
personal care and to have fun at the same time.

Results

These activities engaged hundreds of people and helped create an image for
Belair-Edison as a great neighborhood. The organization saw housing values rise
steadily over the past two years and saw the number of for-sale homes decline
by almost half.

Lessons Learned:

There are several key lessons that can be learned from the experiences of
Belair-Edison in carrying out these projects.

¢ Neighborhoods decline when somebody stops doing something and
other neighbors follow suit. This may be letting one’s grass grow longer
than others or not painting the porch. These individual decisions add up
and make neighborhoods vulnerable as people start to lose confidence.
The key ingredient in reversing this is to get people doing positive things
that can start to restore confidence in the future of the neighborhood.

¢ Neighborhoods that are not in trouble usually organize around
positives. The challenge is to organize in the same way in
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neighborhoods that are often seen as troubled. Belair-Edison, like
many neighborhoods can often be looked at as a problem place. In
attempting to revitalize the neighborhood it is essential to focus on building
up neighborhood assets so that these assets, rather than neighborhood
negatives begin to define the neighborhood.

It is important to move from reacting to problems as an
organizational style to getting neighbors to take action. This is a key
principle in organizing and it was put into play in Belair-Edison. Activities
like the Ice Cream Socials and the Pick Your Neighbor Parties were efforts
to get neighbors more actively engaged in neighborhood self-
management.

There are always more positive people than negative people. \When
neighbors came into the office to complain they were encouraged to find
other neighbors who wanted to be positive forces for their block and they
could usually find people who shared their concerns and wanted to do
something.

Actions by neighbors are directly related to property values. The
organizers often made the point that when people stopped investing in the
care and upkeep of their properties or were letting undesirable new
owners purchase, they were, in effect, throwing money away. Every action
neighbors took had something to do with the stability of their property
values.
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Winning Strategies in Neighborhood Revitalization

Neighborhoods Inc. of Hammond Best House on the Block
Contest®

Information About Organization

Name: Neighborhoods Inc. of Hammond

Address: 6340 Kennedy Avenue
Hammond, Indiana 46323

Contact: Keith Speaks

Executive Director

Phone: (219) 844-1876

Fax: (219) 844-3275

E-mail: webmaster@neighborhoodsinc.com
Outcome:

The Neighborhoods Inc. Best House on the Block Contest® is a simple, effective
mechanism for generating curb appeal improvements and stimulating community
pride. It has been successful in generating a “buzz” about home improvement
and in leveraging private resources to improve the look of the neighborhood.

Background:

Neighborhoods Inc. of Hammond, Indiana (NI), is a non-profit community
development corporation in operation since 1998, whose mission is improving
neighborhoods in the Calumet region of Indiana and lllinois. NI makes housing
rehab loans, organizes community activities, and undertakes projects that
enhance neighborhood stability.

In 2002, NI held a “Meadows in Bloom” landscaping contest in Hammond’s
Meadows neighborhood that drew 14 participants resulting in $12,000 in
improvements with a $900 cash outlay. NI discovered that a competitive
improvement contest generates widespread participation. Previously, NI
coordinated holiday decorating contests in the State Line area of Hammond and
Calumet City. The results of these projects indicated that the same concept
might work in a competitive contest for curb appeal improvements.
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In spring 2003, homeowners in three Hammond neighborhoods were invited to
enter the NI Best House on the Block Contest® which offered prizes of $100-
$1,000 to the top five entrants in each neighborhood. Winners were selected
based on the impact of exterior improvements made to each home. All entrants
received at least $50 and a chance to win a valuable door prize at an awards
ceremony.

Components:
Component parts of the “Best House on the Block Contest’® are straightforward:

Identifying the project area. This is done by the sponsoring entity with
influential NI input. Project areas range from 200 to 2,000 houses.

Direct mail approach and response. Contestants are identified through as
many as three direct mail shots. The direct mail strategy was developed by Keith
Speaks, Executive Director of NI, who has substantial private sector experience
designing direct mail campaigns. Direct mail generated a significant response.

The homeowners mailing includes a contest entry form. NI staff then
photographs the home of each entrant to document its original look.

Project period & staff consultation. NI provides a 2-hour consult to give the
homeowner ideas about how curb appeal can be effectively improved and to plan
the project. Each contestant usually has 5-6 months from the application
deadline to complete their project.

Award ceremony. The evening celebratory award ceremony includes
contestants, friends and family, contest sponsors, NI board members and staff
and local media. Door prizes are given and food is provided. Winners are
announced and cash prizes given. Winners are often ecstatic and the event
creates a substantial “buzz”.

Evaluation. Participants are required to answer a survey that indicates how
much they spent, where they purchased materials and/or services and other
data. This data is analyzed to determine the total dollar amount of improvement
and the business generated for local businesses. This data is important in
gaining support for subsequent contests.

Determination of project costs. As NI has received requests to replicate this
contest, it is important for the inquiring organization to know what it costs to
deliver the project so that those costs can be recovered from sponsoring entities.
Costs include printing and postage, staff time, mileage reimbursement, etc.
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Results:

The project yielded overwhelming results in terms of impact and leverage.
Investment of about $12,000 in cash prizes yielded nearly $265,000 in curb
appeal upgrades on 65 houses ranging from $800-$20,000. NI staff documented
the number of households that improved their property, but didn’t enter the
contest. This information was procured from contest entrants, so it reflects only
projects they personally knew of. There were two more improvements per
entrant. So, almost 200 homes were improved during this contest. Tens of
thousands of motorists, neighbors, business people, and visitors saw dozens of
NI's “Contest Entrant” signs. Other local governments and businesses began to
approach NI about replicating the project. As a result, NI has contracted to
deliver the contest in two adjoining municipalities — Calumet City, lllinois and
Highland, Indiana. Five other communities have shown interest in this program.

Lessons:

The experience of developing and implementing the NI Best House on the Block
Contest® has taught NI some valuable lessons:

Motivation produces results. Even small prizes create a
heightened interest among neighbors to make improvements.
When neighbors see “Contest Entrant” signs they often call NI to
get more information and enter the contest. Entrants see other
entrant’s signs and this often results in friendly competition, which
causes more improvements than entrants originally plan for. Even
people living outside the contest area make improvements when
they see these signs.

Direct mail can be effective. Because of the Executive Director’s
experience the mailings were well designed and effective. Specific,
proven direct mail techniques can yield good results.

Sponsors get many benefits. The contest concept is easily
understood and sponsor municipalities or companies all received
praise from participants and the media.

People enjoy this. This contest is really about making home
improvement a fun activity. Of particular value is the awards
ceremony to which contest participants bring friends and neighbors.

Awards are based on the impact of improvement and not on
how much money was spent. Photos taken by staff early and
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after the process document the impact. Highland, Indiana posts
before and after shots on its website that show what can be done in
that community.

¢ Scientific and consistent evaluation is key. Developing a
disciplined system to determine the value of improvements and
other “ripple effect” work helps NI calculate economic and physical
impacts. This helps get support from municipal and business
sSponsors.

Please note that the name NI Best House on the Block Contest® is registered in
the U.S. Patent Office. Permission to use this name must be approved by
Neighborhoods Inc.
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Winning Strategies in Neighborhood Revitalization

Fairmount Community Development Corporation Internship
Program

Information About Organization:
Name: Fairmount Community Development Corporation
Address: 2206 Fairmount Avenue
Philadelphia, Pennsylvania 19130
Contact: Carrie Powell

Project Coordinator

Phone: (215) 232-4766

Fax: (215) 235-2608

E-mail: Carrie@FairmountCDC.org
Qutcome:

Many neighborhood organizations utilize interns to assist them in carrying out
their work. Sometimes the internship experience can be a valuable one both for
the intern and the organization. But if not carefully planned, the internship can
feel like a make work exercise for the intern and miss the mark in adding value to
the organization. The experience of Fairmount CDC shows how effective
planning of the internship project and mentoring for the intern can be key in
insuring a valuable experience for both parties.

Background:

Fairmount Community Development Corporation works in North Philadelphia. A
small organization with only one full-time staff person, the CDC has had to be
very organized in utilizing volunteers and interns. Key to success has been a
clear work plan that covers the over-all activities of the organization and outlines
potential projects for interns and volunteers. This work plan provides a context to
effectively engage interns in meaningful activities.

As a Philadelphia organization, Fairmount CDC has access to students from the
University of Pennsylvania. The University has an organized work study plan that
helps support internships. The local organization pays 15% of the students
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stipend which is approximately $12.60 per hour, while the university pays the
balance through a work study grant. Most student interns have come from urban
planning, sociology, or public policy.

Components:

The key components in Fairmount CDC’s approach to the internship program are
as follows:

Providing interns a menu of work opportunities. The fact that Fairmount CDC
has a clearly structured work plan helps in providing specific, defined projects for
the interns

Orientation to the organization and to the neighborhood. Interns are
expected to spend their first week walking around the neighborhood, stopping
and visiting with local businesses in order to get a feel for the community. This
“walking around” time is valuable in grounding interns to the neighborhood
context. In addition, interns review the neighborhood plan and recent grant
applications the organization has submitted. This gives the intern an
understanding of the organization and its mission.

Early project planning with the Executive Director. After the first week the
Executive Director sits down with the intern to find out what excites them about
the organization and the neighborhood. The Director and the intern then plan the
project that will emerge during the intern’s tenure.

Expectations. One of the most important components of the intern program is
communicating the expectation that the intern is a project manager charged with
the responsibility to deliver whatever project is planned. While the intern meets
on a regular basis with the Executive Director, interns have a lot of leeway in
managing their projects. Some of the recent projects completed by interns have
been the development of a neighborhood newsletter, initial organizing work for a
business association, development of design guidelines for Fairmount Avenue( a
local commercial strip) using a template developed by the Philadelphia City
Planning Commission, and a fundraising plan for a local arts event.

Concluding the project. Near the end of the internship the intern and the
Executive Director identify any pieces of the project that have not yet been
completed so these remaining components can be managed either by another
intern or by a volunteer. This is an important step to insure that there is effective
follow-up and things are not dropped. The Executive Director also takes the
intern out to lunch at the end to evaluate the internship experience.

Results:
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Over the last three years the organization has effectively used six interns on
projects ranging from organizing a local business group to developing design
standards for rehab projects.

Lessons Learned:

There are several key lessons from the internship program at Fairmount CDC
that can be useful for other organizations hoping to maximize the value of their
internships.

o Develop and communicate a high level of expectations. At Fairmount
CDC interns are viewed as professionals responsible for managing their
time and their projects. They are also responsible for asking questions
when there is something they don’t understand or when they need
guidance. Clarity around expectations helps the intern have a more
meaningful work experience.

o Pick good, discrete projects. Given that an intern’s time is limited it is
essential they select projects that can be completed. This is also a factor
in motivating the intern. Many organizations often have these kinds of
discrete projects that often don’t get done. Carefully identifying these
projects in advance can create “low hanging fruit’ that can be successfully
be tackled by the intern.

o If the organization has certain standards they have to be made clear.
Such things like how to answer the phone, standards for written materials,
and accounting for time have to be made explicit for the intern.

o Projects delivered look good on the intern’s resume. Another reason
for discrete, doable projects is they are assets for the intern as they seek
full-time employment. Being able to produce a deliverable project can
enhance the intern’s project management skills and build self-confidence.

o Interns benefit from this experience. Because the work of the intern is
taken seriously and interns are expected to perform as professionals there
is a high level of satisfaction among interns who have worked at
Fairmount CDC.

47



