III. The AID Process

The Assistance for Impact Delegation Team or AID Team is a collaborative group of key non-profit, government, and private sector leaders charged to create a revitalization plan and deliver services and resources to the target area residents.  

 The AID Team Coordinator 

1. The Right Person for the Right Job

When looking for an AID coordinator, you should find someone that is well respected in the community, knows the city and local leaders, and has excellent presentation, writing, organizational, and interpersonal skills.  If possible, this person should also have experience in convening executive business discussion meetings and in drafting grants.  

Once the AID coordinator is identified, this person should use those skills to recruit members as well as draft and implement the Revitalization Plan.  The AID Coordinator will be a member of the local Weed and Seed staff with managerial experience and will possess a working knowledge of the target zone.  The AID Coordinator will also be familiar with the operations of local government, the local business community, and the community-based and nonprofit organizations operating in the target zone.  The primary role of the AID Coordinator will be to assist in identifying the members of the local AID Team, and also to coordinate and also to facilitate the AID Team’s work and meetings in developing the Revitalization Plan.  The AID coordinator will also be responsible to work with the AID Team to develop a vision statement and identify critical variables.  Consistent with the adopted vision, the AID Coordinator will facilitate and maintain records and reports of the AID Team’s activities.  The AID Coordinator will also represent the AID Team at regular project coordinating committee meetings.


2. Recruiting Members

Recruiting members for the AID Team is one of the most important steps in the entire Weed and Seed process.  The recruitment process should begin immediately before or immediately after the launch of the site, which is occasioned by the arrival of the Governor announcing the opening of the site.  This time frame is important for two reasons; first, the longer recruitment is delayed - the more time before results can be realized. Second, there will be a tremendous amount of energy and excitement at this point in time and that momentum can be used to draw in people to start the initiative.  

Although there are many different ways to recruit AID Team Members, the AID Team Coordinator or the Program Director should be the one to initiate the recruitment.  Some sites have found success in sending out letters of invitation to targeted leaders and organizations.  Other sites have made personal calls or have had meetings with those that could be potential members.  It is also possible to use the existing political structure, such as the mayor or county commissioners, to make phone calls or to set up initial meetings.  

No matter how the individual or organization is contacted, the information conveyed should be the same.  The AID Team Coordinator or Program Director should explain the Weed and Seed initiative and revitalization process and that the commitment during the planning process could be up to five months.  The potential member should also be made aware that the AID Team will meet as often as twice a month and subcommittees will meet even more frequently in the planning stage.  However, during the Plan implementation stage, the AID Team will meet less frequently.  


3. Who to Include

One of the most critical factors toward the sustained success of the Weed and Seed process is the composition of the AID Team.  The membership of the AID Team needs to be inclusive of all key leaders in and around the targeted area.  Members should be targeted from key nonprofit, government, and private sector organizations.  The members should be able to offer leadership, technical assistance, and be able to leverage resource support for the initiatives.  The following are examples of organizations that members of AID Teams belong to:

Organizations that are common to most sites

· Local Colleges and Universities

· Local Chapter of United Way

· Local Hospitals

· City and County officials, including the Mayor, City Council, County Commissioners, District Attorney, District Justices, and local state representatives

· Churches and other faith-based organizations

· Local schools, both public and private

· Local Chamber of Commerce

· Local Boys and Girls Club

· Local Communities that Care

Ideally, the AID Team should have between 25-40 members.  The AID Team needs enough members to be able to lead the subcommittees and complete the work.  However, if there are too many members the Team may be more difficult to manage.   
AID Team Work

After assembling the AID Team, the AID or Seed coordinator should work with the state Weed and Seed director to hold an AID Team orientation.  The state director will give presentations to the AID Team on Weed and Seed as an initiative as well as the revitalization planning process.  At this meeting or soon after, the AID or Seed coordinators may propose a mission and a vision statement for the Team.  Out of this first meeting the coordinator should also develop procedures and protocols for the efficient management of the Team.


 The First Meeting

The director of the Weed and Seed initiative will give a PowerPoint presentation on the revitalization process at the first meeting.  Basically, the Revitalization Plan is how the AID Team plans to bring their vision to fruition.  This PowerPoint presentation is an effective guide and blueprint to follow and should be referenced throughout the planning process.  The revitalization planning process should include the following areas:

· Visioning 

· Identifying Critical Variables

· Mapping the Critical Variables

· Benchmarking the Critical Variables

· Systemic Connections

· Asset Mapping

· Resource Delivery


i. Vision
One of the first duties of the AID Team is to define its vision for successful revitalization of the target area.  The purpose of the vision statement is to identify the goal that is to be achieved and to focus the efforts of the Team. 

The visioning process is conducted by holding meetings with the AID Team.  The coordinator should work to help the Team articulate a shared vision for the future of the community.  The AID Team coordinator can then synthesize this vision into a vision statement for review, refinement, and adoption by the full AID Team.  

The vision statement should be a short statement of what the target area will be like after revitalization.  This is contrasted to a mission statement, which is a statement of how and through what means you plan to realize that vision.  The following are examples of vision statements created by AID Teams.  All of the examples include elements of vision statements, although some are an amalgamation of vision and mission statements.   

ii. Procedures and Protocols 

Every successful group must have procedures and protocols, especially a group the size of the AID Team.  However, overly complex rules may make the Team into more of a bureaucracy and actually hinder progress.  The number and complexity of procedures depends on how formal you want to make the AID Team.  The rules should allow for the maximum amount of participation with a minimal amount of encumbrance.  You can use outside procedures such as Robert’s Rules of Order or you could create your own procedures using the following strategies.  

· Develop a specific time for public comment in each meeting

· Develop procedures for approving different aspects of the plan

· Develop procedures for operation of the meetings, such as opening and adjournment of the meetings

· Develop rules for attendance and absences and the consequences for those absences

· Develop rules for proxy membership and whether you will accept proxy membership

For example you may have a rule which states that AID Team members cannot miss more than two consecutive meetings nor more than five meetings in the year.  If the member does miss more than the allotted absences, the member can be removed from the AID Team at the discretion of the Team on a two-thirds vote.  You may also want a rule that allows for members to attend a meeting by proxy, however, you may want to limit the proxy for issues such as voting.  

These procedures and protocols are important to the orderly administration of a meeting and must be in place to allow members to know what is expected of them.  However, when you create your rules, you should always allow room for flexibility and discretion.  Not all of the rules need to be written, but all members should be aware of the rules.  

2. Subsequent Meetings

In the following meetings the next job of the AID Team is to identify and map the critical variables for your community.  Critical variables are the measurable social and economic factors in the community that impact the quality of life.  The variables identified should be the ones the AID Team believes can be improved and can be measured to see if they have improved.  After the variables have been identified, a subcommittee needs to be formed for each variable. The following is a list of what other sites have seen as critical variables in their communities.  

The AID Team should be broken down into subcommittees each representing a critical variable.  Each subcommittee will then be responsible for collecting data, assessing resources for that particular area, and drafting their portion of the revitalization plan.  

There should be a chairperson to run each subcommittee and to guide its process toward the vision of the AID Team.  This chairperson should be appointed by the AID coordinator.  The AID coordinator could contact the individual before he or she is selected as a chairperson to see if he or she is willing to under take the responsibility.  The chairperson will then be responsible for organizing, recruiting, convening, and reporting on the work of the subcommittee.  The subcommittees can and should recruit members from the AID Team, TALL Team, and other people from the community who are experts in that subject area.

3. Subcommittees: Roles and Responsibilities

Once the critical variables are identified, the subcommittees’ work begins.  The subcommittees are responsible for creating their part of the revitalization plan.   

i. Data Collection

Even though the vision has been completed for the AID Team by this time, each subcommittee is responsible for further developing its own vision.  This may also mean changing or modifying the already existing shared vision of the Team if needed.   

The subcommittees must then find data to benchmark the critical variables.  This includes two questions.  The first query is what data needs to be collected and the second is where to get that data.  The data should be compiled to assess the strengths and weaknesses of the target area.  The initial data, including the initial data trends will serve as a benchmark for future progress.  Current data is useful, but data trends over several years can show a more meaningful picture and can be used to more effectively show progress.  Therefore, you should always try to collect data trends from the past few years.  The following are examples of data that may need to be collected for the critical variables:

Crime and Violence

- Total crime rates; adult and juvenile

- Drug and gun crime percentage

- Crimes against minors

- Perceived availability; guns, drugs, and     

  alcohol

- Truants

- Underage liquor violations

- Juvenile courts

- Type and number of juvenile crimes

- Number of nuisance bars and identified 

  drug houses

Housing 

- Home sales

- Vacancy rate

- School district mobility

- Churches/faith-based organizations

- Homeless

- Rental properties

- Blighted properties

- Low-income housing units

Employment/Economic Development

- Poverty Level

- Unemployment rate

- WIC/AFDC recipients

- Female heads of household

- Area business; size, number, number failed

Education

- 8th Grade Retention

- Class size

- Out of School Suspensions

- Dropouts

- G.E.D.

- Recreational Space

- Non-Degree Residents

- High School Degree Recipients

- Attendance

- Student Pregnancy Rate

Public Health

- Drug/alcohol treatment; adult and minor

- Hospitalization; child abuse/neglect, 

  domestic violence, drug/alcohol

- Pregnancy; mother addiction, infant 

  addiction, unwed mothers, teen mothers, 

  low birth weight, infant mortality

- Overdose death; adult and minor

ii. Sources of Data
There are many different sources from which you can find the needed data.  The following are some of the sources that have been helpful in the past:

· Crime statistics can be obtained through the Pennsylvania Uniform Crime Report (UCR), which is compiled by local law enforcement and is centralized at the Pennsylvania State Police.  http://ucr.psp.state.pa.us/UCR/ComMain.asp  

· Housing and population data can be obtained through census track data that is kept on a county level.  

http://sites.state.pa.us/govlocal.html 

http://govinfo.library.orst.edu/cgi-bin/usaco-state?Pennsylvania 

· The Department of Health compiles a vital statistics report that may be useful.  

http://webserver.health.state.pa.us/health/cwp/view.asp?a=175&Q=228721 

· Most educational data is contained in the Pennsylvania Department of Education School Profile.

http://www.pde.state.pa.us/k12/taxonomy/taxonomy.asp?DLN=3457&k12Nav=

· Some information can also be obtained through the Communities That Care site prevention plan.

The data that will be most significant will be that data that is broken down for the target area and not just for the larger city or county.  Local law enforcement agencies usually perform crime mapping, which is a break down of crime by neighborhoods and blocks.  Some cities will also track social variables for the city in a similar manner.  If no target area-specific information is available, you can rely on the expertise of the AID Team or subcommittee.  The members of these groups have been living and working in and around this area; these members do have enough experience and expertise to know what is a problem in that particular target area.  For example if the poverty level is found to be high for the entire city, the experience of the group may be that the poverty level is particularly aggravated in the target area.



iii. Systems Analysis

The subcommittee may then want to identify subcategories of the critical variable and map the systemic connections.   The subcategories are those factors within the critical variable that affect the critical variable.  For example if the critical variable is crime and violence, subcategories may be juvenile crimes, violent crimes, or vandalism.  The mapping process consists of looking at the relationship and systemic connections of the different variables and how they interrelate.  This would include mapping the critical variables and the subcategories of those critical variables.  Look at both the positive and negative connections of the variables and explore how they potentially impact each other.  The following are examples of systemic connections observed during the mapping process:


- Building effective parents and strong families supports mental and physical health of 

   the community.


- Increasing mental health supports education and the development of skills.


- Increasing employment supports entrepreneurship and economic development.


- Increasing entrepreneurship and economic development supports housing and recreation 

  objectives.

- Increasing success in housing, recreation, economic development, employment and 

  education supports parenting and strengthens families.



iv. Asset Mapping 
The next step is for the subcommittee to map the assets the community already has that can be employed to achieve the desired goal.  Without mapping the assets that are already available, the AID Team may be trying to reinvent the wheel.  Once resource assessment is complete, the Team can get a better sense of the needs of the community.  This process is needed so that new programs are not in competition with already existing programs; it may be more efficient to enhance the existing program.  When asset mapping, remember to look for what resources are available, who provides them, their capacity, function, and what services they provide.  The following is an example of asset mapping:











       v.  Bridging the Gap 

The final piece to the planning process is bridging the gap. The subcommittees should create specific recommendations for the use of the state and local resources.  This would include short term, medium term and long term recommendations.  The recommendations could be to enhance programs that are already in existence or to create new programs.  The following is a list of examples:

· If the goal is to increase entrepreneurship, then a recommendation may be to create a Micro-Enterprise Partnership that would provide training and financial assistance.

· If the goal is to slow the school drop out rate, then a recommendation may be to partner with Big Brothers Big Sisters to increase a community based mentoring program.

· If the goal is to lower crime in the target area, then a recommendation may be to create a community policing center.

vi.  Subcommittee Meetings

Subcommittee meetings should be held at regular times.  During the first stages of the process, the subcommittee will probably need to meet as often as twice a week.  The meetings should be run similar to the AID Team meetings, although each subcommittee can create their own procedures and protocols.  The work of the subcommittee is a function of the people on the subcommittee.  If the subcommittee has the right people on it, the subcommittee should be able to leverage the assets it needs to complete its work.

All information obtained by the subcommittees should be reported at the AID Team meetings and should be reported to the AID Team coordinator in writing.  The AID coordinator should know the schedule of all subcommittees meetings and should make every effort to attend those meetings.  The AID coordinator should also assist the subcommittee chairs in organizing and drafting meeting notes and other communications.  


4. Writing and Editing the Revitalization Plan

After all the information is pulled together, it is time to start drafting the Revitalization Plan.  Either the AID Team coordinator can be the principal author of the Revitalization Plan, or the Subcommittees can be the principal authors of their segment of the plan and have the AID Team coordinator edit and bring together the entire Plan.  While the Plan is being drafted, the AID Team coordinator should be in contact with the state Weed and Seed staff, which can provide technical assistance in drafting.  The state Weed and Seed program often has local law interns and graduate students that can aid in drafting or editing the Plan.  

The Revitalization Plan should include the following sections: Introduction/Background, Community Profile, Weed and Seed Structure, The Plan, Asset Mapping, Resource Requests, and any additional information that is deemed to be important.  These sections are suggestions and, therefore, can be moved around or entirely changed to meet your needs.  

The Introduction/Background section should include a general introduction and the history of the community.  This could include a discussion of what led the community to be in the state that it is in currently. 

The Community Profile section is where you put all of the data you have been collecting.  You can discuss the problems of the community and the data trends the AID Team has found.  

The Weed and Seed Structure would include a discussion of the program structure, the different teams and committees, their roles, and a list of the participants.  The list of participants could be included in an addendum.  This section can also include an overview of the Weed and Seed program and Weed and Seed as applied to your community.  

The Plan section could include the parts of the Revitalization Plan that have been worked on by the AID Team.  You can start with the vision statement for the AID Team and then move into a breakdown of the different subcommittees.  Under each subcommittee, you should identify the individual mission or vision statement for the subcommittee, the critical variable, objectives of the subcommittee, the data that was assessed, the resources available in the community to meet the goals, and any recommendations the subcommittee may have.   

The Asset Mapping section would include a breakdown of all the resources of the community.  For each asset or resource, you should state the organization, the purpose of that organization, the services or programs provided, the area serviced, the staff and other resources of the organization, what the organization can do to further the implementation of the Revitalization Plan, and contact information for the organization.

The Resource Requests section would include the specific programs and projects that were deemed to be important and viable in the subcommittees “bridging the gap” phase.  This would include the specific programs, what resources are available, what resources are needed, and a rough time line of when the programs would be initiated.  

The Revitalization Plan should also include any other information that is deemed to be important.  This may include a mapping of the critical variable, a time line for implementation, any brochures that are important to the Plan, a map of the target area, or any document that was relied upon in the drafting of the Revitalization Plan.













Crime and Violence: Service Provider Data





Police officers/Community Policing Stations


Hours of service (week/month)


Function





Police Protection


Non-peak/peak


crime hours





Officers assigned to high school DARE, SRO, Truant





School-based organizations 


Anti-crime 


Anti-drug 


Anti-alcohol





Town Watch Activity Groups and Membership


Frequency and Type Interaction with PD
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