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Background – Rural Community College Initiative


The Rural Community College Initiative (RCCI) is a national demonstration that assists community colleges in economically distressed regions to move communities toward prosperity. It supports and promotes aggressive and creative efforts to increase jobs, income, and access to education in rural communities. 

The goal of RCCI is to strengthen rural community colleges, enhancing their capacity to provide economic leadership for their regions and serve as agents for community development. 

RCCI is grounded in five principles:

Rural America matters 
Healthy communities focus on their assets 
Change begins with self-assessment 
Effective change requires collaboration 
Equity and high expectations should undergird education and economic development goals  

RCCI Mission

The Mission of RCCI is to collectively involve citizens in creating an effective means of spurring community development to enhance and ensure prosperity and the quality of life in our region. 

RCCI Goals

RCCI stresses community development and access to education as concurrent goals because both are needed to revitalize distressed rural areas to experience economic growth.

 
Carlsbad Community Development Plan

The plan for community development in the Carlsbad, New Mexico trade area evolved from a series of community conversations sponsored by RCCI and implemented by New Mexico State University – Carlsbad (NMSU-C). As the plan transitioned, the phases were divided into modules & a timeline evolved:  
Phase One:  Creating the Vision

Module One was to explore ideas and options with citizens and Core Team members.  

Module Two was to gather input from Community Conversations.

Phase Two:  Community Vision 2000
Module Three was to form teams of citizens to plan, define needs, and implement Community Vision 2000.  

Phase Three:  Implementing the Vision  
Module Four was to create a Vision Team to accept the result from Community Day 2000 and organize efforts toward implementing the ideas.  

Module Five was to organize teams to implement the top ideas from Community Day.  

Module Six was to integrate community development concepts into the community to sustain the efforts.

The grass roots effort of community meetings solicited ideas from fellow citizens. Each participant was asked to voice a 10-year vision for the community, and to suggest one change to benefit or enhance the community. They were requested to recommend HOW the suggestions might be implemented. 
Operational Issues:  A list of civic organizations and large employers was generated.  A letter explaining the program was sent out and a 20 minute presentation was developed.  The first 10 minutes explained the process & showed the Chattanooga video.  The next 10 minutes was a brain-storming session where ideas for community change were requested from the audience and put on a board.  The list was then accumulated for the Idea Team to work with for the community to vote on at community day.  We probably did 50+ community meetings with all kinds of groups, very diverse, and included employee groups within the work force.
These ideas were consolidated and presented for a citizen vote at “Community Day” on September 23, 2000. Carlsbad citizens had the opportunity to vote on the myriad of suggestions resulting from the community conversations. 
Operational Issues:  Below is the organizational structure (page 9) for the nine teams that put Community Day together.  Refer to “Operational Issues for the College” (page 14) to see about how we managed the process to make it all work.

The voting results delineate a prioritized list of the top issues for the community. 
Operational Issues:  To ensure that the data was valid, we enlisted the local CPA firm to count the voting “dots” on the placards from the community’s vote and verify that an objective group counted the votes.  This became particularly important when controversial community needs were voiced.

From this, the business, government, and non-profit sectors will have a much clearer vision of what the community really wants to accomplish. It is an empowering message for the citizens and community leaders alike.  This plan for community development will provide structure and organization to the growing movement of interested citizens willing to make a positive change in the community. The following is a blueprint based on a vision. The blueprint of this vision includes a mission, rules of conduct that were established in the early stages of RCCI and a record of the history of RCCI in Carlsbad to date. Also included is an organizational chart of the structure for the Community Day, a timeline, and a series of job descriptions for various teams involved in RCCI.   

 
Creating the Vision
What should we do?

The community conversation is about . . . . .

Learning to build consensus throughout the community 
Building inclusiveness 
Celebrating our diversity 
Building respect for each other 
Respecting the will of the majority 
Re-discovering our democracy 
Improving the quality of life for all 

Which results in . . . . .  

A community that grows through involvement, compassion, and communication, and exceeds the needs of the citizens in terms of social, economic, and cultural benefits. 

 
The Mission 

The mission of RCCI is to collectively involve citizens in creating an effective means of spurring community development in order to enhance and ensure prosperity and quality of life for all residents in our region.

The Team Rules of Conduct

Prepare for meetings 
Read materials that are to be reviewed 
No personal attacks 
One person talks at a time 
There are NO bad ideas/opinions 
Must have CAN DO attitude 
Be prompt to meetings 
Attend when possible 
Encourage participation and ideas from all 
No sales pitches from business owners or overly expounding on “pet” projects during meetings 
Keep politics out 
Respect the will of the majority
 
The History of Carlsbad RCCI 
  
Carlsbad RCCI evolved from a planning grant from The Ford Foundation. This grant provided for a team-based approach to change through opportunities for collaboration and the strengthening of relationships among the stakeholders. The planning grant then evolved into the award of a $150,000 grant from the Ford Foundation, allowing for an ambitious goal of integrating and linking educational access and economic development as one strategic and long-term initiative. The awards build upon the RCCI planning activities and lay the framework to sustain the initiative past the initial 5-year period. NMSU-C was then awarded another $100,000 to facilitate and implement this framework into the culture of the college and the community. This integrated process of involvement links internal and external partners and resources to address common goals and needs. The groundwork began with the formation of a Core Team – a small group of citizens positioned in an advisory capacity and available to coordinate the many activities of future events through the phases of the plan.
  
Organizational Structure & Chart

The Core Team 
  
The groundwork began with the formation of the Core Team comprised of a group of citizens positioned in an advisory capacity, representative of community organizations, and available to coordinate the many activities of future events through the phases of the plan.  This was supported by a project director who had a full-time administrative assistant, part-time financial assistant, temporary full-time administrative assistant (assisted with Community Vision 2000), and a student intern (assisted with Community Vision 2000)
	Don Hansen 
Acting-Provost
New Mexico State University – Carlsbad 
	Linda Hawkins
RCCI Project Director
New Mexico State University- Carlsbad 
	Jimmy Derrick  
Director
SENMERC 

	Larry Coalson 
Director
Small Business Development Center 
	Tracy Hill 
Executive Director
Carlsbad Chamber of  Commerce 
	Tony Dominguez 
Law Enforcement Drug Task Force 

	Melvin Vuk, Ph.D. 
Director
College of the Southwest 
	Lorraine Allen 
Executive Director
Carlsbad Dept of  Development 
	Dan Funchess   
Denton-Funchess Funeral Home
City Councilman 

	Fred Woody 
Chief Executive Officer
Carlsbad Medical Center 
	Jimmie Cisneros 
Owner & City Councilman
Carlsbad Pest Control 
	Leslie Rostro 
Executive Director 
United Way of South Eddy County 

	Barbara Smith Contracts/Administrative Team Leader 
Department of Energy 
	Vernon Asbill 
Superintendent 
Carlsbad Public Schools 
	Steve Massey
County Manager 
Eddy County 


Mission of the Core Team
Core Team will facilitate the efforts of citizens in achieving commonly shared community vision.
Vision of the Core Team
Our vision as a core team is to sustain the consensus building process through our commitment to shared values in support of the community vision.  

Strategy of the Core Team
Bring vision team members on a board of the core team
Find funds to sustain the initiative beyond the current funding cycle
Leadership development
Meet with implementing teams
Community outreach – communicate
Monthly meetings
Organizational Chart
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Community Day Organizational Structure
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Team Job Descriptions
  
Community Vision 2000 Team

Community Day Team Leaders, Linda Hawkins, RCCI Project Director, and Larry Coalson, Director of Small Business Development Center, provide coaching and staff support to the Community Day Division Teams. Their responsibility is to work with, monitor, and coordinate each division’s activities in preparation of Community Day. They are also responsible for marketing & communications of the entire project including the purchase of advertising & media.  The RCCI Project Director was also responsible for maintaining the databases and managing the support staff.  This will be accomplished through weekly Division Leader group meetings.   

Booth Team

Booth Team Leader’s responsibility is to work with a core group of volunteers who will recruit civic organizations, government organizations and social service organizations in the Carlsbad area to have booths at the Community Day. The purpose of the booths is to provide the citizens with information about each organization. The Booth Division will organize and support the location of the booths, helping each organization “put their best foot forward”. The Booth Division will have coaching and staff support from Anita Castillo, NMSU-C staff involved in RCCI.

Voting Team

Voting Team Leader’s responsibility is to work with a core group of volunteers who will organize and establish the logistics for the community vote of the ideas. The team will need to arrange for the presentation of the categories of ideas in a pleasing manner, with appropriate decorations and logistics. The Voting Division will have coaching and staff support from Margarita Ortega, NMSU-C staff involved in RCCI.   

Speakers Team

Speakers Team Leader’s responsibility is to work with a core group of volunteers who will organize and arrange for the speakers and continuing motivational videos throughout the day. The team will need to arrange for the proper set up for each motivational speaker and have the necessary equipment on hand for both the speakers and the videos. The team will also be responsible for setting up small group and chat teams to generate group discussion sessions throughout the day focusing on topical categories developed from the Idea Team. The Speakers Division will have coaching and staff support from Margarita Ortega, NMSU-C staff involved in RCCI.

Vendors Team

Vendors Team Leader’s responsibility is to work with a core group of volunteers who will invite, organize, and arrange for the food vendors at the Community Day. The team will need to arrange for the proper set up for each vendor and have the necessary equipment on hand for the vendors. The Vendors Division will have coaching and staff support from Margarita Ortega, NMSU-C involved in RCCI.   

Entertainment Team

The Entertainment Team Leader’s responsibility is to work with a core group of volunteers who will invite, organize and arrange for the entertainment for two areas, children’s entertainment and adult entertainment. The team will need to arrange for the proper set up for each entertainment group and have the necessary equipment on hand for the entertainers. The Entertainment Division will have coaching and staff support from Anita Castillo, NMSU-C staff involved in RCCI.

Communications Team

The Communication Team Leader’s responsibility is to work with a core group of volunteers, who should include members from the local media, who will plan and organize the communications and marketing efforts for the Community Day. The team should meet with members of the local media to help meet the media’s need in covering the Community Day. The team may also be responsible for the establishment of a newsletter whose purpose is not only informational but also motivational. The Communications Division will have coaching and staff support from Margarita Ortega, NMSU-C staff involved in RCCI.   

Decorating & Layout Team

The Decorating & Layout Team Leader’s responsibility is to work with a core group of volunteers who will plan and organize the decoration of the Civic Center for the Community Day. The Decorating & Layout Team will have coaching and staff support from Anita Castillo, NMSU-C involved in RCCI.   

Idea Team

The Idea Team Leader’s responsibility is to work with a core group of volunteers who will carefully review each idea generated from the RCCI community presentations and community conversation meetings. The ideas may need to be categorized and consolidated to retain all ideas and enable a voting format. The work of the team needs to be done in a timely manner to allow the Voting Division time to present the ideas to the community. Linda Hawkins, Larry Coalson will provide coaching support and Margarita Ortega will provide staff support from NMSU-C involved in RCCI.   

Residential Campaign Team

RCCI hopes to conduct a residential campaign prior to the Community Day in order to give each member of the Carlsbad community an opportunity to learn about RCCI and encourage civic attendance at Community Day. The Residential Campaign Team is responsible for planning and organizing the residential campaign beginning July 1, 2000 and ending August 31, 2000. Anita Castillo will provide coaching support and staff support from NMSU-C involved in RCCI. 
   
Implementing the Vision                                  

Where we have we been and where are we going?

Community Vision 2000

Community Vision 2000 on September 23, 2000, was the finalization of Phase 2 of getting a grass roots consensus from the community to establish its vision for the future. Implementing the consensus goals means entering a new phase of the community development plan. All citizens were encouraged to join an implementing team. It cost nothing to join, and took only volunteer time and the desire to improve the community. 

Core Values of the Implementing Teams

Learning to build consensus throughout the community 
Building inclusiveness 
Handling diversity 
Building respect for each other 
Respecting the will of the majority 
Re-discovering our democracy 
Improving the quality of life for all
  
Goal

Community leadership through group consensus, not duplicating the ongoing efforts of other community stakeholders 
  
Responsibility & Organization of the Implementing Teams
  
Implementing Teams

The responsibility of the implementing teams is to organize, establish the plan & logistics, and effect the implementation of the consensus goals developed by Community Vision 2000 community vote of the ideas. Team meetings are open to the public.  Each team will elect its leadership consisting of a team leader, a co-team leader, and a secretary.  Their responsibility is to facilitate, work with, monitor, and coordinate each implementing team’s activities to assure relevance to the consensus votes established by the community at the Community Vision 2000. This may be accomplished through meetings that are open to the public.   

Relation to Core Team

With its relation to the Core Team, implementing teams have representation on the Core Team which is responsible for the entire initiative. 
  
 

 Organizational Structure
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Operational Plan

Goals & Objectives

The Implementing Teams should establish team goals & objectives and determine what is obtainable within the next 6 months (short run) or the next 3 years (long run).

Research
  
The Implementing Teams should determine what has been done in the past, who has done it, where was it done, and why was it done. 
  
a. Establish long-term goals & objectives with a time line 
b. Establish a Cooperative Strategy with existing community stakeholders and include them in the 

    process with representation. 
c. Have access to graduates of Leadership Carlsbad program and NMSU-Carlsbad personal 
    development programs conducted by Dr. Sandoval 
  
Determine who can contribute individually within each group

Is there an individual who likes to write grants, likes to design plans with CAD/CAM experience?

Break into subgroups, if necessary
  
a. Develop the proposal to meet the community consensus goal 
b. Define the problem 
c. Research & define the resources 
d. Develop possible solutions 
e. Recommend solutions 
Communication between team members
The teams were responsible for deciding how to communicate among themselves and how the college’s staff would support their efforts.  Communications ranged from the team secretary calling and reminding team members to using an internet system developed by Sandia Labs where chat rooms, common materials & minutes could be shared.
  

Leadership of the Team
Team Leader 

Responsibilities include:

a. Working with the administrative RCCI support staff at NMSU-Carlsbad whose responsibility is to provide
    coaching and staff support to the implementing teams. 
b. Serve as the leader working with a core group of volunteers on the implementing team who will organize
    and establish the logistics for the implementation of the consensus goals developed by Community Vision 
    2000 community vote of the ideas. 
c. Attend the Core Team meetings to represent the work of the implementing team 
d. Other duties as defined by the majority vote of the implementing team and in consultation with the RCCI 
    support staff at NMSU-Carlsbad

Co-Team Leader 

Responsibilities include:

a. Working with the administrative RCCI support staff at NMSU-Carlsbad whose responsibility is to provide 
    coaching and staff support to the implementing teams. 
b. Serve as the leader working with a core group of volunteers on the implementing team who will organize 
    and establish the logistics for the implementation of the consensus goals developed by Community Vision 
    2000 community vote of the ideas. 
c. Attending the Core Team meetings to represent the work of the implementing team 
d. Other duties as defined by the majority vote of the implementing team and in consultation with the RCCI
    support staff at NMSU-Carlsbad

Secretary

Responsibilities include:

a. Working with the administrative RCCI support staff at NMSU-Carlsbad whose responsibility is to provide 
    coaching and staff support to the implementing teams. 
b. Keeping minutes of all implementing team meetings and maintaining the volunteer team list 
c. Attending the Core Team meetings to represent the work of the implementing team 
d. Other duties as defined by the majority vote of the implementing team and in consultation with the RCCI 
    support staff at NMSU-Carlsbad
Operational Issues for the College

Communication Issues
· Use Microsoft Outlook as the data base so you can have names, address, telephone numbers, email addresses, and relationships with others

· Use the “Categories” function in Outlook to assign the individual’s involvement in the teams the are on (helps sorting & controlling the large number of volunteers)

· Use the “Distribution List” function in Outlook for group emails among teams and among general community

· Phone calls

· Use support staff at the college to call & remind teams when they are next meeting.  Serves two purposes:  keeps attendance up & helps with ongoing communications

· Actively manage the media, both local & regional, and use buying of advertising as a “carrot/stick”

Facility Issues

· Use the college for meetings as much as possible.  Serves two purposes:  gets people who have never been at the facility to get used to going & shows off what the college can provide

· Be aware that luncheon meetings are great times to meet but be sensitive to competing restaurants who may want your business --- spread the wealth and be fair.

Human Resource Issues

· Hire well with an eye to diversity so the project can hear all sides of the issue

· Listen well to the diverse staff

Lessons Learned

· As strategies are being develop, build in plans for how to sustain the successes very early in the planning stages

· For colleges who are branches, market the project to executives at the main branch with the same enthusiasm that you are working with the community.  Remember that another stakeholder of the college is its relationship with its upstream management

· Expect & encourage changes in volunteer leadership as the project evolves different types of leadership may be needed

· Leadership – constantly develop, renew, train & motivate among all stakeholders of the college – probably the college’s most important role

· Expect bumps among the way and remember that change is difficult 

· Market, market, market the project

· Search for innovative ways to communicate with the community & develop a community map of informal and formal ways that a community talks with its members
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