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efugee resettlement organizations increasingly recognize the

need to create greater community support for refugees, and to

be part of broader community efforts that may benefit refugees

but are not focused exclusively on refugees. How do refugee-
serving organizations assess the state of their current efforts and what
are the next steps they could take to advance their community collabora-
tions? Once common ground is established between arriving and
receiving communities concerning the importance of refugee resettle-
ment and the value that refugees add to the community, how can these
organizations pursue even deeper public engagement in pursuit of a
more robust set of goals? As goals and stakeholders evolve, what new
strategies and tactics should be implemented?

This Community Engagement Toolkit was created to help organizations
and community groups identify their current strengths and consider
specific new strategies and tactics for expanding and deepening their
collaborations in order to promote welcoming communities.

This Toolkit is based on some important terms and concepts:

Arriving communities refers to the newcomer residents of a specific
geographic area and the organizations in that area that have a significant
focus on assisting them.

Receiving communities refers to the longtime residents of a specific
geographic area where newcomers settle and the organizations in that
area that have significant interactions with newcomers but do not focus
on them.

Community engagement is the detailed process of working collabora-
tively 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. Because community engage-
ment is place-based and relational, the scale of engagement, and thus
the size of the geographic area, is virtually never larger than a city or
county, and is frequently as small as a neighborhood. Community
engagement is not undertaken to affirm the status quo, but rather to
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build the changed conditions necessary to achieve a collective goal that
is bold and broad enough to provide mutual benefits for all in the
defined communities. Change occurs at the intersection of urgency and
preparation. Achieving welcoming is one of many urgent and bold
community goals, and community engagement provides the preparation
and process. Increasing community collaborations is the most important
changed community condition—the strategies—for achieving this goal
of welcoming. Community engagement is the process—the tactics—for
achieving these changes. The process of community engagement builds
and sustains community collaborations, and community collaborations
achieve the goal of welcoming. Summarized, this change process is:

COMMUNITY GOAL:

Increasing welcoming and

inclusive communities

h 4

STRATEGIES TO
SUPPORT WELCOMING:

|ncreasing community collaborations

4

TACTICS FOR CREATING
COLLABORATIONS:

Using community engagement platforms

b 4

DOCUMENTATION TO
SUSTAIN ENGAGEMENT:

Creating national repository of practices



ARRIVING
COMMUNITIES

RECEIVING
COMMUNITIES

This Toolkit reflects perspectives of both arriving and receiving communities.
The boundaries between these communities are simultaneously meaningful
and flexible. An individual and organization can take action as part of one
community for one set of goals, and take action as part of the opposite

community for a different set of goals.

Platforms are a continuum of spaces for taking inventory of resources
that are available for various iterations of community engagement, and
building the most efficient, effective, and elegant relationships and
programs possible with those resources. Community engagement is a
cumulative process of continuous building in order to produce the
changed conditions that will achieve a collective goal. This Toolkit
discusses this process in terms of platforms rather than stages, in order
to dispel the notion that community engagement is a progressive race to
a finish line, or a means to prioritize and judge one set of actions
against another.

Inform, Involve, and Invest are the three community engagement plat-
forms identified in this Toolkit, and each of these platforms has its own
set of characteristics, strategies, and tactics (collectively referred to as
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“tools”). Readers are encouraged to begin reviewing the Continuum of
Community Engagement and consider where their efforts fall on the
chart. As you begin to consider the strategies and tactics that are part of
each, consider who in the arriving and receiving communities can help
you meet your goals.

“You” and “your” are used throughout this Toolkit to refer to a single
organization or a collaboration of organizations in the specific local
geographic area where community engagement will take place. Many of
the strategies and tactics discussed in this Toolkit are as useful for the
formation and strengthening of collaborations just within the arriving
community as for the building and sustaining of strategic community
collaborations between arriving and receiving communities.



Relationship Between Cumulative Platforms and Collective Goal

INFORM

CUMULATIVE
PLATFORMS

COLLECTIVE GOAL:

Welcoming communities
everywhere are inclusive,
equitable places where
everyone can reach their
greatest potential and
CHANGED CONDITIONS contribute to a
prosperous economy and
flourishing culture.
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A quick way to understand the difference between Inform, Involve, and communities everywhere are inclusive, equitable places where everyone

Invest platforms can be seen in a popular diagram' that has been can reach their greatest potential and contribute to a prosperous
adapted from health and racial equity literature to display the difference economy and flourishing culture.” In order to achieve the collective goal,
between activities that strengthen equality, equity, and change. A fuller a series of changed conditions has to be achieved. These changes are
description of the characteristics of each platform is provided later in achieved through strategies (usually measured and expressed as

the Toolkit. outcomes—increases and decreases in social, economic, health, or

environmental conditions) that are very specific to every community and
its assets. For the purposes of this Toolkit, these strategies are broadly
described as increases in community collaborations. Discussing a
process for developing numerous community-specific collective goals
and strategies is outside the scope of this Toolkit.?

As diagrammed below, the Continuum of Community Engagement starts
with a presumed collective goal. Every community engagement process
should begin by establishing its own collective goal. For the purposes of
this Toolkit, this broad collective goal from Welcoming America is
presumed to be broadly accepted by Toolkit users: “Welcoming

INFORM INVOLVE INVEST
\ o

In the first image, it is assumed that In the second image, individuals are given In the third image all three can see the

everyone will benefit from the same different supports to make it possible for game without any supports or
supports. They are being treated equally. them to have equal access to the game. accommodations because the cause of
They are being treated equitably. inequity was addressed. The systemic

barrier has been removed.

1 This image was adapted by the author from an image adapted by the City of Portland,
Oregon, Office of Equity and Human Rights from the original graphic: 2 Welcoming America has already published an excellent guide to developing community-specific
www. portlandoregon.gov/oehr/article/449547 outcome goals: Jan Reeves. Community Planning Process Guide. Welcoming America. 2015.
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What is perhaps innovative in this Toolkit, certainly in the context of
community planning relative to refugee resettlement, is the acknowledg-
ment that changing the circumstances necessary to achieve and sustain
a collective goal requires cumulative community engagement work on
multiple platforms over time. That is, in order to achieve the necessary
outcomes for changed conditions, each of the three platforms, with its
own set of strategies to increase community collaborations, should be
utilized. Finally, in order to achieve the strategies that lead to change, a
number of tactics (also considered actions or activities) need to be
implemented specific to each platform. These tactics are discussed later
in the Toolkit, again with the understanding that the broad tactics
proposed here will be supplemented with community-specific tactics.

Getting Started:

Getting Started: For each of the three platforms discussed in detail in
this Toolkit, there are a number of proposed tactics. This collection of
tactics is meant to be both illustrative of work on each of the three plat-
forms, and practical for your new and ongoing work to build strong
collaborations. However, by no means is this collection meant to be
exhaustive of all of the tactics that are possible for you to deploy.
Hopefully, your work will refine these tactics and suggest new tactics, so
as to warrant a subsequent update to this Toolkit.

Each tactic description is followed by a number of “Getting Started”
questions, posed as either a single question or a cluster of thematically
related questions. These questions can be used as prompts for you to
discuss which platform overall best represents your current or desired
work, and how a specific tactic might be implemented in your commu-
nity. By asking and answering any or all of these questions, you can
better understand the tactic and how you might use or modify it for your
own work. These questions assume that “you” are working from the

perspective of the arriving community. Equally important, you might look
at the questions first in order to decide if the tactic is relevant and
should be a priority for you. If you are asking variations of these ques-
tions, then dig deeper into the tactic. If you are not asking or ready to
ask these questions for a tactic, then come back to it later, and focus
instead on where you do find synergies with a tactic and its questions.
Finally, providing real-world examples of specific programs and practices
that exemplify all of these tactics and their clarifying “Getting Started”
questions is outside the scope of this Toolkit. However, as a companion
project to this Toolkit, Welcoming America is developing a page on its
Welcoming Refugees website —www.welcomingrefugees.org—dedi-
cated to community engagement that will serve as a repository for
narratives about your actual programs that exemplify the platforms and
tactics in this Toolkit.

Using this Toolkit assumes that you are ready to take some initial steps:

¢ Develop a working goal that your broad community might agree is
compelling and worthy of the dedication of time, talent, treasure, and
testimony, such as this goal from Welcoming America: “Welcoming
communities everywhere are inclusive, equitable places where
everyone can reach their greatest potential and contribute to a pros-
perous economy and flourishing culture.”

e |nventory the resources and relationships that you currently possess,
or need to develop in order to achieve your goal, relative to leadership
and organizational capacity, communications and data, and contacts
and stakeholders.

e Review the three platforms in the Continuum of Community
Engagement chart and determine which platform best represents your
current and proposed efforts, and who in the arriving and receiving
communities can help you achieve your goal.
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RECEIVING COMMUNITIES

As you review the continuum below, which platform best represents which of your efforts?

CONTINUUM OF COMMUNITY ENGAGEMENT:

Collective Goal and Strategies

COLLECTIVE GOAL:

Welcoming communities everywhere are inclusive, equitable places where everyone can reach their
greatest potential and contribute to a prosperous economy and flourishing culture.

CHANGED
CONDITIONS

STRATEGIES TO INCREASE COMMUNITY COLLABORATIONS

INFORM

Connect with contacts in multiple
organizations representing siloed sectors along
separate integration pathways to establish two-
way channels for periodic communications and
outreach that cultivate empathy.

Build understanding and trust with other
communities about their members, about
the needs and strengths of the people they
assist, about the differences and similarities
in their organizational cultures, and about
the constraints and flexibilities in their
organizational mandates.

Connect with collaborators in prioritized
organizations and sectors representing multiple
integration pathways to co-create efforts

and programs that meet the holistic needs of
refugees and immigrants.

Build access to programs and resources

in other communities, to new allies and
ambassadors, to new networks that leverage
leadership and communications, to new
ways to better deliver services, and to new
ways to design and measure programs with
other communities.
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Connect with partners in cross-sector

and cross-program leadership positions
representing frameworks other than integration
or welcoming to develop collective impact
solutions that address complex social problems.

Build opportunities that benefit from long-
term collective impact projects that are based
on innovation and social entrepreneurship

in broad ecosystems, and that develop

new service systems, program metrics, and
community assets.
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RECEIVING COMMUNITIES

The three platforms—Inform, Involve, Invest—are described in detail in the following pages, along with tactics
and questions for getting started specific to each platform. A summary table for all of these tactics is as follows:

CONTINUUM OF COMMUNITY ENGAGEMENT: Toolkit Tactics

INFORM

1. SWOT Analysis of internal organizational
capacities to achieve characteristics of
this platform

2. Mapping networks for contacts for
outreach and communications based on ten
integration pathways

3. Contact Prioritizing of the strategic
importance and pace of outreach to mapped
organizations

4. Trusted Convener engaged to assist arriving
communities to work together and speak with
one voice

5. Communication Materials and Messaging
focus on values and narratives more than data

6. Building Trust of collaborators through
mutual accountability and facilitated
peer networking

7. Feedback welcomed and responses provided
for difficult questions so as to create dialogues

8. Shared Activities implemented to develop
trust and understanding as well as leverage
volunteer assets

INVOLVE
1. SWOT Analysis of internal organizational

capacities to achieve characteristics of
this platform

2. New Positions created that co-develop
communications and programs with
other organizations

3. Mapping networks for partners for
program development based on ten
integration pathways

4. Holistic Prioritizing of program
designs to leverage correlations between
integration pathways

5. External Prioritizing of potential
collaborations and programs to ensure
success and sustainability

6. Trusted Convener engaged for prioritizing
processes and matching with new
program opportunities

7. Communications and Data add a focus
on how programs technically work and
are measured

8. Lean Process Review undertaken by
collaborators to identify resource efficiencies
and better outcomes
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1. SWOT Analysis of internal organizational
capacities to achieve characteristics of
this platform

2. Mapping the frameworks in the community
that are generating new collaborations
and resources

3. National Thought Leadership identified for

its local proponents and collaborations

4. Integrated Services developed to provide
seamless programs across multiple systems

5. Communications and Data used and
reframed to support broad local collective
impact initiatives

6. Impact Investing accessed based on
demonstrating financial and social returns
on investment

7. Community-Based Participatory Research
used to translate grassroots trust into data

8. Community Dashboards of well-being
include measures and learning opportunities
related to integration



While the characteristics of each platform are discussed at length, below is a summary table of key terms
for distinguishing the three platforms from a variety of perspectives and priorities.

CONTINUUM OF COMMUNITY ENGAGEMENT:

Summary of Distinguishing Terms for Platform Characteristics
INFORM _

Learning communities Collaborating communities
Awakening cities Engaging cities
Individual interactions Community adaptations
Equality Equity
Multiple contact points No wrong door
Leadership contacts Leadership connections
% @ Strangers Colleagues
= FE Charity Empowerment
% % Understanding Access
s = Fragmented programs Braided programs
g g Siloed Parallel programs
) 8 Short-term planning Mid-term planning
% Z Program eligibility Program modification
E E Referral to services Adaptation of services
g 8 Obtain a job Improve a job
L At risk families Stable families
Ad hoc planning Intentional planning
Recipients of services Collaborators in programs
Random treatment Holistic treatment
Statistically invisible Statistically counted
Social bonding Social bridging
Performance metric ceiling Performance metric floor
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Partnering communities
Investing cities
Public policies

Change
Whole of governance
Leadership
Entrepreneurs
Equals
Opportunity
Collective impact programs
Cross-sectoral programs
Long-term planning
Program design
Creation of services
Create a job
Thriving families
Strategic planning
Experts for development
Ecosystem treatment
Statistically dispositive
Social linking

Performance metric change

10
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RECEIVING COMMUNITIES

Key characteristics for the three platforms related to leadership and organizational capacity,
communications and data, and contacts and stakeholders are listed in the following table.

Key Leadership, Communications, and Contacts Characteristics

INFORM

Leadership defaults to local resettlement agencies,
which act as the gateways to refugees as groups
with assets and needs, and advocate on behalf

of refugees to close any gaps, while individual
refugees are spokespersons for how their individual
experiences mirror group experiences.

Receiving communities develop multiple points

of contact to learn from a core group of refugee
resettlement agencies about refugees as newcomer
groups presenting isolated needs, but not to assume
leadership or decision making about refugees.

Communications and learning events focus on
general population characteristics of the new
arrivals and the role of organizations in meeting
their needs, using shared talking points to address
the need for information.

Communications describe group traits, status, and
needs, and are primarily from the perspectives

of overcoming community concerns, promoting
immigrant adaptation, and accessing existing

services through English.

Stakeholders are broadly divided into an internal
circle of collaborators who provide complementary
core refugee services, and an external circle of
organizations that manage and deploy resources for
the general population.

Stakeholder groups become aware that their
contacts with refugee resettlement agencies are
overlapping, ad hoc, and need more coordination
in order to meet both their needs and the needs
of refugees.

INVOLVE

Leadership is shared by local resettlement agencies
and partnering organizations in designing
programs and opportunities for refugees that offer
multiple pathways to integration, while refugees
advocate for themselves and their affinity groups.

Receiving communities take the lead to develop

a no-wrong-door approach to planning and
implementing services, and creating opportunities
for engagement, which fully includes the diversity
of refugee groups and takes a more holistic
approach to individual needs and strengths.

Communications focus on needs and assets

of refugees, data and case studies selected to
complement those from non-refugee programs
that still meet resettlement needs, and community
concerns addressed through dialogues.

Communications accurately describe the
demographics and integration process for refugees,
present individual narratives, focus on program
elements more than population traits, and translate
outreach materials.

Refugee organizations create dedicated staff to
coordinate with external non-refugee organizations,
to improve access to their services, to develop
expertise with their materials, and to support their
program goals.

Organizations adapt to create commissions and
committees inclusive of refugees, raising awareness
about refugees and including their concerns in
coordinated planning initiatives, and braiding non-
federal funding between stakeholders.
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INVEST

Refugee resettlement agencies and individual
refugee leaders contribute expertise more than
leadership in collective impact planning that
utilizes frameworks different from refugee
resettlement or integration.

Receiving communities develop whole-of-
government and whole-of-city welcoming plans,
and collective impact projects designed to deploy
socially motivated capital at scale and for the
benefit of all populations in need, including
refugees but not focused on refugees.

Communications focus on the contribution of
refugee-serving agencies and refugees to broaden
community initiatives not focused on resettlement
concerns, while data and narratives support long-
term strategic community goals.

Communications focus on long-term projects that
benefit the entire community, and treat refugees as
community peers and former refugees, while data
is maintained with separate tracking and analysis
for refugees.

Refugee resettlement agencies contribute
their deep trust and engagement with the
refugee communities to broaden impact
investment processes.

Community contacts are prioritized according to
the specific expertise needed to achieve municipal
strategic goals, and refugee resettlement and
integration are valued force multipliers in larger
community ecosystems.

11
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The Inform Platform

Work on the Inform Platform focuses on short-term transactional concerns that are closely tied to core
program regulations, funding, and accountability: establishing program eligibility for clients and
referring them to services, obtaining a first job, building a volunteer program, resolving the concerns of
at-risk families, communicating about the general demographic and social/economic/health
characteristics of those being assisted. Planning tends to be more ad hoc, focused on putting out fires
specific to assisting refugees. Refugees are primarily recipients of services, regardless of whether they
are called clients, customers, or community members. Although refugees are eligible for receiving
community services, no special accommodations are provided to them, and the quality of these services
for them is random. Refugees are invisible in the data sets of the receiving community. Whether as
informal joint work or more formal collaboration, relationships with other organizations are based on
social bonding, on the fact that they already share similar values, cultures, challenges, and
opportunities. Information dissemination is based on multiple points of contact with sometimes
contradictory messages. Despite any asset-based messaging by arriving communities, receiving
communities may still focus on the challenges of welcoming and integration. Both arriving and receiving
communities regard the respective program performance metrics that control their work as a ceiling, as
the maximum that they can or must perform, leaving little room for program adaptation.
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xternal relationships are mostly contacts. Contacts are different

than the connections in the Involve Platform or the partners in

the Invest Platform. Contacts are individuals and organizations

with whom you can communicate to disseminate or request infor-
mation. Connections are individuals and organizations with which you
have a first-degree relationship focused on a shared project that is
related to the core purpose of your program or organization. Partners are
individuals and organizations with which you also have a first-degree
relationship, but one that is focused on creating and investing in a new
program or modifying a misaligned system, and that is related to the
broader environment in which your program or organization operates.
Contacts predominate on the Inform Platform because of its emphasis
on communications and learning towards the establishment of under-
standing and trust. An important progression that takes place on this
platform is moving from unaware to sympathetic, and from sympathetic
to empathetic.

Contacts are often identified according to the public, private, philan-
thropic, and nonprofit sectors they represent. On the Inform Platform,
contacts for and information about the integration pathways tend to be
fragmented and siloed, in that each pathway is approached separately
rather than in the context of more holistic correlations between the path-
ways. This mirrors how programs are generally developed and
implemented in isolation, rather than in terms of their intersections with
other programs on other pathways.

In order to address this program isolation and fragmentation, community
mapping exercises are commenced. Community mapping is an aspect
of asset-based community development in that it focuses on what
communities have to offer rather than on what they lack, and identifies
assets and resources that can be used for building relationships,
programs, and systems in the pursuit of common goals.? Different
aspects of community mapping are used throughout community
engagement. For the Inform Platform, community mapping is used
primarily to identify the individuals and organizations that already have,

or might have, an interest in developing the common ground needed for
welcoming initiatives.

Leadership and Organizational Capacity
Characteristics on the Inform Platform.

Leadership defaults to local resettlement agencies, which act as the
gateways to refugees as groups with assets and needs, and advocate on
behalf of refugees to close any gaps, while individual refugees are
spokespersons for how their individual experiences mirror group experi-
ences. Collaborations between refugee resettlement agencies and other
arriving community organizations are in their earliest stages, with collab-
oration members as likely to pursue individual agendas as they are to
work and speak with one voice. Receiving communities develop multiple
points of contact to learn from a core group of refugee resettlement
agencies about refugees as newcomer groups presenting specific needs,
but these receiving community contacts do not assume leadership or
decision making about refugees.

Communications and Data Characteristics
on the Inform Platform.

Arriving and receiving communities begin to identify values and goals
that they share in common. There are numerous points of entry for
finding this common ground, none more important than another. The
point could be a need for achieving family stabilization, a mandate to
reach underserved communities, a call to welcome the stranger, a curi-
osity for cross-cultural learning, or an incident of anti-refugee bullying.
These communities then begin to remedy the gaps in their knowledge
about each other’s organizations, stakeholders, clients, programs,
cultures, funding, and accountabilities. These communities begin to
develop messages that are well intentioned, but that might contain

3 Much more on utilizing community resource mapping can be found at the National Center on
Secondary Education and Transition. www.ncset.org/publications/essentialtools/mapping/default.asp
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incomplete information, might inadequately align the desires to commu-
nicate with the needs to know, and might not be based on strategic
goals. Communications and learning events focus on general population
characteristics of the new arrivals and the role of receiving community
organizations in meeting their needs, using shared talking points to
address community concerns and need for information.

Contacts and Stakeholders Characteristics
on the Inform Platform.

This is the platform for learning and awakening between relative
strangers, both personal and organizational. Arriving community stake-
holders are broadly divided into a perceived internal circle of colleagues
or collaborators who provide complementary core refugee services, and
an external circle of organizations that manage and deploy resources for
the general population. Receiving community stakeholder groups
become aware that their contacts with refugee resettlement agencies are
overlapping, ad hoc, and need more coordination in order to meet both
their needs and the needs of refugees.

Tactics for Strengthening
the Inform Platform:

1. SWOT ANALYSIS. Conduct a SWOT (Strengths, Weaknesses,
Opportunities, and Threats) analysis of your organization, focusing just
on the internal characteristics (strengths and weaknesses) to make
sure that there are organizational values, resources, and measures
placed on developing and sustaining the characteristics of this Inform
Platform. This analysis is undertaken with the assumption and
acknowledgment that you are already working hard and doing good
work. However, this is a threshold capacity review by an organization
that helps to determine the potential extent of its community engage-
ment and the likelihood for success. A helpful and neutral overview of
the process and resources needed for a SWOT analysis can be found
in Wikipedia at https://en.wikipedia.org/wiki/SWOT_analysis. Two

important considerations are, 1) that this internal process is often best
led by an external facilitator, and, 2) that input should be solicited not
just from internal staff, but also from select core partners that are
identified through the mapping process described below.

Getting Started:

e Do your job descriptions and performance measures relate to these
Inform Platform characteristics (such as abilities to lead planning
processes, solicit and respond to external feedback, or develop
shared communication materials)? Are these platform functions
diffused over the responsibilities of many staff as “other duties as
assigned,” or consolidated in the work of just one person as a core
duty? Have you incorporated into the job descriptions skills that are
appropriate for this platform and that relate to all three elements of
leadership (as discussed near the end of this report): acting,
thinking, and influencing?

e Are other sources of funding (such as from foundations or private
donations) needed to do this work (without duplicating or
supplanting current funding and work), or is a discussion required
with a funder to reallocate resources? Could new funds be leveraged
across many organizations, in both arriving and receiving
communities?

e |s the person you have assigned to work on this platform known
broadly in arriving and receiving community organizations as your
“go to” person for the core activities on this platform? What kind of
networking and learning support (such as web-based learning,
workgroups, or local workshops) is provided for this person with
their counterparts in other organizations?

2. MAPPING. Different types of mapping exercises occur on each of
the platforms. Organizations should make an investment in one of the
numerous software packages for mapping social networks. The same
software can be used for different mapping on each of the three plat-
forms. This is an excellent collaboration opportunity with a local
community foundation, as such mapping enhances their work as well.
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Ideally, a number of arriving community organizations or a collabora- A particularly important way to organize mapping and sort contacts (in
tion will agree on a single software package because of its alignment this and the other platforms as well) is according to where they primarily
with their needs and resources, and most important because of how it fit on any of the ten integration pathways depicted below.*

visually portrays social networks. This software should allow for the

creation of custom filters to sort the contacts. The visual maps that Ten Integration Pathways:

result should be disseminated as part of organizational outreach and
coalition building. In this platform, the mapping is limited to identi-
fying contacts, the various audiences you want to reach with various

1. Employment and

. Social Bondi
Economic Sufficiency 6. Social Bonding

communications. Visually displaying the contacts through such soft- 2. Education and Training 7. Social Bridging
ware is a good way to demonstrate a collective success (better than a
spreadsheet), and a good reference point for holding yourselves 3 Children’s Education 8. Language and Cultural
accountable for making the contacts. An example of the visual output Knowledge

| I | | 4
and applications of a mapping process is below. 4. Health and Physical Well-Being 9. Safety and Stability
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relationships that are primarily with arriving community colleagues
and that might be strengthened before new relationships are built?

e Have you contacted local foundations or municipal offices to discuss
their interest in and need for mapping, and their possibly commis-
sioning a mapping effort that could address your needs? Is there
another organization, in particular a receiving community organiza-
tion, that would share with you the expense, learning, and
application of a mapping initiative?

CONTACT PRIORITIZING. As mapping software will help make
much clearer than a list, not all contacts are equal. Some are on inte-
gration pathways that are more critical than others, based on a variety
of local circumstances. Generally, these integration pathway contacts
are sorted separately, such as contacts related to employment on one
list, and those related to public safety on another list. Some contacts
are gateways to many other networks of contacts, and others are
islands unto themselves. There should be local agreement within and
between organizations about who should be contacted when, and for
what strategic purpose. In some cases the interactions will be just
about communication content, but in other cases the interactions will
be about opening doors to other networks. Part of the capacity
discussion in the SWOT exercise is to have a realistic assessment
about the pace with which the organization can absorb different types
of contacts and the opportunities those contacts might open. For
example, both a city’s office of economic development and a refu-
gee-focused microenterprise program might be identified through
mapping as having an interest in economic development for residents
in a specific neighborhood where refugees also live. However, the two
contacts might warrant different prioritization. The city office might
have a focus on identifying targeted types of businesses that are
ready to expand into mixed use (commercial and residential) projects,
while the microenterprise program might have a focus on nurturing
and providing technical assistance for emerging businesses. While
refugee organizations might contact the city office to provide outreach

materials about their work with refugees and express a general
interest in future collaboration, these organizations might decide to
prioritize accelerating their work with the microenterprise program so
that more refugee businesses will have been developed and posi-
tioned to take advantage of the more long-term opportunities offered
through the city’s projects.

Getting Started:

e Do you have a matrix prepared (similar to the matrix you would
prepare to identify the “haves and needs” in a personnel or board
recruitment process) to assist you in this prioritization? Are you
paying as much attention to prioritizing and strengthening existing
relationships as to building new relationships? Are you ready to let
go of unproductive relationships? What new relationships might
provide the kinds of early wins that build confidence and trust?

e Do you have a process identified for how you will reach consensus
or vote for the prioritization of contacts, based on both what they
can provide for you as well as what you can provide for them? For
every new relationship you identify, are you ready to give as much
as you receive, and are you ready to be as good a partner to them
as you want them to be to you?

e As with the mapping effort, could your prioritization be coordinated
with or complement the prioritization efforts of other organizations,
so that you coordinate with them rather than compete against them?
Are you as focused on strengthening other c