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The purpose of this report is to summarize some of the initial findings that have emerged thus far in the interviews we have conducted as part of the Latino Network Civic Capacity Project.  This project is funded by Portland State University to assist the Latino Network in developing its organizational capacity in the following four areas:  1. Technical assistance in strengthening its internal organizational processes and systems; 2. Leadership training of “promotores”, who will serve as grass roots community advocates; 3 Technical assistance in developing the organization’s  networking capacity with other Latino-serving organizations and 4. Evaluation of progress it has made in its organizational development during the two-year grant period (2002-2004).  

This interim report is based on interviews conducted with approximately 25 core participants in the Latino Network’s activities over the last year.  (See Appendix A for a list of interviewees).  The interview instrument used to collect this information is attached as Appendix B.  

General Conclusions

1. The Network has made remarkable progress over the last two years in moving from a loosely coupled organization without a clear sense of purpose to a significant institutional force within the larger Portland metropolitan community.   This transformation is reflected in the following key accomplishments:

· Formally incorporated as a 501C(3) organization run by a board of directors.

· Recruited and filled all positions for the Board of Directors. 

· Received 4 grants totally $700,000 over the past two years.

· Facilitated the initiation of major new program in the areas of mental health, education and social services for poverty level children and families.

· Brokered relationship with dozens of community and Latino-serving organizations.

· Created the organizational and administrative infrastructure to ensure organizational accountability for the expenditure of all funds. 

· Transformed potentially competitive relationships with other organizations serving the Latino community into relationships of trust and collaboration.  

· Developed the capacity to administer competitive grants to parent organizations with a monitoring system to ensure accountability. 

· Hired a permanent professional staff that is providing high levels of service to the organization. 

· Initiated partnership with other minority-serving groups within the community. 

2. Many of the newly appointed Board members do not fully understand what the Latino Network is currently doing and the conditions that have made the Network so successful in such a short period of time. 

3. The Latino Network is undergoing a critical phase of development in transitioning to a 501(c)(3) that is run by a new Executive Director and a newly appointed Board of Directors.  Given the relative lack of knowledge that many new Board members have of the Network’s history and complex programmatic activities, it will be important for the Network to invest lots of time in preparing the new Board to exercise its appropriate oversight role and in educating members on the intricacies of the Network’s activities.  This will need to be done before Board members can meaningfully participate in shaping the strategic goals and strategies of the Network during the next period of its development. 

Keys to Success 

Interviewees cite five reasons for the Latino Network’s remarkable success in such a short period of time: 1. Funding victories, 2. Influence with key political decision makers in the community; 3. Administrative competence to get good work done in a timely and efficient manner;  4. Building trust within and outside the Latino Network and 5. Reaching out for assistance to community resources available at Portland State University and the University of Portland.

1. Funding Victories Through Cooperative Strategies – Everyone interviewed was impressed by the ability of the Network to acquire large amounts of funding from a variety of sources in a relatively short period of time.  Most everyone recognized that this was possible only through the formation of strategic alliances among governmental entities, academic institutions and other organizations within the community.  Cooperation, rather than competition, has been a cornerstone of the Network’s successful funding strategy.  

2. Political Influence with Key Decision Makers – Interviewees recognize and appreciate the importance the Network has given to building good working relationships with those who control both the purse strings and political decision-making power at both the city and county levels of government.     

3. Administrative Competence – The Network has acquired a staff that has enabled the organization to build its administrative capacity to get good work done in a timely and efficient manner.  This good work consists of three separate ingredients: a. Establishing administrative and communication systems that work efficiently and effectively; b. Hiring good people who are trusted, listen with care and work hard to accommodate the various concerns of individual participants; and c. Acquiring the capacity for research, analysis and writing to be done in a way that makes a compelling case to key decision makers in the administrative and funding processes.  (It is worth noting that this capacity to make a compelling case is one of the findings that interviewers found unusual and perhaps is a characteristic that sets the Latino Network off from other organizations the researchers have worked with in the recent past.) 
4. Building Trust Within and Outside the Latino Network – Interviewees consistently cited the hard work that has been done by the Network to build trust, both within and outside the organization.  Many interviewees wondered whether the Network would be able to survive the factious conditions that characterized the organization just two years ago.  Many factors were cited as important in creating a new climate of trust, including: Reliance on outside facilitation by faculty from the University of Portland and Portland State University to assist in writing interim operating procedures, hiring staff who made trust-building a priority, adopting a consensus-centered approach to decision making, and relying on open communicating and the sharing of all information.  
5. Partnering with Educational Institutions – Interviewees cited the importance of the Latino Network’s partnership with the University of Portland and Portland State University to the success of the organization.  This has not only provided modest funding, but, more importantly, has provided a neural broker, outside expertise, and a disinterested and trusted sounding board for the exploration of ideas and strategies. 
Future Possibilities

While there is general consensus on what has made the Network so successful in such a short period of time, there are important differences of opinion of what the purpose of the Network should be and how it should go about achieving these purposes in the future. Without attempting to capture the weight of opinion or the extent to which goals and strategies for achieving them are compatible, the following sections will simply summarize the differing points of view that have surfaced in our interviews. 

1. Future Possibilities: A Question of Ends – There is widespread agreement among interviewees that the Network needs to take “time out” to assess its directions for future growth and development.  The following goals have been expressed as to what the Network should emphasize most.  

a. Organizational Capacity Building of Other Latino Organizations – Some believe the network should be a “venture capital” entity that helps to develop other Latino-serving organizations and which creates a dense and varied infrastructure to meet the needs of the Latino community.  This view emphasizes the importance of respecting the autonomy and mission of each existing Latino-serving organization with an emphasis on placing resources on the development of organizations where there are large needs that aren’t currently being met.  For example, several individuals emphasized the need for mental health services for juveniles and development of employment opportunities and skills.

b. Policy Influence – Some argue that the Latino Network needs to exercise strong policy leadership within the region.  This policy leadership would take the form of working with key political leaders at all levels of government to make fundamental changes in the educational, employment, and other policies that currently impact the Latino community.

c. Grass roots advocacy and political capacity-building – Many argue that the Latino Network should focus considerable energy in helping members of the community operate successfully as political advocates at all levels of government and educate the political leaders on the needs of the Latino community.  As part of this agenda, several individuals emphasized the importance of building strong alliances across communities of color.

d. Broaden its Brokering and Capacity-Building Role with Respect to Social Services – Many emphasize the importance of the Network focusing a good part of its energy on pushing for a more equitable redistribution of public funds to accommodate the various service needs of the Latino Community.  While there is a consensus that the Latino Network should not compete with other organizations that are currently providing social services to the Latino Community, there is support for broadening the brokering and “capacity-building” role the Network plays to include public employment, workforce development, education, etc. As part of this expansion, many believe it is important to broaden the focus of the network beyond Multnomah County to include the larger metropolitan region and even the state of Oregon.

2. Future Strategies: A Question of Means – The question of how the network should deploy its resources to be successful in achieving its goals is an equally important set of concerns.  Again, without attempting to capture the consistency, intensity, or weight of opinions, the following simply reflects a summary list of what individuals have expressed as being important.

a. Grass Tops Political Strategies – There is a large body of sentiment that emphasizes the importance of the Network using its time and energy to build strong working relationships that would have political pay-off.  This includes building relationship with political officials at all levels of government (i.e., state, counties, cities, and school boards) through the leadership of the Board and the executive staff of the Network. 

b. Administrative Strategies  -  Some argue that the Latino Network has been successful because it has taken advantage of its positioning and knowledge of the role that administrators play in decision making processes and knows what it takes to be successful in making the “Latino case” to the bureaucrats who hold considerable power in deciding how public resources will be allocated.  This strategy places emphasis on the analytic, research and data analysis capacity of the organization to collect, analyze and prepare appropriate documents for dissemination.  

c. Classical Political Advocacy  - Many emphasize the importance of the Network taking responsibility for grass roots training in order to build the political capacity of the Latino Community to effectively participate in the various political processes that govern their fate. 

d. Organizational Networking – Some argue that the uniqueness of the Network is to be found in its ability to connect the organizational dots in the community and to use these connections to leverage financial resources that cannot otherwise be obtained. This strategy downplays the political role of the Network in mobilizing political power to achieve fundamental change, although it does not rule out helping such organizations to develop their capacity to carry out this function. 

Summary Observations and Recommendations
1. Need to Revisit Goals and Strategies - There is a broad consensus on the need for the Network to stop and take stock of how best to deploy its resources over the next period of its development.  In doing so, there is a working consensus that the Network should not become competitors with other Latino-serving organizations.  In fact, some interviewees believe the network should avoid service delivery altogether and focus on political advocacy, coalition building, and capacity building of other Latino-serving organizations.  

2. Need to Socialize New Board Members into their Board Role and the History and Programmatic Activities of the Network - Since the Network has recently reorganized as a “board-governed” 501(c)(3) and has nearly completed filing its positions, we were curious to see what differences might exist between the general views held by those who have worked closely with the Network over the past 2 years and those who have been added as members.  In general, there were no difference in the range of views expressed about the multiple goals and strategies that the Network must narrow.  However, new members were not as certain that the working consensus and trust-building that has been reflected in the development of structures, processes, resources and support staff can be taken as a given in moving into the next stage of planning.  To paraphrase one new member: “I am not certain that the Network has really overcome any major challenges.  The real challenges lie ahead in formally organizing as a new 501 (c)(3) organization, recruiting an executive director, and narrowing its mission. “ Those who have worked hard on the inside of the Network over the past 18 months to achieve major successes have built a set of trusting relationships with one another that are not necessarily shared by all who have not been part of that very recent history.  This needs to be given weight in establishing a process for deciding the many unresolved questions of goals and strategies that now lie before the Network.

Another difference of some significance between old and new board members is the amounts of familiarity new members have about the programmatic activities of the Network and the implications these have for setting future goals and strategies.  Many of the new board members also express uncertainty about what it means to be a board member and what exactly their role might be in shaping the future direction of the organization.   Because of this lack of shared history and becoming a board member for the first time, it is important for the Network to spend adequate amounts of time in socializing new board members into their role responsibilities and educating them on the history and programmatic activities of the organization. 

3. Need to Revisit the Key Factors that Have Made the Network So Successful 

Since the Network is undergoing a rapid transition in structure and process, it will be important to consider how the following conditions for its success can be maintained as it moves to build a different future in common.

a. Community legitimacy of those you represent.  For a network organization this legitimacy is measured by the creation of a community consensus that arises from a process that demonstrates community involvement showing support for your programs.  With a membership-based organization, this legitimacy is easier to maintain than is the case with the kind of Board-centered organization that the Network has chosen as it model.  The Network will have to work harder in the future with this kind of structure than has been the case in the past if it is to maintain its community legitimacy with the Latino community as a whole. 

b. Funding credibility – Funding credibility includes obvious factors, like personnel, accountability and management systems that ensure the efficient and effective expenditure of revenues.  But it also includes the development of cooperative partnerships rather than competition between organizations.

c. Administrative Competence – There are many organizations that meet the funding and community legitimacy test, but fail in the successful competition for scarce funding dollars because of their inability to demonstrate that they possess the administrative legs to make the case and/or deliver the goods.  Consistently successful organizations have the capacity to use data-based analysis to present a compelling plan of action with sufficient managerial oversight to ensure the achievement of measurable outcomes. Advocacy positions are far more successful when they are supported by hard analysis, backed by systematic planning, with on-going evaluation that continuously guides the organizational change and advocacy process.  This has been one of the Network’s unique strengths as an organization and should not be taken for granted as it makes new plans for its future. 

d. Political Support of Key Decision Makers – Policy advocacy and change requires the support of key decision makers.  This is a relationship-building and maintaining activity that requires different resources, skill sets, and expertise than is necessary to build administrative competence, funding credibility and community legitimacy.  To the extent that the Network wishes to be a significant player on the political front, attention will need to be given to sustaining these conditions for maintaining political support of key decision makers at all levels of governance. 

Attachment A: Interviewee List

	
	
	
	
	
	

	
	First Name
	Last Name
	Organization
	New/Old member
	

	1. 
	Rosemary
	Celaya-Alston
	Multnomah Co.
	Old
	

	2. 
	Emilio 
	Combe
	Latino Network
	Old
	

	3. 
	Mercy 
	Cuellar
	OHDC
	New
	

	4. 
	Marie
	Dahlstrom
	SMG Foundation
	New
	

	5. 
	Ray
	Espana
	Multnomah Co.
	
	

	6. 
	Chris
	Farentinos
	
	New
	

	7. 
	Sylvia
	Foresee
	Multnomah Co.
	New
	

	8. 
	Joe
	Gallegos
	University of Portland
	Old
	

	9. 
	Martin
	Gonzalez
	
	Old
	

	10. 
	Alan
	Hipolito
	Hacienda CDC
	Old
	

	11. 
	Linda
	Jaramillo
	Multnomah Co.
	Old
	

	12. 
	Dennis
	Kennan
	Catholic Charities
	Old
	

	13. 
	Mauricio 
	Leclerc
	
	New
	

	14. 
	Gilberto 
	Lusero
	
	Old
	

	15. 
	Luis 
	Machorro
	Portland Public Schools
	Old
	

	16. 
	Marco 
	Mejia
	
	New
	

	17. 
	Steffeni
	Mendoza
	OCHA
	New
	

	18. 
	Gloria 
	Muzquiz
	OCHA
	Old
	

	19. 
	Juan Carlos
	Ocaña
	
	New
	

	20. 
	Elizabeth 
	Perry
	
	Old
	

	21. 
	Teresa 
	Rios
	Centro de Capacitacion.Multnomah Co. Health Department
	Old
	

	22. 
	Virginia
	Salinas
	Multnomah Co.
	Old
	

	23. 
	Consuelo
	Saragoza
	Multnomah Co.
	Old
	

	24. 
	Maria
	Solano
	
	New
	

	25. 
	Miguel 
	Tellez
	Morrison Center
	New
	

	26. 
	Noellia
	Wiggins
	Centro de Capacitacion.Multnomah Co. Health Department
	Old
	


Attachment B: Interview Protocol

1. What have been the most significant changes in the activities and work of the Latino Network over the last two years?

2. How has your own vision changed over the last year of what the Network should be doing?  

3. What are the most significant challenges the Network needs to work on over the next months and years?

4. What are the most important challenges the Network has successfully overcome thus far?  What has been most important in making this possible?

5. What are the most important connections the Network has developed over the past year (between Retreat in 2001 and Retreat in 2002)?

6. What are the most important connections the Network should develop in the months and years ahead?

7. How would you measure the success of the Network three years from now?  How have your measures of success changed since you have been involved in the activities of the Network?

8. When you need to get something done, which groups or individuals you would go to?

9. When you need to get something done, are there any you might not want to include?

10. What sort of skills or training would be most beneficial to help the Network achieve its goals?

11. Rank the following areas in terms of its importance for success of Latino Network, using a scale of 1 (low) to 10 (high).

organizational support- 

leadership development – 

volunteer recruitment/management - 

fundraising - 

political outreach – 

community organizing – 
board recruitment/training –.

staff recruitment/training –.

12. When we say the words "your community" describe what come to mind. What groups or individuals would you include in your description of "your community"?

13. Would you consider the Latino Network a part of "your community?" If so, why?  If not, why not? 

14. Is the Latino Network representative of all aspects of the Latino community?  Which of the following would you consider well represented in the Network?  Which of the following should members work harder to include? 

                                                      1      2      3      4      5      6      7      8       9       10

                                                      Need to work harder               well represented

	Women 
	

	men  
	

	Youth 
	

	elderly 
	

	religious community 
	

	civic/political leaders 
	

	poor  
	

	business community 
	

	nonprofits 
	

	workers 
	

	professionals 
	

	neighborhoods  
	

	immigrants 
	

	special interest groups
	

	others - 
	


15. There are organizations that members of the Latino community frequently interact with.   We will mention an area of service such as health care. Please name the organization(s) with whom members of the Latino community are most likely to interact.  In this question, we want to identify the most important institutions. If your answers are specific to a particular geographic area, please say so.  For example, you might answer, "In Woodburn, I think most Latinos go to the St. Ignatius Health Clinic."  

16. In addition to listing the organizations the Latino Network interacts with, we would also like you to assess the quality of the interactions on a scale of         1 (low) to 10 (high).

Q. #15  Names of Organizations      Q. 16: Quality of Interaction

  Important to the Latino                    1  2  3  4  5  6  7  8  9  10 

             community             

 low                                      high

	health care 
	
	

	police and justice  
	
	

	Elderly 
	
	

	finance/banking  
	
	

	service 
	
	

	Sports 
	
	

	Women’s issues  
	
	

	youth 
	
	

	church  
	
	

	art /culture  
	
	

	business 
	
	

	work/labor 
	
	

	civic/political  
	
	

	men’s issues 
	
	

	media 
	
	

	mutual support 
	
	

	school  
	
	

	advanced educ.

training  
	
	

	social causes 
	
	

	Latino issues  
	
	

	neighborhood 
	
	

	housing  
	
	

	travel  
	
	

	recreation  
	
	

	parks  
	
	

	veterans  
	
	

	immigration 
	
	


17. Are there other organizations that are important to Latino community that we have not mentioned?  
18. Thinking about the organizations that have generally positive relations with the Latino community, what specific actions might the Latino Network take to support or improve these relationships?

19. Thinking about the organizations that have generally negative relations with the Latino community, what actions might the Latino Network take to change or improve these relationships?

20. What resources could be mobilized by the Latino Network to accomplish these ends?

BASIC DEMOGRAPHIC INFORMATION 

Name:  _______________________________________________________________

Address: _____________________________________________________________

Phone:  ____________________________  e-mail:  ___________________________

(If individual is representative of a specific organization ask the following)

Organizational Name: ___________________________________________________
Address: _____________________________________________________________

Phone: _______________________________  e-mail:  ________________________

Brief History: __________________________________________________________

 ______________________________________________________________________

Mission: _____________________________________________________________

_____________________________________________________________________

Services/activities: _____________________________________________________

______________________________________________________________________

Membership:

     Total number: _____________   Member Characteristics: ___________________

 _________________________________________________________________

_________________________________________________________________

Board members:

Name:  __________________________________________________________

Address:  _______________________________________________________

Primary occupation: ______________________________________________

Other organizational affiliations:



Boards: ___________________________________________________

Volunteer: _________________________________________________



Memberships: ______________________________________________



Political offices: ____________________________________________

Name:  __________________________________________________________

Address:  _______________________________________________________

Primary occupation: ______________________________________________

Other organizational affiliations:



Boards: ___________________________________________________

Volunteer: _________________________________________________



Memberships: ______________________________________________

Political offices: ____________________________________________

Name:  __________________________________________________________

Address:  _______________________________________________________

Primary occupation: ______________________________________________

Other organizational affiliations:



Boards: ___________________________________________________

Volunteer: _________________________________________________



Memberships: ______________________________________________

Political offices: ____________________________________________

Name:  __________________________________________________________

Address:  _______________________________________________________

Primary occupation: ______________________________________________

Other organizational affiliations:



Boards: ___________________________________________________

Volunteer: _________________________________________________



Memberships: ______________________________________________

Political offices: ____________________________________________

Name:  __________________________________________________________

Address:  _______________________________________________________

Primary occupation: ______________________________________________

Other organizational affiliations:



Boards: ___________________________________________________

Volunteer: _________________________________________________



Memberships: ______________________________________________

Political offices: ____________________________________________

Staff: 

Name:  __________________________________________________________

Address:  _______________________________________________________

Title: ___________________________________________________________


Job description: __________________________________________________


Career history: ___________________________________________________

________________________________________________________________________________________________________________________________Other Organizational Affiliations: ____________________________________

________________________________________________________________

Revenue flows: 


Income: _________________


Outgo: __________________

History of partnerships: 

Political:  ________________________________________________________

Career history: ___________________________________________________

________________________________________________________________________________________________________________________________Other Organizational Affiliations: ____________________________________

________________________________________________________________
Joint Revenue Ventures (i.e., grant applications, fundraising, etc.) ________________________________________________________________

Other : __________________________________________________________
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