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Session Format
1. National Office Perspective – David Sears & 

Suzette AgansSuzette Agans

2. Implementing the program – community 
perspective

a.Alyson Stone, Empower Lewiston EC, MEy , p ,

b. Jeffrey Hays, Desert Communities EZ, 
CaliforniaCalifornia

3.     Questions and Answers





Empowerment Program: Quick g
Look

• 1994-20091994-2009
• Three application and funding rounds

d i i / i• Ten-year designation/community
• Annual funds: $167K-$4million/community
• Approximately 60 communities
• Only highly distressed communities (35%+Only highly distressed communities (35%+ 

poverty rate) (2 exceptions: outmigration)

Benchmark Review



Empowerment Program: Quick 
Look (cont’d)

• Wide range of acceptable purposesWide range of acceptable purposes
• Community driven
• Objective: Progress during the 10 years• Objective: Progress during the 10 years
• Objective: Sustainability after the 10 years

L i f f d (17 1)• Leveraging of funds (17:1)
• No new applications currently accepted
• For more info: www.ezec.gov
• EZ-EC urban program at HUD



Lesson #1

• This approach works! ManyThis approach works!  Many 
highly distressed rural 
communities can organizecommunities can organize 
themselves to successfully 
build a stronger present andbuild a stronger present and 
future

Board –Griggs/Steele EZ



Lesson #2

• Target outside financial assistance to make aTarget outside financial assistance to make a 
big difference

• Lesson #2A: Support small staff and• Lesson #2A: Support small staff and 
administrative costs
L #2B P id d f• Lesson #2B: Provide seed money for 
leveraging

• Lesson #2C: Provide reliable funding over ten 
years



Lesson #3

• Target outside technical assistance to make aTarget outside technical assistance to make a 
big difference

• Lesson #3A: Provide vehicles (especially• Lesson #3A: Provide vehicles (especially 
conferences) for peer sharing
L #3B F TA i h• Lesson #3B: Focus TA on processes with 
long-term benefits (e.g., broad community 

i i i b d d l fi i lparticipation, board development, financial 
management, benchmark tracking)



Lessons #4 & #5

• Lesson #4: Utilize broad communityLesson #4: Utilize broad community 
participation

• Lesson #5: Use this opportunity to develop• Lesson #5: Use this opportunity to develop 
new cadre of leaders

NorthwoodsNorthwoods 
NiiJii EC



Lessons #6 - 9

• Lesson #6: Conduct community assessmentLesson #6: Conduct community assessment
• Lesson #7: Develop community strategic plan

#8 l i d f db k• Lesson #8: Use evaluation and feedback 
• Lesson #9: Track progress on plan 

implementation



Lessons #10 -14

• Lesson #10: Work with nearby communitiesLesson #10: Work with nearby communities
• Lesson #11: Network with other communities

#12 ild ff i hi• Lesson #12: Build effective partnerships
• Lesson #13: Capture and use knowledge from 

many sources
• Lesson #14: Encourage a positive can dog p

attitude



Empower Lewiston EC



Empower Lewiston EC DemographicsEmpower Lewiston EC Demographics
1990 2000

Population 6 013 4 594Population 6,013 4,594

Poverty Rate 40% 41%

U l t R t 18% 8%Unemployment Rate 18% 8%

Median Household Income $11,795 $15,002

Since the 2000 census, the City of Lewiston has 
experienced an influx of refugee/immigrants estimated to 
be 3,000-4,000 individuals.  Many live in the Enterprise 
Community.y



Organizational Structureg
• Board has recently restructured 

• from 21 to 15 members
1 Ci i d i i l fill d b Ci C il• 1 City appointed position currently filled by City Councilor

• Minimum of 4 resident positions with at least one from each of the 
census tracts
Eli i t d l C itt t t• Eliminated complex Committee structure

• Staffing
• 1 FTE Executive Director
• 1 FTE Outreach Worker
• 1 PTE Neighborhood Coordinator

• Lewiston EC Benchmarks
• 28 strategies with 3-15 tasks each or total of 203 tasks!
• Housing, Economic Development, Recreation, Education, 

Workforce Development, Community Programs, etc., etc.



3 Accomplishments

• Creation of the B StreetCreation of the B Street 
Community Center

• Lewiston-Auburn Tax 
Credit Awareness 
Coalition

• Neighborly News 
newsletter



Secrets of Success
• Working collaborative partnerships comprised of 

representatives that mirror all levels of community —representatives that mirror all levels of community 
gov’t, institutional, community organizations, 
neighborhood residentsg

• Utilization of USDA $$ as seed money to leverage $$ y g
other funds or to support start-up of new activities

• Simultaneous activity at macro and micro levels 
creating ever increasing community synergies



Biggest Surprisegg
• How much has actually been accomplished in the 

Enterprise Community through multiple 
collaborations and entities that address the original 
Lewiston benchmarks.  



From “Hard” Capital Projectsj



To “Soft” Programmingg g

Lewiston Youth Lewiston Youth 
Empowerment 

Program

WorkReady



To Neighborhood Grassroots 
Activities

 



Cross-Community Collaboration

• It’s happening at EVERY level in the EC
i i

y

– Diversity
– Education---from ESL to literacy to financial literacy to 

college degree attainmentcollege degree attainment 
– Economic Development—workforce and business 

development 
– Housing, Home Ownership and the Homeless
– Neighborhood Community Activities, Activism, and 

StewardshipStewardship
– Youth



Challenges
• Empower Lewiston’s future challenges:

A more defined refined organizational focus– A more defined, refined organizational focus
– Long term sustainability

• A multilayered funding plan to include• A multilayered funding plan to include
– Grassroots fundraising
– GrantsGrants
– Development of a revenue generating income stream(s)

» Housing? 
» RLFs? 
» Social Enterprise?



Lessons Learned
• Optimism can bring you a lot—planned and unplanned

– A lot accomplished in the EC since the designation by multiple p g y p
efforts and entities

– For EL, an unwieldy scope of activity for a small grassroots 
organizationg

• A flexible Board Composition with strategic and 
balanced resident participation
– Not too large, easily adaptable committee structure
– Need to be thoughtful about number of appointed positions
– Need solid Board development plan -- to ensure resident p p

representation adds organizational strength, to ensure strategic 
composition of partners and expertise, to balance Board 
participation appropriate for the organization’s phase of 
d ldevelopment



Conclusion
• The EZ/EC community process, application and  

benchmarks created an invaluable skeletal frameworkbenchmarks created an invaluable skeletal framework 
for the revitalization of our community. 

• Multifaceted collaborations are essential• Multifaceted collaborations are essential
• Downtown Lewiston has been experiencing 

significant VISIBLE physical and QUALITATIVEsignificant, VISIBLE, physical and QUALITATIVE
change in the last five years.  For many years, 
negatively stereotyped statewide, it is NOW
considered a LEADING community in the State. 



Desert Communities EZ
• 4,000 sq miles of Desert, Mountain and Agricultural regions

• Eastern Riverside County, 2nd largest county in USA

• Eight Sub-zones = 11 communities & 4 Tribes.

• Half of communities are “Colonias.”

• Primarily housing settlements that developed with little or no utility 
infrastructure



Desert Communities EZ 
Demographics

1990 20001990            2000
• Population- 23,248 28,000
• Poverty Rate 31.4% 25%y
• Unemployment Rate 21.3% 14%
• Median Household Income $21,000 $25,000

• Median Ages across all communities  25-35 yrs                
• Un-permitted Mobile Home Parks    Reduced from 400 to 200
• Annual Migrant workforce  15,000-20,000
• Hispanic Population  90%
• LA Times Article 3/26/2007 on “Hidden Third World Slums”



Organizational Structureg

• Board of 15 elected by communities 
• Desert Alliance for Community Empowerment 

(DACE) 
– 14 issue areas narrowed to Six Strategic Priorities-

• Health, Housing, Education, Community Development, 
Community Capacity, Economic Development

– Subsidiary- DACE Economic & Community 
Development Corpp p

• Rancho Housing Alliance, Inc-
(subsidiary corp.)( y p )

• Subsidiaries-
– Residential Development Corp
– Housing Development Corp.



3 Accomplishments

• DACE Resource Center
– Provided Home Base 
– Community Space

Network of NP tenants– Network of NP tenants

• Altura Credit Union
– Revitalized Icon building
– Solidified Relationship with City
– Introduced new resource

• Ave 62 & Hwy 86 Projects• Ave 62 & Hwy 86 Projects
– Community Empowerment
– Served as Intermediary to 

Develop & Facilitate Projects



Secrets of Success
1. Filled Gaps identified by Communities

i i / ffi fi i l f• i.e. meeting/office space, financial resources, reuse of 
community asset, health & safety.

2 Built or validated Relationships2. Built or validated Relationships
• Proved DACE as real entity-”not hot air”
• Overcame Negative Expectations ”Apathy”• Overcame Negative Expectations – Apathy

3. Reinforced Community Empowerment 
ProcessProcess-

• Education, Organization & Implementation



Biggest Surprise

1. The Extended time of 

gg

Development Process 
a) Entitlement Process
b) Fund Developmentb) Fund Development 

obstacles.
2.  Insurance Costs

Why a Surprise?- Naivety!  
Realization of too manyRealization of too many 
ills to solve.
Spread too thin on funding 
& t ff& staff resources



Challengesg

• Balancing Staff & Financial ResourcesBalancing Staff & Financial Resources
• Finding Focus & Staying on Track

l i l j h b i i• Multiple projects have to be in various stages:
– Concept 8-10/yr
– Predevelopment  5-8/yr
– Development/Construction  3-4/yr
– Management   Ongoing



Cross-community Collaboration

• How to Find Success with 11 communities, 4 
tribes 2 neighboring cities & 2nd largest countytribes, 2 neighboring cities & 2nd largest county
– Find Niche
– Integrate into community forumsg y
– Build Relationships
– Be Adaptable to their needs initially

P ff• Payoffs
– Needs>>> Projects>>> Funding = Fees
– Good Reputation>>> Referrals>>>> Projects = Fees– Good Reputation>>> Referrals>>>> Projects = Fees
– Fees & Project Income = Sustainability
– Patience and Cooperation of Agencies



Sustainability: the FUTUREy
• Vision of Social Enterprise –

Businesses & Real EstateBusinesses & Real Estate 
Development

• Purchased Assets for long 
term needs and ROI

• Focused funds with DACE as 
catalystcatalyst

• Development fees pay 
departmental operations

• Economic Development pays 
Admin and community 
supportsupport



Lessons Learned/Conclusion

• Establish focusEstablish focus
– Projects vs. Programs

Too Broad of Focus vs Timeliness– Too Broad of Focus vs. Timeliness
– Develop Organization with:

• Focus• Focus
• Positive Personality in leadership
• RelationshipsRelationships
• Establish revolving development fund



Thank You

Questions and Comments?Questions and Comments?



Contact info:Contact info:

David Sears, USDA,            
david.sears@wdc.usda.gov

Suzette Agans, USDA,         
suzette.agans@wdc.usdsa.gov

Alyson Stone, Empower Lewiston EC, 
alyson@empowerlewiston.org

Jeffrey Hays, Desert Communities EZ          
J ff@d hJeff@dace-rancho.org

www.ezec.gov www.rurdev.udsa.gov


