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Coordinator:
Welcome and thank you for standing by. At this time participant lines are in a listen only mode. To ask a question during the question and answer session please press star 1 on the touchtone phone.

Today’s conference is recorded. If you have any objections you may disconnect at this time.


I will now turn the meeting over to Ms. Tish Hall. You may begin.

Tish Hall:
Good afternoon this is Tish Hall, Project Officer with The Office of Adolescent Health. We would like to welcome you today to Community Engagement Working Together Toward a Shared Goal.

And I will now turn it over to our speakers.
Deborah Chilcoat:
Thanks Tish. Welcome everyone we want to take this opportunity to thank The Office of Adolescent Health and Administration on Children Youth and Families for inviting Healthy Team Network to share our knowledge and experience working to engage communities.


Healthy - a little bit about Healthy Team Network we’re a national non profit membership organization that connects professionals with one another in the field of adolescent reproductive health. We provide networking opportunities, training and technical assistance and resources that support you to make a difference in the lives and well being of teens and young families.


Every year Healthy Teen Network hosts the only national annual conference solely devoted to the issues of teen pregnancy, parenting and prevention. We invite you to learn more about this years conference, Bridging the Gender Divide Toward a Balanced Approach to Promoting Healthy Youth in Young Families. Which will be held October 11th through the 14th 2011 in Pittsburgh, Pennsylvania.


Please visit our Web site www.healthyteennetwork.org and click on the conferences link to learn more. We hope you can join us.


To tell you a little bit about ourselves this is Deb Chilcoat I’m the Training and Technical Assistance Manager with Healthy Teen Network. I’ve been with Healthy Network a little bit over three years now. And my primary goal is to provide professional development opportunities to the field of adolescent reproductive health professionals.


Prior to that I did education and training with Planned Parenthood of Maryland being able to share my knowledge about adolescence as well as teen pregnancy prevention strategies with the field - Mary Martha.

Mary Martha Wilson:
Hi everyone this is Mary Martha Wilson I am the Training Director at Healthy Teen Network. I’ve been working in the field for I don’t know, I don’t even want to say. But, since probably 1975. So my voice sounds much younger than I am. There you go.

Deborah Chilcoat:
Thanks Mary Martha. So for today’s 60 minute Webinar this is what we have in mind for our objective. Number one, to identify three action steps of project partners for supporting community initiatives.

Number two, define the difference between a project partner and a community stakeholder or advisor. And number three, to summarize the components of building and sustaining relationships with project partners and community stakeholders and advisors.


For today’s agenda the first thing that we’d like to share is what is the definition and how can we explain a little bit more of the concept related to community and community engagement.


Next we’re going to describe the action steps related to community engagement and then explore who is involved in the community engagement process. And then finally describe steps in building and sustaining a community engagement effort.


In order for us - the community members and practitioners to have a solid understanding of community engagement we really need to be using a common language and those common concepts.


So let’s take some time to review the terms and concepts that you - that will put you and your community on common ground.

First question is, what is community? Well honestly it depends on who you ask. If you ask a researcher or psychologist they may define it in a way that reflects their work or experience. But if you ask someone who is living in the community or is of community as we say, they may define it a little differently.


Nonetheless community is a complex and very fluid concept that is defined by an individual prospective and a systems view. The two interact constantly and can sometimes present challenges to understanding how we define community when targeting an engagement effort.


Within the context of this work community is being defined by the needs assessment data, geographic location and priority population.

Let’s take a look at the community level at the individual level. We need to know how someone may define whether they are identifying or belonging to a community. And some belong by choice, meaning that they voluntarily associate with a particular group. Or they may belong because an innate personal characteristic. Whether it be their age, their gender or their ethnicity.


They also share a common characteristic with others whether it be the geography meaning where they live, shared interest, values, experiences, culture or tradition.


But the one thing to keep in mind is someone may belong to more than one community at a time.


So for example someone may identify as belonging to the community of horticulturalist. However, others in the community would not consider themselves part of that community.


But others in the community may benefit from the work of the community of horticulturalist. Although not a part of the community of horticulturalist other in the area and through the beauty and the bounty and spring and summer along their local bike paths in their community or maybe an urban vegetable garden.


So although someone may belong because of innate personal characteristics, they may also belong because of common characteristics. Consider the community of youth. They share a common characteristic interest, age and experiences.


So I want you to think about a 16 year old that you know. You realize that their experience as a US citizen has been defined by the acts of September 11, 2001? They never really knew the world before the war on terror. So thinking about their prospective is very, very important.

So something else to think about with the community of youth. It is that their community who are innovative and creative and very technologically savvy.


So just to let you know if you have experience with technical difficulty during this presentation it probably would be best to call a team to troubleshoot the problem.


Something else to think about when talking about geography. In Baltimore like many cities throughout the country there is definitely a distinction between people who “Live in the City” and those who “Live in the Country”.


So even though the city and the county are - they share a boundary one of the things that is very important is that sometimes there can be (unintelligible) awards, you know, what is it like to be living in the city versus the county.

However, one thing that may be important to know is that they do still share a common characteristic. When we talk about if someone belongs to community keeping in mind that they could move also between communities. They could live in the city and work in the county or vice versa.


The one thing we need to be aware of is that we cannot identify what groups they necessarily belong to. It is the individual who identify which community they identify with.


Let’s look at the system level. From the systems prospective community really is composed of individuals and sectors where they are connected through a role a function or an activity.


So it could be school, it could be a faith organization, a recreation center even an organized activity or enterprise do they all frequent the same grocery store. And it also could be a connection via the government.


So for instance being a member of particular school or faith organization or attending a certain recreation center could define someone’s community. And of course our government and our individual relationship to that government is also being part of the community.


Sociologist believe that the success of the community is really dependent on each sector performing it’s function well. In our work it is essential for each of us to share the responsibility for keeping our youth healthy and avoiding challenging outcomes such as teen pregnancy.


The success is also dependent upon the dynamics of status and power and their role in the community. There are factors that will influence the community success.


Examples of this may include the flow of resources, who the must influential people are, what are the motivating factors of members of the community and what are the formal or informal authorities within the community.


So according to the CDC’s committee on community engagements document called Principles of Community Engagement. Community engagement is the process of working collaboratively with and through groups of people affiliated by geographic proximity, special interest, or similar situations to address issues affecting the well being of those people.

To continue it involves partnerships and coalitions that help mobilize resources and influence systems, change relationships among partners and serve as a catalyst for changing policies, programs and practices.


There actually is an art and science of community engagement. They continue by saying that community engagement draws upon evidence based practices from social sciences such as physiology, psychology anthropology, political science, organizational development, social work and many other social science research practices to inform the way we think about community engagement.


But we also need to give equal importance to the skills that apply to evidence based approaches to our practice. Practicing empathy, listening and building skills and relationships that are based upon mutual trust and care are essential for a successful community engagement initiative.


Clearly there are benefits to community engagement. It certainly broadens your program base of support, it leverages resources and expertise in the community, and it increases your programs influence to achieve it’s desired change.


And then also it improves prospects for program sustainability. Rather than having the organization sporadically come in and then have a short/long - short term relationship with the community. Having that element of sustainability is really key to having a successful initiative.


But there are certain things that you need to do before you get started. We call it gaining entry. Separation is critical to successful community in this engagement initiative.

So in order to gain entry here are a few things that you need to plan for. Who are you going to establish relationships with that might be active and interested in teen pregnancy prevention?
And this can be individuals and organization, but they better have a good history in the community.


You need to build trust with those individuals and organizations so that you can work from a foundation of mutual respect. So how will you do that? How will you build the trust?


You also need to think about who might be good leaders and who might play different roles. And which ones would be suitable.


These may be the same people as you identified earlier, but it may also be different folks in the community. For example, the mayor and others with leadership titles and others who they are leading even whether it be youth, parents, the community at large.


It’s important to understand who will be your leaders and your advocates. We also need to think about how will you identify your role in the community. Within the context of this project. How will you participate in the community?

And then what resources and capacities do you need to engage with the community effectively. In order just to sustain their interest over time until the goals are met.

And then in order to reach as many people as possible you cannot take sides. You always look at filling the gap that might exist rather than creating an us versus them structure. You could be seen as the mediator. But remaining neutral is essential.

And then thinking about the ethical standard both for your organization but also for possibly your credentialing agency. So what are the ethical standards for your personal as well as professional behavior?


For example, many times people will be asked to “Break Bread” and you may be asked to come to a barbecue to socialize and to meet people. And to make connections and definitely do some networking.


Absolutely consider going to the barbecue, however understand that you’re there as a representative of your organization and of this project. So you may not want to possibly engage in consuming alcoholic beverages to excess.

So thinking about how something very simple as this barbecue could either make or break your community engagement initiative.


And then finally making sure that this is a community driven process. Are there checks and balances so that the groups power isn’t centralized. And that things are not being forced upon the community so that it truly is a community wide initiative.


Mary Martha would you like to (unintelligible).

Mary Martha Wilson:
Yes, thanks Deb.

Deborah Chilcoat:
Sure.

Mary Martha Wilson:
So now to go through some of the actions steps the more concrete things that you need to do. I understand that many of you if not all of you have already been through many of these action steps.

So the following slides are more or less a review and you can compare your community engagement effort in promoting your pregnancy prevention programs and strategies with what we’re going to be talking about.


Okay let me see if I can get this - oh sorry, let me go through. All right, sorry took me a minute to figure that out. Okay, step number one is to conduct a thorough needs and resources assessment which I’m sure many of you have already done which includes of course collecting both quantitative and qualitative data.

Both are really important, both balance one another off. You need the demographic information that you collect form surveys and vital statistics and national data to be compared with your community data.


Remember that data is only as useful as it is compared to your own community.

And the qualitative data tells a story. And I’m going to be talking a bit about the importance of story telling here because it’s a fabulous way to make your data come alive and engage people in the community effort.

So the qualitative data which you gather through focus groups and interviews and observations give you the picture if you will of the quantitative data.


Before I move on to the next slide I just really want to say that the assessment that you have already done and that you continue to do is some people think that it’s never really completed. You can go on and on and on in collecting data and adding it to your assessment but at some point you have to stop because you’re going to lose members in your community - in your core group.


So the important thing to think about in terms of an assessment is that it’s your roadmap and it’s your biggest asset in galvanizing community support for your teen pregnancy prevention efforts.


And to make it easy you want to focus your assessment efforts on what you need to know. Not only the demographics but very specific behaviors related to sexual risk taking behaviors and those factors that influence those behaviors.


And if you collect this info you’ll have very specific assessment data that will help you select the right programs and strategies for your priority population.


So what is that information that you need about the individual? You need of course their age, gender, race and ethnicity the demographics if you will of the priority population that you’re going to be working with.


The sexual risk taking behavior information can be trickier to gather. And that’s where you look at the focus groups and the interviews and the observations and comparing your data to youth risk behavior survey information and that kind of thing.


But it’s critical that you collect information about those behaviors, how many people they are engaging with sex, if they are having - if they are having sex if they having protective sex or unprotective sex.


If possible the number of partners, the frequency with which they are engaging in sexual behavior. And of course those factors that either put them at risk of the sexual risk taking behaviors or protect them from those behaviors.


To continue on with the needs and resources assessment focusing on use is really critical. You want to take a look at the preexisting programs that are already there to support the youth that are - you know, what services are already in place, who are the youth serving organizations. What’s already out there in terms of programs, who are they serving, what are they doing and are they serving the youth well?


In terms of policies what kind of access do your young people have to sexuality education and to access preventive reproductive healthcare. And are their local pharmacies youth friendly, are the health clinics youth friendly? What are the clinical hours, what kind of transportation is their for young people to access services?

And in terms of community values it’s important to remember that individuals make up a community. Thus there are many values that come into play when it comes to providing excellent sexual reproductive health and teen pregnancy prevention services for al youth.


Is there a dominant value that you can identify through policies, through letters to the editor, the community backup or service and health organization.


Do you want to include certain key informants or groups of parents and youth, or local leaders to help educate and provide weight to your overall effort.


The important thing about this is that you want to include the voices of youth if you can. So identifying the needs for success - you want to identify the needs for success - for successful initiatives by answering the question where are the gaps in the community.


So by accessing both the youth in terms of their needs as well as their current state and also the current state of service delivery in your community you’ll be able to identify the gaps. And you’ll have a clear direction as well as a stronger case for your selective programs and strategies.


And we talked - we talked a bit about key informants and potential program champions. And Deb will talk more about this later in the Webinar. But it’s during this needs and resources assessment period that you’re able to identify potential champions to identify people who are the key informants in the community.


The people who you might have - that you might want to have really actively engage in your core group. Or somebody whose going to be able to help down the road with various elements of your program initiative.

The next thing is to share information about your program with the community. And sharing findings with the entire community invites investment and interest long term.


I’m sure many of you have both creative and concrete ways to publicize your assessment and program information. And it’s critical to do this. And by inviting early and long term investors you begin to build long term sustainability into your efforts.


It should be regular and routine activity at least monthly if you can. And you can decide who you are going - with whom you’re going to share your assessment information and your programmatic information.


Certainly with your core group of people on a very regular basis. This is of course builds mutual understanding and collaboration not only at the very beginning but as your program gets underway.

And it strengthens the reciprocity of relationship within your group and without - and also further on with people who are not necessarily part of your core group but who you’re going to want to engage with on a regular basis. It certainly leverages collective wisdom effort and support long term.

And let’s talk about different ways to do that. You can share information about your program in the community by telling a story of the initiative complete with the purpose and vision.

We have to remember that stories are more compelling than facts. And you want to create a story of your program and use it repeatedly so that it becomes familiar to people with whom you’re going to be working and whose support you’re going to need over time.


And other people will begin to recognize this story and be familiar with it and will own it as well. You all - and I said this a few times and I’ll probably keep saying it, but thinking about long term sustainability right from the start is a really smart thing to do.


Most people are visual learners, pictures and graphs tell more. So you want to present your results in simple compelling clear language using visuals and metaphors to illustrate the results of your program.

And that invites the audience to participate and you can model that by inviting them to ask questions, share their concerns and be prepared to answer those questions and concerns. The more informed you are the better.


So this is where your assessment data comes in really handy. The more you know about what the youth need the better you will be at answering and addressing the concerns and questions of the people with whom you need to support - from whom you need support.


How can you do that, how can you share this story of your program and the assessment verbally by going to a community meetings and setting up meetings, town hall style meetings.

You want to prepare the space in ways that really allow people to interact with one another. And see your visuals and your graphs. You want to be able to hear well, you want to create a safe space so that people will be able to feel comfortable asking questions.

And this is a really interesting and important way to build trust. Not only with your core group but with the other people with whom you want to work and gain their investment over time.


It’s fascinating to me how the room arrangement - this very simple concrete thing that you can do really invites people to participate or invites them to not ask questions and leave early.


So setting up your space when you have meetings so that you can talk informally about the story of your program, the needs of your youth and the inviting and trusting so that questions can be asked. And you can really engage with people in that way.

And in writing reporting out to - in terms of holding press conferences. Again, having participating in some kind of a community newsletter in terms of writing the story. Adding on occasion short stories maybe having the youth write some stories about their experiences in the programs.


There is so many different ways to do this. Social networking sites on Facebook and Twitter are obviously incredibly and increasingly important. And the more you can do this the more community engagement you’re going to get over time.


I just want to spend a minute on PhotoVoice because this is a really cool and innovative way to involve both youth and adults. And I’m sure some of you have done this and maybe with some - with greater or lesser success.


But because we’re visual learners and we love a good story PhotoVoice offers people a really creative way to talk through pictures and stories.


And essentially how this works is you give people a camera and let them go to town. PhotoVoice has been used extensively in the healthy start initiatives across the country. And those were the initiatives that I was first aware of where they were using PhotoVoice. Not only an assessment strategy but a way to gain community investment and also a way to evaluate the effectiveness of their program.


One really compelling thing that happened with PhotoVoice is that with the early healthy start initiatives they were giving women who were living in poor communities and poor neighborhoods cameras to take picture of where they were buying groceries within walking distance.


So the took pictures of the front of the markets during the day and during the night. And they took pictures of the produce section or lack of it in and the dairy section of the grocery store. And they took pictures of their walks too and from the market.


And as you might guess these pictures combined to tell remarkable story that really initiated larger amounts of state and federal dollars for infant and maternal health services.


You can be very creative with young people in particular in terms of giving them disposable cameras or really inexpensive cameras and asking them to take pictures of where they access reproductive health services.


You can be very creative - sorry, be very creative with this tool. You also want to share in terms of sharing information about your program with the community in closing that meeting you want to reiterate the vision and express the benefits of participating in your community initiative.

So that this is the important part you’re going to build ownership. And not only the process of how this program is being developed and how it’s being implemented, but also in the outcome since the program collects its outcome information over time.


Make sure that people understand the benefits and that they understand the outcomes in terms of changed behaviors and potential reduced rates of pregnancy birth, STI’s and also HIV.


You want to talk about how youth in your community deserved the best program possible. And how that impacts the future of the community.


You want to really inspire others to support the initiative and become involved if they can. And help them see that their involvement is a positive thing for the future community - for the future of the community.


And the Step Number 3 is to ask your community member to assist in your program. They are going to be many different layers of needs the program gets underway.


And this is where you can become more strategic and specific and Deb will talk about this later when she is talking about identifying key people in the roles their play.

But at this point you are identifying various community people who might help with program planning for a program expansion when the time comes. Especially if it’s going to be implemented in more schools or more community settings.

And overall marketing the benefits of the initiative by raising awareness of the program and informal networking sessions. And again using the social networking media to publicize your events and let people know. Remember engaging with the community means regular and ongoing communication.


So the various community networks that you know about that you can utilize to tell the story of your program to share information even to address some of the current concerns that you know are there and you want to address some in a more public manner.


So you’re going to be - where am I, building program support there are concrete tasks at hand. Funds will be a critical element for the sustainability of the program overall.


So you want to know who can help and the program setting is important. Where will the program take place, and who can assist with that especially as you begin to think about expansion.


And who will educate your community, who will become the program champions and who will become or maybe already is advocates for longer term systematic change.


You could tap into unknown sources of support. There are many parents and other invested people in communities who will be supportive given the opportunity. I have seen this happen again and again and it’s surprising and it’s very exciting when it does happen.


So be creative in terms of being able to tap into the expertise and the support that is probably out there in the community.


And shaping your community engagement effort who should be involved? There are many, many, many things to think about here. And you want to start to divide you stakeholders and partners in the broad community.


They need how to make - you need how to make - you need how to decide how to make decisions, how to involve people. Do you want to have it a broad based group or do you want to have it in terms of just identifying key informants to people who you might need and having them be invited to the core group only.


Do you want to be representative, influential and include those not traditionally asked to the table. There are many different ways to approach this and think about this.


Really has to know how well you know your community. And of course this will be determined by your own assessment of the community, your understanding of the values of the community, the size of the community you’re going to be working in, the size of your overall effort and many other things that impact community engagement.


You will of course want to have diverse people at the table with the kind of skills and knowledge and capacities that you know your going to need. We know that there are thinkers and there are doers and you need to have a balance of both even though that can be at times unwieldy to manage. And we’ll be talking about that later.


And a manageable size is really dependent upon the size of your initiative. If your community is small and your program is going to involve only you know, so many youth then you do not need to have a really large core group.

But you might need to have one conversely if your community is larger, your effort is bigger and involves a lot more setting for your program.


And finally the determinates of involvement have to do with the frequency of activities. You know, it’s one thing to be passionate about the community initiative but if you don’t have the time you need to be honest with yourself and with others.


So you’re going to meet once a month or less are you confident in what you need to know to be a benefit to the initiative. What resources do you have that can be brought to the initiatives and are their sufficient resources to keep you active. How flexible are you to be part of the process and how willing are you to share power.


And once you get the community - once you get into the community you might find that there are other barriers or competing interest that we’ll need to be addressed as you move forward.


But understand what’s needed to achieve the goal. You’re going to be able to meet the long term sustainable commitment of the people who are going to be in your core group to the initiative. And those are the people who you are going to be working with most closely.


So getting started you need to determine your meeting schedule and how you’re going to meet and how often you’re going to meet. Are all your meetings going to be in person, will some of them be online. Will you be meeting by conference call?


You’re going to need to define and assign the roles and responsibilities of everybody who is in your core group. And agree on who is going to provide your leadership roles.


You don’t need to have just one leader, you can be in a co-leader situation. But that person will need to be somebody who you work with well and who you trust.


And you need to agree on the decision making process. And this will come up frequently. You - and there is many, many ways to do this. But you need to be informed about these processes and confident about how to implement these processes.


So there is democratic process and you know, rules of meeting engagement and that kind of thing, building consensus and that kind of thing.


But you want to develop together your group rules and then most importantly use them. So Deb.

Deborah Chilcoat:
Great thanks Mary Martha. So Mary Martha has already started sharing a little bit about who is who in the community engagement initiative. But we need to make sure that these roles are clearly defined from the outset.


Role confusing can really derail a community engagement effort. So let’s talk about who is involved.


You’ll notice on this graphic that you have the project manager in the center. Then on the next outer ring is the project partner. And then the final outer ring is the community stakeholder and advisory group.

I want you to keep this graphic in mind as I describe what each of these roles will do and what they were responsible for doing as part of the community initiative.


First of all the project manager. This person really is responsible for coordinating and coaching the core project partner group and the stakeholder advisory group.


So they are involved at each of the levels. The coordinate the operational activities as well as really do facilitate the relationship building activities. They are going to coordinate the meetings, the events even the team building activities which will hopefully build cohesion among the group.


And then they are going to supervise any outreach staff, any education staff anyone who is going out into the community to really build these connections.


And then clearly they want to oversee the data collection and the analysis. And then have a very significant role primary role and the dissemination of that information with the community.


As Mary Martha was saying whether it be through writing or possibly through a meeting this person is going to be the person who really spearheads that initiative.


Next we have our project partner. This particular person shares resources as well as their knowledge and possibly staff members who will contribute to the community initiative.


These really do have a equal responsibility in this project to access. It is not exclusively on the project manager.

Typically they work with like minded individuals and are fully informed on the project benchmarks. And they understand how success is being laid out in the plan and achieved. And they are definitely a member of the core decision making group. That project partner group.


And then on the outer ring we have the community stakeholder or the advisor. This person of course is also informed about the projects progress but - and is a key informant. They really are a connection with the community. They often times can gain more information from the community because they are of community. And they have clout, they have influence, they can be a benefit definitely to your project.


They truly can provide that insight into the communities reactions. The true and genuine insight into the communities reaction. And there is definitely an ally and they are there to support your initiative and to reach the goals as much as the core partner group as well as the project manager.


They also can present alternative view points. But here’s the key, they cannot block the progress of the initiative. So while they may think it’s really advantageous to be devils advocate, they might not necessarily be helpful in the sense that they being the devils advocate is progressing the initiatives goal.


And then finally they definitely will take direction from the project partner group. So this is an outward and direction of how information is processed and responsibilities are delineated.

Mary Martha Wilson:
Building and sustaining relationships here we go with the hard stuff. This is really - well let’s go through it and see where we are with this.


Okay, building and maintaining trust. The successful community engagement efforts depend on good leadership. And good leadership is going to lead the way to building and maintaining trust throughout the entire community engagement process.


So how do you do this? Being open and honest about what’s happening with the program. It’s problems, it’s challenges as well as it’s successes. And really listening to people so that they feel valued. A valued member of your team.


Using appropriate humor to add levity and to build group cohesion. This is a great diffuser, humor is a fabulous tool to use strategically when you need to and it can break through a lot of division at different times.


Being able to directly address and speak frankly about contentious but important issues such as power differentials, racism as it might appear in your group and happen. And financial decisions.


This is not easy. This will take - it doesn’t happen overnight it takes a group of mature and committed and informed people to do this well. So be sure to include people in your core group who you trust and who you can be honest with and who you know are informed and like minded.


There might be times when you bring in a facilitator to establish basic understanding of one another. These are all important ideas it’s not always easy to perceive but there are contentious issues brewing until they are already contentious. So how do you manage all this? What are some ideas?


Well first you need to understand one another. And you won’t have all been in community groups before so some of you are more aware of what can work well and what won’t work well.


But Deb can you help us with what might be proactive or reactive performance assessments?

Deborah Chilcoat:
Sure. So one of the things that we would want you to think about is are you going to set up a proactive performance assessment? Which means that maybe there is a regular and routine way to assess the functionality of the group and how well it is performing in relation to the project.


Or you could do something that is more reactive which is kind of crisis management. Really I would prefer to - or I would recommend thinking a little bit more proactively so that everyone knows that there will be standardized times where there will be some check ins with one another. Whether it be in the beginning of the meeting, whether it be monthly, quarterly or annually.


And thinking about whether or not a formal process works or maybe there is an assessment form. Or maybe what works for your group is the organic process where it’s just an open ended question starts this process. How are we doing, how is the core group doing, how is the community stakeholder group doing?


But then you got to think about who is going to facilitate this. Is it going to be someone who is within one of the groups - the advisory group, the core group. Is it appropriate to have the project manager do it, or should you possibly think about looking outside of the initiative for a professional to come in and facilitate this particular piece.


And then really you got to think about okay, that’s wonderful information to have but what do you do with that? And the best thing is obviously to look for ways to perform - do in performance improvement. How can the group function even better. What things need to be changed is it systematic, is it individual. But really thinking about what would be best for this group as you move forward.

Mary Martha Wilson:
Thanks Deb.
Deborah Chilcoat:
Sure.

Mary Martha Wilson:
So how can you do this concretely. How can you build trust and understanding among your group members. So one thing is visibility, immersing yourself in the community with daily interactions yes, sometimes that even includes weekend activities, attending festivals and community events and eating together.

I just want to focus on the eating together part because when you break bread together and the informality of actually sharing a meal together and talking about one another’s life’s. It’s a very substantial and meaningful way to gain trust to learn, to know one another better.


And to do this formally within the context of your meetings and also informally as you become part - more and more part of the fabric of the community.


You can facilitate learning exchanges by setting that up within the context of your meetings. One very neat way to do that is to have people tell stories about how they became involved in this work, and why they are coming to the table what’s important to them.

What’s inspiring for them, what kind of needs do they have to be a valued member of the group. Engaging in interactive activities. For those of you on the Webinar who are trainers you know that ice breakers and energizers are great active and short ways to engage people in the process of getting to know each other better.

And it also allows you time to get up and move around. But that means building in that - building in time for that during the meeting.


And developing agreed upon operational norms going back to the idea of how do you make decisions together, what feels comfortable for people is it a more formal structure, a more organic structure.

And accountability all most find balance between operational tasks and allowing the process to go on internally.

This is - you do not want to lose people in this community engagement process. Once you’ve identified the people with whom you want to work closely and you start building that trust within the group and you start moving forward as a collective whole, you don’t want to lose people because the process is too slow. Or, you don’t want to lose people because the process is to faster either.


So again, having some sense of the culture of the group is really, really important. Ways to make a decision when you feel that you need to move on is to vote on a particular issue. A nominal group process Deb was does that mean?

Deborah Chilcoat:
So essentially it’s similar to consensus building but you need to identify the challenges as well as the successes and the benefits and the cost.

But being able to move forward in a way that all people can get on board at some level as opposed to necessarily all - you know, getting on board on every level necessarily.

Mary Martha Wilson:
Okay. Consensus or modified consensus is really important. And even a agreeing on what consensus means. Does it mean a majority of people who agree, or is there a smaller group that needs to agree. Or, do you all need to agree?


And the (swat) technique allows for people to identify challenges but also the things that have been successful. And it engages people with sharing their ideas and thought processes in terms of how the process is going.


I think most of you know about Bruce Tuckman’s stages of group development forming, storming, norming and performing. And for those of you who don’t know about it it is a fabulous way to gauge the process of your group.

Know in advance that your group has to go through a forming stage where you’ve developed these group rules, you begin to develop the culture of your group you will be intentional about adding those energizers and different activities or ice breakers I should say, or different activities that allow people to get to know each other better and gain that trust.


Know that you will go through a storming stage. This is natural where people begin to disagree, they are more comfortable in the group so they are going to be able to be more honest about where they think the group is going and where the program is and what they need to do.

Some might want to expand it faster. Some might want it to be funded a different way in terms of you know, when you are able to engage the community and finding broader sources of support.


Then there will be a norming stage where you all - the people you might lose people during the storming stage as well and that’s a natural part of group formation.

The norming part is where you settle down again. And you have gone through the storming phase and you have got the people who are going to continue long term.

And the performing stages really where you want to be most of the time if you can be. Because that means you are fully engaged. You have a fully active committed group of people who are really excited by the project and they are committed to what they are doing.


Deb do you want to talk about (Richard Hackman)’s Conditions For Success?

Deborah Chilcoat:
Sure. As many of you know healthy teen network really supports evidenced based practices in both the (Rich Hackman)’s Stages Of Development as well as (Richard Hackman)’s Conditions for Success clearly define what would be evidenced based practices as far as community engagement process.


So the first thing is really you have to be a real team. Which means that you have to be working towards that shared goal that identifying what the tasks are making sure that the boundaries are clear and whose responsible for them.


And whose is inside and outside the group. It goes back to what I was saying and making sure that the roles are very, very clearly identified so that there is no blurring or confusion.

And it also means how stable is the group membership? In other words, you don’t want people coming in and out of the group. You really need to have folks who are there long term and who can make that commitment.

Deborah Chilcoat:
The next thing of course is a compelling direction. Well we all believe that keeping our young people healthy and avoiding pregnancy as well as infection is clearly a compelling goal. And it has to be very, very clearly articulated to the groups as well.


Being able to be successful requires a structure. You have to know what exactly what your task is, also how large the group is so that it is manageable. Making sure that the folks who are involved in the group really do have those social skills which will contribute to the progression of the initiative.


And then of course strong norms about what is appropriate behavior as part of this group. Having an outlier because of their behavior could be very disruptive. And so you want to make sure that everyone is on board and feels comfortable also confronting that person and addressing if their behavior is really challenging to the group process.


The next thing is the support of context and this has to do with really when you have that nested group like we do with the project manager the core partner group and then the community stakeholder group in which the reward - there has to be some sort of reward system. And there has to be some sort of cooperation. But reward for the cooperation and for the performance.


Otherwise I would love to think everyone is inheritably willing to cooperate and meet these goals. Some folks might need something additional such as oh I don’t know, new computer out of the deal.


But you have to make sure that that’s really clearly articulated up front so that everyone understands what is your agenda, why are you participating.


And then finally expert coaching. The team itself can be coached by the project manager. However there may be additional people who can really benefit and contribute to the process itself so if there is an interpersonal issue or if there is a structure issue that it’s not all exclusively on the project manager, there may be other people who you can identify to support that expert coaching role.

Mary Martha Wilson:
Thanks Deb. So let’s talk about some of those conflicts and why they happen. Because you all know why they do you have a communication breakdown between your core group members. There are perceived and/or real power and balances. And people are uncomfortable with that.

You could have incompatible goals and agendas with what people might want to do with the program and with your initiative overall. A commitment imbalance where some people are just like totally there, active at every meeting, wanting to engage. And then other people who just don’t pull their weight.

You can have an equitable distribution of work and resources which usually comes with a commitment imbalance (unintelligible) battles and discrimination. Those are all major reasons for conflicts and they will happen.

So how do you avoid or resolve conflicts. Avoiding them in terms of having open communication is awesome. If you can actually encourage and model open communication all the time within your meetings and your interaction with the community overall it is just fabulous.


It takes a pretty evolved person and a group of leaders to be able to do this all the time.


Open communication I just want to stay with this for a minute because you might not always want to be open you know, openly communicate with everybody all the time because you actually have work to do.


So clearly taking some people aside and trying to resolve a problem with them is a really smart tactic so that you don’t actually you know, derail the process of the group as you’re trying to this initiative underway.


Negotiation is wonderful if you can lead a negotiation process or if you need to bring in a third party consultant or facilitator to do that that’s why they are there. If you feel the need to bring in the facilitator it means that you probably should.


Written agreements are very, very good to do. We have found at our organization a number of times that being able to acknowledge that there is an issue agreeing on a strategy to resolve an issue, and then putting that in writing commits people to that process.


Interactive activities are awesome we’ve talked about this before on some role play to resolve issues and walk in my shoes is what we talked about before. Whereby people have the opportunity to tell their stories so that they feel valued, they hear the story of the other person they gain a better understanding of that person.

And I can’t really talk enough about that strategy as being very effective for resolving issues. And finally when you get to the involuntary separation or asking someone to disengage in the group for a variety of reasons how do you do this well.

And any good supervisor is going to know how to do this. You’re going to have to review the persons contributions to the process because they were there for a period of time. They could have - they were part of the initial forming and possibly storming and maybe even norming of your group.


You want to focus on the behaviors in any behavioral based performance feedback which you gave previously. Though as you might recall for example this was an issue at previous meetings that has come up again. I’d like to have an open conversation with you about this.


Also giving the person ample warning and a specific timeframe for improvement. Being specific about the issue that is apparent coming up together with some ideas to address it.

And within a timeframe you want to see some change. And being clear and concise is really important because you’re really asking somebody to disengage and you need to be very clear about why that is happening.


And negotiate alternative rule only when necessary. If somebody you still feel that that commitment is there and they bring something to the table but they are disruptive to the process of the core group how can you have that person being engaged in a different way that still values their contribution helps move the process forward and has - and is meaningful for that person. So Deb.
Deborah Chilcoat:
So we just want to briefly share what we have found out in the field as far as evidence based practice. And the first one I want to share with you is Contra Costa Health Services had a - they got together to identify and to look at their community needs and efforts to figure out what could they learn, and what could they share with this field.


And I’ll tell you the bottom-line that they learned was that they cannot act along to create healthy communities. They absolutely needed the support of the community to do this.


However they really came up with a framework called the latter community participation and this is what it looks like. Essentially you have at the very top where the health department really does initiate and direct the actions.


And then if you look at the very bottom you have the community initiates and directs the action.

Where ideally you would have read some level in between so that it really is a joint effort in that you want it to make sure that there is possibly comprehensive community consultation.


And ask for you - I invite you to look at this article so that you can see what each one of these specific levels does and when it can actually work successfully.

One thing I will tell you is with this particular ladder of community participation we found that comprehensive community consultation is the one that really works the best when we’re talking about teen pregnancy prevention initiatives.


And so thinking about how does that look for you and your community would be really important. So take a look at that article I really highly recommend it.


The other one I want to share with you is successful community engagement. Laying the foundation for effective teen pregnancy prevention. And this was in North Chicago they were following a community wide initiative on family life education.


Again, it’s really, really important to take a look at the nuances of this because it can definitely contribute to what lessons they learned and what you can learn from them.


Number 1, the program must take the time to build relationships before they provide any services, any education programs, anything in the community. You have to build these relationships.


You also have to understand the community systems and the context of the community. How does the community work you have to know that so that you can understand those really subtle nuisances.

And then you must have staff who are invested in the initiative and our integrated into the community engagement. Their core values into their own personal values.


Staff are really key. If they are not basically living and breathing your community engagement initiative while in the community they can - it can really spell some trouble.


So I invite you to look at both of those articles. I found them to be very, very helpful in understanding how we can continue our work for the president’s initiative.


So I know that we’ve reached our question and answer time. So just to understand that things that you have to think about doing for your community engagement effort is not only address the individual but you want to address the system as well. You cannot ignore either one of those.

And then of course ensure your initiative is culturally appropriate. Understanding again the subtle nuisances of the community are really going to inform what does it mean for you and your initiative to be culturally appropriate.


And then of course explaining the relevance and benefits of the initiatives to your community in a very clear and very compelling ways.


And then finding ways to empower the community from within. So that they really do become invested. And then using those project partner groups and those stakeholder and advisory groups very effectively from the beginning to the end. The project manager is not solely responsible for the success of this project.


And project managers make sure you are using these groups because you are not solely responsible for the success of this project. Don’t be afraid to delegate. We shared some of the references for you and now I’d like to open it up to questions.

Coordinator:
Thank you. At this time we will begin a question and answer session. To ask a question please press star 1 on the touchtone phone.

Please unmute the line and record your first and last name when prompted. To withdraw the question please press star 2. Once again please press star 1 to ask a question. One moment please.


Mr. (Mark Habor) your line is open.

(Mark Habor):
Hi, I enjoyed the presentation. I just had a quick question. Will this presentation or PowerPoint be available as far as maybe sent as an email?

Deborah Chilcoat:
Yes (unintelligible) the Office of Adolescent Health and Administration of Children Youth and Family will make this presentation available. You want to give them a couple of days to get it up to their Web site.

(Mark Habor):
I mean are they going to send it to our email is what I meant to say.
Coordinator:
And once again please press star 1 to ask a question.


No questions have populated.
Deborah Chilcoat:
Okay well I think we were pretty thorough in our overview of community engagements. But of course we want to invite you to contact your project officer if you have further questions. And then your project officer will be able to help you with some strategies. Or they’ll contact us directly and here are our email addresses should you need those; for some more information and technical assistance regarding community engagement.


But Mary Martha and I are just thrilled to have had this opportunity to talk with you. And we know you’re going to be doing some great work out there and encourage you to do lots and lots in your community because they truly are going to be the success for your projects.


So we wish you all well and we hope you have a great afternoon. Thank you.

Mary Martha Wilson:
Thank you.

END

