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A Study of the San Diego Gathering Place Initiative

EXECUTIVE SUMMARY

he San Diego Foundation has a long history of support for community cultural development.

It has also actively supported the idea that investment in the purposeful growth of civic

engagement can stimulate both social entrepreneurship and committed community
leadership. Over the past two decades the Pomegranate Center, based in Issaquah, Washington, has
become an established leader in the practice of what is now referred to as “creative placemaking,”
working with “communities to imagine, plan and create shared public places.” It is not surprising
then, when spurred by the interest of a major donor, that the Foundation enthusiastically joined
with the Center in a partnership to stimulate civic engagement and leadership in San Diego
neighborhoods using their “gathering place” methodology in the latter part of 2012.

Initiated in the summer of 2012 the San Diego Gathering Place Initiative had two core aims:
* “To implement a demonstration project in San Diego County to train and mentor a nonprofit arts
organization and a cohort of fellows to implement community-build projects utilizing the

Pomegranate Center’s methodology.”

* “To test Pomegranate’s community-build training and mentoring strategy as a new business
model for the Center.”
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WHAT WE FOUND

I THE CONDUCT OF

e THE INITIATIVE

We estimate that 400! people participated in the
various activities that comprised the Manzanita
Canyon Gathering Place project. The project’s support
community was a diverse representation of both the
surrounding Azalea Park neighborhood and the seven
adjoining zip codes. Just over 50% of these
participants took part in three or more community
meetings and workshops, and 206 joined in during
the final four-day building event.

Needless to say, volunteer-intensive projects in-
volving hundreds of people can be chaotic and
confusing. Notwithstanding the first-time status of the
project’s leadership, and a severely compacted design
and building schedule, the vast majority of the
Manzanita participants said they had a clear
understanding of everybody’s roles and the project’s
goals. In the immediate aftermath of the project, many
community members said they were less clear about
what will happen with the site and the network of
support that emerged during the project’s short four-
month life. As this report was nearing completion we
learned that the Azalea Park Neighborhood
Association was assuming responsibility for the
continuing development of the project.

MANZANITA
GATHERING
PLACE

4 days

78910
to build

startto
finish

$20K

total materials &
supplies

AGES
47579

workshops,
community
meetings &

build events 9

425 gourmet

lunches served

206 build

volunteers

It is not surprising that the project’s truncated schedule took a toll on its rookie leaders, who,
nevertheless, persevered and saw the project through to its successful conclusion. For community
members, though, the project’s rapid pace was regarded as one of its most positive attributes. It is
important to note that the active and enthusiastic participation of the leadership and members of
the Azalea Park Neighborhood Association was a major impetus for the community’s positive
embrace of the project. The particularly strong leadership provided by the Pomegranate fellow who
worked nearly full-time as the project’s manager should also be noted as a valuable contributor to
the project’s success.

This is a rough estimate based on counts at community events and registrations during the 4-day building event.

il
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I I IMPACT ON
o PARTICIPANTS
Community members: Most of the community

C 400 members responding to our survey felt the overall

el program was effective and reported that their
at all activities participation had benefited them in some way. A

significant majority said that they are communicating

and collaborating more with their neighbors since
the project’'s completion. They also indicated that
things that they had learned through their
involvement had been put to good use in other
situations. As for the future, most respondents say
useful to that they see themselves becoming more actively
their work involved in community-related activities, and joining

/| OO% in similar projects.

Gathering Place fellows: A significant majority of the
21 Gathering Place fellows were very positive about

are more

learned involved in
something neighborhood

fellows who are
integrating training

into their practice their training experience. Rating eight core

curriculum elements in terms of their “relevance to

OVERALL GP PROGRAM your work,” the cohort averaged 3.5 on a 4-point

relevance scale (4 = extremely; 1 = not at all). Not

more likely to discuss 6?/ surprisingly, the hands-on design and building
community issues O

experience at Butterfly Park was regarded as the
most valuable aspect of the fellowship. As one fellow
make sense.” It is interesting to note that the fellows
had a slightly more positive take on the building experience than the community members. This is
not unexpected, given their significant investment in their learning experience. The one deviation
from this pattern was in the area of role definitions, where it is clear that some fellows expected a
more active involvement in the second “build” at Manzanita Canyon.

Probably the most significant outcome with regard to fellows is that nearly all report that they are
integrating aspects of their training into their ongoing practice. And, notwithstanding the fact that
nearly all were active community arts practitioners prior to their fellowship, 80% say that they
have a greater appreciation of the effectiveness of arts-based approaches to community
development. Another important indicator of the Initiative’s simulative impact on the fellows is the
volume and nature of their post-training activity. Fully 90% say they are more actively involved in
community-oriented work and 75% say they have been involved with other fellows in the year
following their graduation.

v
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I I I IMPACT ON THE
[ ]

CoOMMUNITY
Study participants from the Azalea Park area -
surrounding the Manzanita site see their I

community as having benefited in a number of U N ITY ’d _t
areas as a result of the Gathering Place project. reSI e n S
Chief among these are a strengthened sense of NVanzans
Canyon
Gathering

Place

community identity and a renewed belief in the
neighborhood’s resourcefulness. Another
important reflection from community members is )
the increased feeling of security and safety that y : “aus®
they report since the transformation of a derelict e '

road end lot into what one respondent described Q \ A : O
as a “beautiful and welcoming community - e | (L 1 O
gathering place.” O N\GREE

"The

commitment to the project, 80% agreed that the COFT}?\S%?étrX

When participants weighed in on the community’s

neighborhood had a “strong sense of ownership” AGREE
of the Gathering Place collaboration. Just over

“We have assumed responsibility “

77% also agreed “the community has assumed full
responsibility for its ongoing development and .
maintenance.” The narrative responses from our We have a 0
- stronger sense of

interviews also show the strong sense of identltv” 0
ownership and pride that the project has

engendered among its active supporters. It also
points to the importance of continuing to expand the Gathering Place community of support.

Given the complex mix of people, history, and communication that come into play, defining
precisely what precipitates a community’s embrace of one project or another is difficult. The
Manzanita participants responding to our survey felt strongly that direct involvement was critical
to the project’s success. A majority (68%) indicated that the people who did not participate in some
way had “very little understanding or awareness of the project.”

The Manzanita Gathering Place project has also generated a high level of positive media about the
Azalea Park neighborhood. This coverage has reflected positively on both the project, and the
surrounding community. A Nexus search of coverage from the project’s inception in September
2013, to March of 2014, shows that 3580 items about the project appeared in various print and
digital publications. These ranged from reports on the project at various stages of development,
explorations of how creative placemaking might impact cultural and community development
policy, to pieces about innovative landscape design and water conversation.
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EXECUTIVE SUMMARY

IMPACT ON PARTICIPATING
IV ORGANIZATIONS

In this section we focused on the feedback and
stories from the Initiative’s partner organizations.
These included the key organizational players: the
Pomegranate Center, ARTS: A Reason to Survive, the
San Diego Foundation, and the Azalea Park
Neighborhood Association as well as the many
community organizations and businesses that
participated in the project.

Community organizations and businesses: Local
organizational leaders echo their neighbor’s feelings
of increased safety and sense of place since the
project’s completion. Interestingly, our data shows
that most of the local organizations that contributed
to the project also came away with strategies that
they view as being useful to their own work. These
included strategies for community engagement,
civic discourse, volunteer coordination, and
education. Fully 90% said they anticipate future
involvement in projects that make use of the arts for
community betterment.

Another less direct outcome is the small network of
like-minded organizations that were introduced
through the project that have continued to

communicate and work together. Nearly 35% of our organizational respondents report that they
have partnered with agencies or businesses they worked with during the design or building of the
Manzanita Gathering Place. A much larger 75% said they have continued to work with individuals

they met as a result of their participation.

Gathering Place partner organizations: One of the core questions explored by the Initiative was
whether ARTS could assimilate and lead the Pomegranate process after a relatively short period of
training and the ensuing building experience at Butterfly Park. The Manzanita Canyon build was
intended as an opportunity for ARTS to both practice and test its capacity to lead a full project.
Based on our review of the survey and narrative data, we believe the ARTS-led Manzanita Canyon
project shows that the Pomegranate model can be successfully learned and applied by a team of
local organizations and creative leaders. The key contributors to this outcome include:

* ARTS’ ability to adapt effectively to multiple unanticipated challenges.
* ARTS’ ability to work effectively with local cultural and community development assets.
* Flexible support from both the San Diego Foundation, the project’s principal investor.
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* A strong collaborative skill set from both ARTS staff and the project manager.
* A learning culture at ARTS that is comfortable with simultaneous learning and leading.
* The considerable depth of experience the project partners brought to the project.

One area that posed a challenge to ARTS leadership was the dissimilarity of the organization’s
youth development mission and the typically adult-led neighborhood focus of the Pomegranate
model. Although young people did play a role in the Manzanita effort, moving forward, ARTS has an
opportunity to better integrate their core constituency more deeply into future projects,
particularly in the areas of project design and leadership.

The San Diego Gathering Place Initiative cast the Pomegranate Center into a new role as an
organizational mentor and community education resource. In the process the Center’s staff had to
learn how to step back and allow an untested team to finds its way. Ironically, the project’s success
had as much to do with Pomegranate’s forbearance in the heat of the battle as its decades of
community building experience.

From its inception the San Diego Foundation
made it clear that it had a strong interest in
both supporting and learning from its
Gathering Place investment. We would observe
that the Initiative benefited from the
Foundation’s  patient attentiveness and
expertise. This flexibility and responsiveness
will be a valuable asset for the Initiative as it
moves forward.

Beyond the benefits to individual organizations
we see a potentially powerful network of
experienced  community  builders  and
community-invested organizations emerging from the Initiative. The Gathering Place Initiative has
made a significant investment in stimulating these kinds of vital connections among people, places,

and organizations in service to building a stronger sense of community in Azalea Park. This
network is a powerful representation of how effective community organizing and creative
leadership can stimulate neighbors and friends to work together for the common good. It is also
evidence of the dynamic community-building potential that has been stimulated by the Gathering
Place Initiative.

RECOMMENDATIONS

The following recommendations are provided to inform and guide the San Diego Foundation’s
future efforts to advance creative placemaking and arts-based community development as viable
community development strategies in the San Diego region. As such, our recommendations address
two different yet interrelated constituencies; first, what we are calling the San Diego Gathering
Place partnership, and second, the individual partner organizations.

vii
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1. Recommendations for the San Diego Gathering Place partnership

1.1 Take the steps necessary to strengthen and sustain the collaboration that has supported the
Gathering Place Initiative. We strongly encourage the San Diego Foundation, ARTS, and the
Pomegranate Center to continue and grow their collaboration. The successful first steps taken by
this Initiative provide a promising foundation for advancing the Gathering Place approach. As such,
we encourage relatively swift follow-up.

1.2 Commit to long-haul learning. To have demonstrable impact in San Diego, the techniques, skills,
and strategies that constitute the Pomegranate model need to be practiced over and over. The
aptitudes, awareness, and relationships required to sustain the model can only be developed
through collaborative iterative learning. As the San Diego Gathering Place partnership considers its
future, we encourage you to make continued hands-on learning and documentation a major
priority.

1.3 Convene the Gathering Place community to reflect on what has been learned and consider the next
steps. Bring stakeholders together to reflect on the Initiative’s accomplishments and potential
future. This could provide a forum that would allow the field to learn from itself, promote
innovation and self-organizing, and give local practitioners and supporters a chance to weigh in on
critical questions facing the field.

1.4 Adopt a regimen of regular review, reflection,
and revision for future projects. Even when roles
and responsibilities are clearly articulated early on,
new initiatives like the SDGP almost always
encounter role confusion. This is because of the
significant gap  between the  articulated
assumptions and the reality on the ground. Because
this is almost unavoidable, regular opportunities
for project review and recalibration need to be
integrated into subsequent work plans and
partnership agreements.

1.5 Promote the use of arts-based community development and organizing approaches among
Gathering Place neighborhoods and partnering organizations. It would be unfortunate if this
opportunity to insinuate arts-based engagement into the work of organizations like Azalea Park
Neighborhood Association or Ocean Discovery Institute were not exploited. Their familiarity with
the effectiveness of culturally based organizing makes them ripe for further development in this
area.

1.6 Invest in the long-term development of the Gathering Place creative placemaking practice and
support in the San Diego region. The training of the Gathering Place fellows has established a
valuable cadre of potential creative placemaking facilitators and leaders. Given the myriad material,
social, and cultural benefits derived from the Gathering Place projects, the return on investment is
extremely high. That said, efforts like these still cost money, so we strongly encourage the project
partners to place future financing at the head of their list of things to consider in moving forward.
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2. Recommendations for individual partnering organizations

2.1 The San Diego Foundation should continue its leadership role promoting creative placemaking in
the San Diego region. Given its historic commitment to the development of effective community
leaders and healthy communities, the Foundation is well positioned to establish itself as the prime
advocate for this burgeoning field in the San Diego region.

2.2 Use this report to stimulate system-wide thinking and action. We recommend that the San Diego
Foundation use this report to instigate new conversations in the public, nonprofit, and business
sectors about the potential value and application of creative placemaking approaches. A potential
goal might be to map and collaboratively invest in the long-term development of a sustainable
creative placemaking development fund.

2.3 Recognize and support the role of grassroots community development organizations and
community organizers in effective placemaking. One of the most critical elements leading to the
success of the Manzanita project was the committed participation of the Azalea Park Neighborhood
Association (APNA). Organizations like APNA should be included in discussions about how to best
learn from and advance this work.

2.4 Engage the Gathering Place fellows in the development of a
Gathering Place learning network. While the project laid the
foundation for the development of a potentially robust post-
training network, these kinds of enduring connections rarely
happen on their own. This will require initial coordination and
support to grow the self-organizing capacity that will be needed
to sustain a network of Gathering Place practitioners and leaders.

2.5 Take note that free labor can be expensive. It is important to
remember that free labor is not only labor-intensive, but for
citizen design/build efforts, the quality of volunteer experience
will often determine the success or failure of the project. For
many successful community development organizations,
volunteer coordination has become a full-time job. This is
something for ARTS to keep in mind as it calculates the cost of
future Gathering Place projects.

2.6 Explore ways to align ARTS’ new placemaking capacities with its core mission. A threshold
question to consider will be whether ARTS should expand its mission from personal change agent
to community change agent. If so, how this happens will be critical. Other questions include:

* What does it mean to be the local translator and advocate for the advancement of the
Pomegranate model?

* How can ARTS align its youth and local (National City) priorities with this effort?

* Where will the new resources needed to advance potential new Gathering Place Initiatives come
from?

X
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2.7 Include bureaucratic path finding in future Gathering Place training efforts. One aspect of the
Gathering Place training encourages the development of a Steering Group that includes relevant
municipal officials who can assist with bureaucratic logjams. We recommend that future training
enhance this area by including strategies for the successful navigation of specific San Diego area
public bureaucracies.

3. General recommendations for building the creative placemaking field in the San Diego
region

3.1 Establish an ongoing cross-sector training program in support of creative placemaking practice.
Given the success of the Gathering Place Initiative, we would highly recommend the creation of a
training and support program to advance the relevant knowledge and skills of the area’s significant
and growing creative placemaking sector.

3.2 Emphasize the difference between creative placemaking and audience development. Many arts
organizations and funders have embraced community engagement as a way to expand audiences.
For organizations like the Pomegranate Center, and ARTS, community relationships are intrinsic to
both art production and presentation, and community members are seen more as a constituency
than an audience. This implies a broad range of responsibilities and obligations that include
expectations of openness, accountability, continuity, and respect.

3.3 Educate funders about the complex ecology of community arts development. We encourage the
Gathering Place partners and others to explore ways to help increase funder awareness about the
complexity, diversity, and effectiveness of the creative placemaking field. Increased awareness of
this system among funders and policy makers could ultimately increase the effectiveness of arts-
based community development efforts in the region.

3.4 Promote the notion that collaboration is a learned skill. Many of our respondents had a lot to say
about partnerships, particularly the new and untested variety. Most comments reflected on the
intensely collaborative nature of community art making. Over the years we have learned a lot from
our clients about effective collaboration, taking special note of the lessons that seem to be in most
need of repeating
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DIGEST OF FINDINGS AND RECOMMENDATIONS
FINDINGS

|l. THE CONDUCT OF THE INITIATIVE

1.1 Participation in the Manzanita project was broad, deep, and diverse.

1.2 Manzanita’s compacted schedule was a challenge for the project’s first-time organizers.

1.3 Most Gathering Place participants had a clear understanding of the project’s organization and
intentions.

1.4 The post construction future is somewhat less clear to all participants.

1.5 The fast-track design/build process was both effective and stress producing

1.6 Fellow-led project management was critical to the success of the project.

II. IMPACT ON PARTICIPANTS

Impact on community members

2.1 The majority of respondents say they are working more with their neighbors and colleagues.

2.2 New learning has taken place and is being applied.

2.3 Respondents express a greater willingness to participate in similar programs.

2.4 Community members say they will be more actively involved in community-related activities and
civic discourse.

Impact on Gathering Place fellows

2.5 The fellowship training was well received by participants.

2.6 Gathering Place fellows reflect very positively on their field experience.

2.7 The fellows’ opinions about the conduct of the build process differ somewhat from other program
participants.

2.8 Fellows say they are making good use of the things they learned during their training.

2.9 Fellows say they have increased their involvement in community development activities.

2.10 The Gathering Place experience has fostered a new network among the fellows.

2.11 There was some lack of clarity about the role of the fellows for the second build.

1. IMPACT ON THE COMMUNITY

3.1 Respondents see their community as stronger as a result of the Gathering Place experience.

3.2 The Manzanita Gathering Place project has generated a high level of positive media about the
Azalea Park neighborhood.

3.3 Local participants also say their community is safer in the wake of their placemaking effort.

3.4 Community members report a very strong sense of ownership for their collaborative undertaking.

3.5 Most respondents believe the community’s commitment to the project will be sustained.

3.6 Participants feel that direct involvement was critical to the project’s success.

IV. IMPACT ON ORGANIZATIONS

Participating Local Organizations and Businesses
4.1 Participating organizations report multiple benefits from their Gathering Place participation.
4.2 Network building appears to be stronger among individual participants than organizations.
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Gathering Place Partner Organizations

4.4 The Manzanita Canyon project was a robust test of the Initiative’s principal strategic objective.

4.5 ARTS stewardship of the project should be considered successful.

4.6 The high quality of the organizations and individuals involved was a key contributor to the
project’s success.

4.7 The ARTS mission and Gathering Place participation posed a challenge.

4.8 Pomegranate Center’s initial undertaking as a systemic change agent took an important first step.

4.9 The San Diego Foundation’s participation in the initiative has been beneficial on many levels.

4.10 A potentially powerful network of experienced community builders and community-invested
organizations has emerged from the initiative.

RECOMMENDATIONS

1. Recommendations for the San Diego Gathering Place Partnership

1.1 Take the steps necessary to strengthen and sustain the collaboration that has supported the
Gathering Place Initiative.

1.2 Commit to long-haul learning.

1.3 Convene the Gathering Place community to reflect on what has been learned and consider the next
steps

1.4 Adopt a regimen of reqgular review, reflection, and revision for future projects.

1.5 Promote the use of arts-based community development and organizing approaches among
Gathering Place neighborhoods and partnering organizations.

1.6 Investin the long-term development of the Gathering Place creative placemaking practice and
support in the San Diego region.

2. Recommendations for Individual Partnering Organizations

2.1 The San Diego Foundation should continue its leadership role promoting creative placemaking in
the San Diego region.

2.2 Use this report to stimulate system-wide thinking and action.

2.3 Recognize and support the role of grassroots community development organizations and
community organizers in effective placemaking.

2.4 Engage the Gathering Place fellows in the development of a Gathering Place learning network.

2.5 Take note that free labor can be expensive.

2.6 Explore ways to align ARTS’ new placemaking capacities with its core mission.

2.7 Include bureaucratic path finding in future Gathering Place training efforts.

3. General Recommendations for Building the Creative Placemaking Field in the San Diego
Region

3.1 Establish an ongoing cross-sector training program in support of creative placemaking practice.

3.2 Emphasize the difference between creative placemaking and audience development.

3.3 Educate funders about the complex ecology of community arts development.

3.4 Promote the notion that collaboration is a learned skill.
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Part One:
Introduction

he San Diego Foundation believes that “everyone needs creative opportunities with which to

make meaningful and fulfilling connections.”! The Pomegranate Center, based in Issaquah,

Washington, has been in the business of facilitating creative connections in neighborhoods

across the country for the past two decades. They manifest their mission by working “with
communities to imagine, plan and create shared public places.” One prominent expression of their
work is the “creation of community gathering places (parks, neighborhood focal points, community
trails, and public artwork) that contribute to community distinction, vitality and social
interaction.”?

In the summer of 2012, as part of a nationwide initiative supported by Green Mountain Coffee
Roasters, Inc., the Pomegranate Center and the San Diego Foundation began exploration of a
gathering place project in San Diego. These discussions led to a partnership among the Foundation,
Pomegranate, and the San Diego youth arts organization, A Reason to Survive (ARTS), to work with
two San Diego communities to create citizen-designed and -built gathering places. The partners also
expressed a strong desire to extend the benefits of the project beyond the initial placemaking effort.
As such, the San Diego Gathering Place Initiative also provided mentorship and employment for a

Lhttp://www.sdfoundation.org/SanDiegoCenterforCivicEngagement/MissionoftheCenter.aspx
2 http://www.pomegranatecenter.org/build-places/
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cohort of ARTS-sponsored youth and trained local leaders and organizations to implement future
projects.

Initiative Summary

The San Diego Gathering Place Initiative activities documented in this report took place from
September 2012 to November 2013 as a learning partnership among the Pomegranate Center,
ARTS, and the San Diego Foundation. The Rokenbok Educational Foundation, Myron Eichen
Memorial Fund, and Green Mountain Coffee Roasters that provided lead funding support for the
initiative. The Initiative’s goals were twofold:

* “To implement a demonstration project in San Diego County that will train and mentor a
nonprofit arts and culture organization and individuals to implement community-build projects
utilizing the Pomegranate Center’s methodology.”

* “To test The Pomegranate Center’s community-build training and mentoring strategy as a new
business model for the organization.”

The Pomegranate Center’s principal role was to train and mentor the staff of ARTS in the Center’s
community-build methodology. This training occurred in conjunction with the implementation of
two community-built Gathering Place projects located in National City, California, and the City
Heights area of San Diego. Prospective project sites were identified by soliciting proposals from
interested communities. The final selection, facilitated by the Pomegranate Center, was made by
representatives of the five top-rated community proposals. Each of the selected projects received a
full package of design and build services,? as well as a $20,000 budget for equipment and supplies.
There were also paid learning opportunities for ARTS students to participate.

In addition to working with ARTS staff, the
Pomegranate Center also conducted a 7-day
training program, from January through April
2013, for 23 local artists, architects, planners, and
organizers who were selected as Gathering Place
fellows to learn the community-build method.
Starting in January 2013, the fellowship included
50 hours of classroom instruction and emersion
in the 20-week community design process for the
project in National City. The training culminated
with the construction of the Butterfly Park
Gathering Place over an intense four-day period
during the third week of April.

The Manzanita site: “Not very pretty!”

3 The total cost for project management, materials and supplies was $80,000
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The second project was located in the Azalea Park neighborhood of the City Heights area of San
Diego. The photo on the previous page shows the Manzanita building site as it looked prior to the
building effort. It is a fairly small, 70’ by 35’, oblong lot located between a road end and the steep
edge of Manzanita Canyon that borders the neighborhood. The Canyon is one of many wild and
undeveloped canyons that are scattered throughout the San Diego region. Prior to the Gathering
Place project, the lot was used frequently by transients for drug use and exchange. For this reason, a
fence with barbed wire had been used to separate it from the neighborhood.

For the Manzanita project, ARTS’ role shifted from participant-observer to full project coordination.
In addition, four Gathering Place fellows were hired to help ARTS with the staffing of the project—
three to facilitate the design process, and one for overall project management. The development of
this gathering place, dubbed, the Manzanita Gathering Place, was to follow the same 20-week
timeline that was used for Butterfly Park. Unfortunately, unanticipated delays, related to City of San
Diego permitting process, shortened the community engagement and design aspect of the project
by one month, reducing the overall project schedule by a full 20%. Over the course of the one-year
Initiative, the San Diego Foundation provided both grant administration and the facilitation
evaluation and marketing activities.

San Diego Gathering Place Initiative Timeline

OCT NOV DEC JAN FEB MAR VIAY JUNE "JULY * AUG SEPT OCT NOV

Nat.

City

Steering Nat. City City Hts. )
Group vol. . Steering City Hts.
formed recruit Group GP

formed build
Nov. 7-10

Selection Nat. City | Nat. City
of 2 GP site Community
planning| meetings

City Hts.
City Hts.  Planning &
Vol. Community
recruit meetings

sites

GP fellows GP fellows GP fellows
selected training begins training ends
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The Purpose of the Research

Evaluating socially engaged public art programs is difficult. Cumbersome and imprecise, the
processes and dynamics of art making and social development are difficult to measure, particularly
in the short term. As such, their assessment is often given short shrift by both funders and
practitioners. This means that very few projects of this type have been studied for their impact on
communities or to document best practices.

This evaluation was undertaken as a contribution to both the project’s partners and the community
at large as they seek to understand how the creation of artistically devised gathering places can
best engage and animate the public sphere. It is intended to provide a clearer picture of the
Initiative’s place in, and impact on, the community cultural ecosystem in which it operates. Through
it, we hope the project’s local stakeholders will better understand the often-overlooked creative
and social dynamics that are so important to the success or failure of community-engaged cultural
work. As this knowledge grows, we also hope that these documentary approaches can also be
shared with others operating in the growing creative placemaking sector. Considering the
influential role the Foundation plays in the San Diego community, we felt this documentation
should be approached as both evaluation and ongoing research. Most importantly, our aim was to
document the approach that is useful to the Initiative’s ongoing work and sustainable for the future.

The Research Process

Approach: From the outset, we viewed our consultant role as investigators rather than auditors.
Our inquiry has had three distinct phases. Our first task was to refine and articulate the threshold
questions being examined and finalize the study design. Next, we collected, analyzed, and
synthesized information needed to determine the degree to which they had been answered. Finally,
we here provide our findings and recommendations to give the project’s partners a better
understanding of the opportunities and challenges the Gathering Place Initiative will face as it
steers its future course.

Two conceptual frameworks related to cultural development informed the research design. The
first is the idea of a “cultural ecosystem” that views artists, arts organizations, commu-
nity/audiences, funders, etc., as parts of a system whose interdependent mechanisms are best un-
derstood when they are first studied together, and then contextualized by overall social, political,
and economic forces. The second is the notion of the “transformational network”3, which posits that
all communities have the potential to organize themselves into “smart networks” that can be har-
nessed to advance positive change. These frameworks have both influenced the study’s design and
informed both the collection and interpretation of the data.

To the degree possible, this study was designed to identify causal relationships between the
Initiative’s activities and their impact on its initiators and the participating communities. To
accomplish this, we developed a protocol for data gathering that combined quantitative and

3 Based on the network-weaving framework described in Network Weaver Handbook by June Holley (Athens,
Ohio: Network Weaver Publishing, 2012).
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qualitative sources. We also worked with the Initiative partners to identify a cohort of participants,
training fellows, and partners that accurately represented the breadth and diversity of its
constituencies. Our responsibility throughout was to gather data that accurately reflected the broad
range of voice and perspective represented by the program’s multiple partners, participants, and
stakeholders. In doing so, particular attention was paid to soliciting new information and
innovative ideas that could contribute to the continuing efforts of the partners to learn from and
work with their constituent communities.

Scope of Inquiry: The following are the key questions that framed the research:

The Conduct of the Initiative

* Have the assumptions and ideas that helped to determine the project’s design, production, and
associated programs proved valid and served their intended purposes?

* What opportunities and challenges emerged that advanced or limited the project’s impact?

Impact on the Participants and Their Communities

*  What impact has the project had on its core constituencies (site leaders, participants and
community members, community and institutional partners, etc.)?

* How has the project affected the patterns and level of public discourse and participation in the
involved communities?

Impact on Participating Institutions

* How has the Initiative affected the processes, practices, and perceptions of its initiating
partners?

* How is the Initiative regarded within the local arts and community development sectors?

Future Opportunities

* What effective processes and practices developed for the project are applicable to other
community development efforts?

*  What can the Foundation and other local partners learn from the project that can stimulate
similar efforts in the future?

Research Methods

The Initiative partners have identified finding answers to these and other related questions as a
central aim of the project. The gathering and analysis of information for this evaluation took place
in two phases over an 11-month period from March 2013 to February 2014. A key part of the first
phase of the study process was documenting the Initiative partners’ definitions of success and the
assumptions that informed them. A principal task in the second phase was to test those
assumptions against data from the constituencies most intimately involved in the project. Given the
San Diego Foundation’s concern about how the Initiative might inform future arts-based
community-building efforts, our analysis in the third phase has included the identification of
strategic opportunities for translating what is learned from the project into sustainable practice. It
is also hoped that the product of this effort will help to engage the broader public in a discussion
about the value of arts engagement to the quality of community life. Specific methods of inquiry
used in the research follow:



PART ONE: INTRODUCTION

Phase One: Planning and Initial Design

1.1 Interviews of project principals. Consultants interviewed key members of the project team and
its principal community partners. Through these discussions, we reviewed the history and
evolution of the Initiative to better understand the assumptions and expectations that informed its

development. Chart 1 shows the core assumptions articulated by the Initiative partners.

1.2 Review of documentary material on
development of the project. This included a
review of current and past design concepts and
work plans, grant applications, and reports.
This review will inform the eventual selection

of focus group and field interviews.

1.3 Development of a research thesis and logic
model. A logic model reflecting programmatic
resources, activities, and desired outcomes was
devised with all of the Initiative partners. This,
in turn, guided the final development of the
study protocols and research instruments. (See
Appendix A)

Phase Two: Field Research

2.1 Field interviews. Individual and small group
interviews were conducted with the Gathering
Place fellows and San Diego Foundation and
ARTS staff to the
effectiveness of both the training and the
Butterfly Park build.

explore impact and

2.2 Field survey. A comprehensive survey
instrument was designed to collect comparable
data from both of the pilot projects and future
build sites. (See Appendix B.) It should be noted
that the scope of the evaluation did not allow a
random survey of the Manzanita neighborhood
prior to the project. Therefore, this report
reflects data from people and organizations
with direct involvement in the Initiative.

* Butterfly Park: Our initial survey cohort was a

Core Assumptions Guiding the SDGP Initiative

Community design/build participation
stimulates civic participation and strengthens
social cohesion

There are specific strategies and practices that
can increase and sustain the beneficial effects
of arts-based community development1
initiatives.

There is a synergy between community arts
participation and thriving communities where
each fosters and sustains the other.

The Pomegranate Center process and strategies
can be learned and successfully implemented
by other community-based organizations.

Those who learn and use Pomegranate Center
processes and strategies will be more effective
community leaders.

Gathering Place participation can stimulate the
beneficial use of community assets.

The impact of civically engaged art—making can
be amplified through training and participation.

Community design/build projects can change
the character of, and perceptions about public
spaces and their uses.

Regular and sustained involvement with
community designed and built public space will
increase its impact.

SDGP will be an effective resource for student
learning and civic engagement

SDGP Strategies will be relevant and useful to
other arts based community dev. initiatives.

Participating communities will derive
demonstrable, long-term benefits from SDGP
Participation
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representative sample of Butterfly Park constituents who were contacted by mail six months
following the completion of the project. Mail-only solicitation was necessary because email
addresses had not been collected from participants.

Survey cohort: Our survey included staff from both the Pomegranate Center and ARTS, local
partner organization representatives, Gathering Place fellows, design workshop
participants, advisory group members, and site build volunteers. These data were used
primarily for comparison purposes as a way to measure the differences (if any) between the
Pomegranate and ARTS lead projects.

* Manzanita: For the second Gathering Place effort, ARTS assumed the primary project leadership
role while the Pomegranate Center provided coaching and mentoring. Given that one of the
Initiative’s primary objectives was to assess the transferability of the Pomegranate model, this
build provided the richest opportunity for our research. For this reason, this report relies
primarily on the data collected from the local residents and organizations that participated in the
Manzanita site build. The majority of our data comes from three sources: targeted focus groups,
one-on-one and on-site interviews, and the comprehensive survey that was also used for the
Butterfly Park.

Survey cohort: Initiative partner staff and fellows were included again along with
community participants. The Manzanita site build volunteer registrations provided us with
the most complete list for survey outreach within the community. Of the 206 people who
participated in the four-day Manzanita building process, 20% responded to the survey and
another 50 volunteers were interviewed on-site. The majority of these respondents
reported participating in at least two other gathering place activities.

2.3 Network mapping. Two weeks after the completion of the Manzanita gathering place,
consultants conducted a network-mapping workshop with core participants. The goal of this
exercise was to document the newly connected formal and informal partnerships and networks
that had manifested in support of the Manzanita project. We see this web of influence, expertise,
and resources as a significant community asset that has the potential for manifesting significant
benefits to both the community and the ongoing Initiative.

Report Format: The purpose of this report is to summarize the consultants’ findings and present
recommendations for short- and long-term responses to the issues identified in the research. The
report is divided into four parts:

* This section, the introduction, is provided as Part One.
* The consultants’ key findings are presented in Part Two.
*  Qurrecommendations are offered in Part Three.

* An appendix of documentary material is provided in Part Four.



Part Two:
Findings

I his research was initiated to help the San Diego Foundation and its organizational partners
learn from their significant investment in the development and implementation of the San Diego
Gathering Place Initiative. The study findings are organized in four sections. Each section

summarizes our analysis and interpretation of data collected in the following areas:

V. The Conduct of the Initiative
V1. Impact on Participants
VIl. Impact on Communities

Vlll.Impact on Participating Institutions
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I. THE CONDUCT OF THE INITIATIVE

1.1 Participation in the Manzanita project was broad, deep, and diverse.
The community engagement aspect of the Pomegranate model is very

ony \DLONTERR fruy
F‘/W LIST

intensive. Over the course of the 17-week Manzanita Canyon project,

community members had multiple opportunities to participate as active
collaborators in the designing and building of the Manzanita Gathering
/ Place. These included two community orientation and design meetings,

i
_ Milenko k

W
_ ARRETTE, / g

a youth-focused design charette, five pre-build art-making workshops,

and the final, four-day build. Our estimated total for attendance at these
events was 400. Extrapolating from our survey data, we estimate that
50% of the project’s participants took part in three or more of these
events with 55%% joining in at some time during the final building
process. About half of these build volunteers came from the seven
contiguous zip codes that surround the Azalea Park Gathering Place
site. Of the remainder, almost all came from San Diego and nearby cities
: ‘ such as National City, Chula Vista, Oceanside, and El Cajon. While
comprehensive demographic data on all participants was not available, based on our review of the
site build volunteer roster participant ages ranged from 4 to 79 with a median age of 31.4

1.2 Manzanita’s compacted schedule
Chart 1: Community Member Understanding

hall th ject’s first-
was a challenge for the project’s firs of the Project (5 = very high, 1 = very low)

time organizers. The San Diego Gath-
ering Place Timeline on page 3, shows
the schedule and flow of both the But-
terfly Park and Manzanita projects.

What will happen after
completion

|

Looking at them side by side, it is easy The impact of the project
to see how the loss of a month in a
four-month schedule intensifies an The roles of others in the
already highly concentrated workflow. project

Needless to say, this increased both

the learning curve and the stress expe- e s i e pess _

rienced by the Manzanita leadership
team. Based on their feedback, it is The purpose of the project
safe to say that this was among the
most challenging aspects of the Man- 115 2 25 3 35 4 45 5
zanita experience for them. It is to

their credit that they made the necessary adjustments and saw the project through. From our re-
view of community feedback, it is also clear that very few outside the project’s inner circle of
organizers were aware of the problems affecting the schedule.

4 According to 2010 census figures, the median age of City Heights (mid-city) is 29.
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1.3 Most Gathering Place participants had a clear understanding of the project’s organization and
intentions. Our survey participants were asked to reflect on how well they understood the
Initiative’s intentions and the roles of the people involved. For projects seeking to stimulate civic
participation and networking, the continuity of communication is paramount. Given the number
and variety of people and activities involved in this project, an inconsistent message could have
been damaging, particularly in a small neighborhood like Azalea Park. This did not appear to have
occurred. Using a 5-point scale (5 = very effective; 1 = not at all effective), Chart 1 shows that a
significant majority of our respondents were very clear about the project’s purpose and their
understanding of the project’s impact, with an average 4.8 in both areas. There also seemed to have
been a good understanding of both personal roles (4.6) and the responsibilities of others (4.3).

1.4 The post construction future is somewhat less clear to all participants. While still quite positive,
respondents’ “understanding about what happens after the project’s completion” was a less robust
3.9. It is interesting to note that most of the written responses in this section of the survey also
reflected frustration or lack of clarity about the nature of post-build activities and responsibilities.
Most mentioned uncompleted build tasks and the need for trashcans. It should be noted that in the
following the build, the
supervision of the site transitioned

weeks

Chart 2: GP Project Aspects Rated by Community Members

from ARTS to the Azalea Park
Neighborhood Association, (APNA)
who began organizing a series of

follow-up events aimed at
addressing these issues. (See
Appendix E, APNA  Parkster
Newsletter)

1.5 The conduct of the Manzanita
project was well regarded by study
participants. When asked to rate the
effectiveness of the project, 82%
said either effective or very effective
for the nine specific aspects of rated.
(see Chart 2) This feedback also
shows that 100% of our respondents
felt the overall project was well run
with nearly two thirds saying very
effective. While still quite positive,
(timeliness  and
completeness) and publicity are the
only areas that reflected
concern by participants.

communication

some

(5= Very Effective, 1 = Not At All Effective)

Project
planning

Timeliness

of 27.27%
communication

Completeness:

of 30.00%
communication

Administrativ
eflogistical 9,09
support fo...

Coordination
of scheduling

Coordination/
care of 19,09% 9,
workspace

Handling of
materials, |9,09%
supplies a...

Publicity
and public [10,00%
relations

Overall

Project

0% 20% 40% 60% 80% 100%
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1.6 The fast-track design/build process was both effective and stress pro-
ducing. One striking characteristic of the Pomegranate model is its strict
adherence to a fast-track design/build process. This typically manifests as a
five to seven month start-to-finish schedule. Given the challenges with
permitting the Manzanita build, the schedule was further compressed into a
four-month timeline. As was indicated above, this brought significant
pressure on a project that was led from top to bottom by a team of artists,
architects, and organizers who were in essence all Gathering Place rookies.
It is also clear that the rapid pace and quick turnaround also contributed
significantly to its ability to attract and maintain community interest and
participation. Many community participants referenced the speed of the

process as particularly impressive. This enthusiasm was reinforced by the active participation of
well-developed community-organizing leadership from the Azalea Park Neighborhood Association
and the community’s long history of collaboration.

1.7 Fellow-led project management was critical to the
success of the project. While the original project
design envisioned a team approach to project
management, one of the four Gathering Place fellows
hired ultimately assumed this role. This arrangement
benefited the project because the manager was able
to devote extensive personal time to the project, and
was very well suited for this role. There was a
consensus among the project partners that relying

sustainable approach for future projects.

11
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Il. IMPACT ON PARTICIPANTS

Our exploration of the Initiative’s impact asked respondents to reflect on the project from two
different perspectives—first from a personal perspective and then from the community at large.
This part of the report reflects individual responses from both community members and fellows.

Also, findings in this section, and the two that follow, are based, in part, on survey questions that
employ a Likert scale> that asked respondents to indicate the level of their agreement with various
statements concerning the program’s impact. In most instances, our analysis of this data will
compare the combined levels of agreement (strongly agree and agree) and disagreement (disagree
and strongly disagree) while noting particularly strong sentiments in either direction.

Impact on community members
2.1 The majority of respondents say they are working more with their neighbors and colleagues. Our
survey shows that 76% of the community respondents who participated in the project say they are
keeping in touch with each other. In terms of community activity, 63% say they have been actively
involved with someone they met during the project and 62% say they have been more involved in
their neighborhood. (See Chart 3)

Chart 3: Personal Impact Reported by Manzanita Participants

| | | |
I am more likely to participate in h_-

discussions about community issues - - .-

I have a much greater appreciation for __I

arts-based community development 5 s

| maintain contact w/ others involved -_-

in the project. ~ T— B Strongly Agree
| do not anticipate future involvement .I H Agree
in similar projects. — ~ = Neutral

I have been active with people | met -_- Disagree

during the project. Strongly Disagree

have been more active in communty | I

work. = = -

| have have applied things | learned _--
l 1 T

0.0% 20.0% 40.0% 60.0% 80.0% 100.0%

5 Likert questionnaires ask respondents to specify their level of agreement or disagreement on a scale for a
series of statements to capture the intensity of their feelings for a given item.

12
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2.2 New learning has taken place and is being applied.
While the focus of most Gathering Place activities on The gathering place itself was

stimulating involvement and connection among whatl expected, Where |
community members, it is interesting to note that 77%  |earned the most was how

of our respondents also appear to have learned some great it is when everyone to

works with each other to get
stuff done.

things through their involvement that have been useful
to them in other circumstances. This was particularly
evident in comments we received from parents, and
particularly young people, one of whom shared, “I
never thought all those trashy stumps and rocks and Manzanita Community Volunteer
things could end up being so beautiful. Now [ see them

differently.”

2.3 Respondents express a greater willingness to participate in similar programs. As was indicated the
previous section. in Chart 2, community survey participants rated the effectiveness of the overall
project highly with 100% reflecting positively on the “overall project”. This positive impression is
also reflected in the finding that 84% disagree with the “reverse” statement: I do not anticipate
future involvement in similar projects and the same percentage agree that they have a better
appreciation for how local art and artists can contribute to community betterment.

2.4 Community members say they will be more actively involved in community-related activities and
civic discourse. Perhaps the most important indicator of people’s feelings about their community is
their willingness to engage their neighbors around common issues. Among our respondents, 69%
agreed that they are more likely to participate in discussions about community issues. Given that this
was a central aim of the project’s sponsors, this is a
noteworthy finding. It should also be noted that 25% of the
study participants chose “neutral” as their level of
agreement. This and the small number of “strongly agree”
responses is an indication that this increased openness is
tentative at best.

Impact on Gathering Place fellows

The artists and community workers who participated in the
week Gathering Place Fellows training program have been
identified as both stimulus and driver for the spread of the
Pomegranate Center methods in San Diego. Given this, the 23
. fellows were selected as much for their leadership potential
as their creative capacities. And although they joined the
cohort as individuals, by the completion of their training,
their feedback indicates that most also saw themselves as
- part of a new learning community. Also, because all of the

| fellows participated in the Butterfly Park part of the

13
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Initiative (only four had significant roles in the Manzanita build), these findings relied on feedback

from both projects along with a post-training evaluation conducted by the Pomegranate Center.

| think building meaningful
things with friends and

neighbors is the most rewarding
experience. | am attracted to the
possibility of a gathering place

for my own community.

Gathering Place Fellow

2.5 The fellowship training was well received by

participants. The Pomegranate Center training
evaluation shows that the cohort reflected quite
positively on the various aspects of the curriculum.
Asked to rate eight core Gathering Place training
elements in terms of their “relevance to your work,”
responses averaged a relatively high 3.5 on a 4-point
scale (4 = extremely relevant; 1= not at all relevant). It
is interesting to note that those fellows who were
absent from two or more of the Butterfly Park

community-engagement activities rated the training’s

relevance 15% lower than the rest of the cohort. This is not surprising and reinforces the critical

importance of the hands-on field learning aspects of the training.

The following findings are based
primarily on feedback contained
in the Gathering Place Survey
and a focus group conducted in
October of 2013:

2.6 Gathering Place fellows re-
flect very positively on their field
experience. Overall, fellows re-
garded the build process very
positively with an aggregate
rating of all elements of 4.33 on
the 5-point scale (5 = very effec-
tive; 1 = not at all effective). In-
terview and survey commentary
also point to the building experi-
ence as the “place where it all
came together and started to
make sense.” Others described
the hands-on community en-
gagement activities as crucial to
their ability to both translate
and transfer their classroom ex-
perience “to the practical reali-
ties of the real world.”

Chart 4. Impact of GP Participation on Fellows

More likely to discuss
community issues

Much greater
appreciation for arts-
based comm. Dev.

Maintaied contact w/
others involved

Actively involved w/
people | met

More actively involved
in community work.

Applied things I learned
elsewhere

1l

¥ Strongly Agree

Agree

Neutral

Disagree

Strongly
Disagree

0% 50%

100%

14



A Study of the San Diego Gathering Place Initiative

2.7 The fellows’ opinions about the conduct of the build process differ somewhat from other program
participants. When comparing fellows with the full cohort of participants, fellows rated the various
Gathering Place project aspects slightly higher, with one exception in the area of public relations.
Given their intimate connection to the Initiative, this certainly could be expected. Surprisingly, the
opposite is the case when it comes to their understanding of the aims and various roles associated
with it. (This lack of role clarity is also addressed in finding 2.11 below.)

2.8 Fellows say they are making good use of the things they learned

during their training. When asked to reflect on how their Gathering
100% (of responding

fellows) say that they
have integrated aspects
of the training into their
work and nearly 80%
indicated a greater
understanding of the
power of arts-based
community development
strategies.

Place experience has affected their professional work and
relationships, fellows are almost universal in affirming the positive
influence of the training. Chart 4, shows that some of the strongest
impact has been on their individual practice where 100% say that
they have applied Gathering Place learned practices elsewhere.
Given the fact that none of the fellows were newcomers to the
community arts field, we find this particularly noteworthy.

2.9 Fellows say they have increased their involvement in community
development activities. Another striking indicator of the simulative
effect of the training is the 90% of the fellows who report greater
involvement in both community-oriented work and issues-based discussions. Whether this increase
has been spurred by greater interest or new relationship opportunities is hard to tell.

2.10 The Gathering Place experience has fostered a new network among the fellows. Chart 4 also
shows that since the completion of their formal involvement in the Gathering Place program,
fellows remain active with members of the cohort and others they met during their involvement.
Through interviews and our analysis of the Gathering Place networking activity (see also 4.10
below), we see further evidence of a continuing interaction within the group.

2.11 There was some lack of clarity about the role of the fellows for the second build. As with all
learning groups of this sort, there is a range of expertise and capacity that makes it difficult to
assure the equitable distribution of opportunity. While a few of the graduated fellows were given an
active, compensated role in the Manzanita Canyon project, most of the others were not. Based on
our discussions with various fellows, it’s clear that some had an expectation of continuing
involvement from the fellowship training. The lack of clarity around this issue has generated some
resentment within the group at a critical time in the life of the emerging Gathering Place network.

15
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3.1 Respondents see their community
as stronger as a result of the Gathering
Place experience. The survey asked
participants to reflect on how the
project has altered attitudes and
perceptions about their neighborhood
in particular areas, such as
community identity and sense of
resourcefulness.

Improved community identity is chief
among the community vitality
indicators identified in the literature

on creative placemaking effectiveness. The case made is quite simple: Artistic improvements to the

physical character of a place will positively affect perceptions of and attitudes about that place. The
supporting researché also shows that public space developments (streetscapes, parks, commons,

trails, etc.) that incorporate citizen participation have an even greater potential for stimulating

these kinds of attitude changes among local community members.

For the Azalea Park community members responding to our
Gathering Place survey, this is borne out in the fact that 77%
report that there is a stronger sense of identity and belonging in the
community and 85% feel that they have the capacity to work
together effectively to develop the resources needed for future. (See
Chart 5, next page)

3.2 The Manzanita Gathering Place project has generated a high
level of positive media about the Azalea Park neighborhood. Media
coverage generated as a result the Gathering Place effort has
reflected positively on both the project, and the surrounding
community. A Nexus search of coverage from the project’s
inception in September 2013, to March of 2014, shows that 3580
items about the project appeared in various print and digital
publications. These ranged from reports on the project at various
stages of development, explorations of how creative placemaking

“We really believe that
if we increase the arts
and increase
beautification, it really
helps increase

the safety of our
community,”

Ricardo Moran, president of
the Azalea Park
Neighborhood

Association

might impact cultural and community development policy, to pieces about innovative landscape

design and water conversation.

6 “Creative Placemaking”: Ann Markesun, Ann Gadwa, 2012, The Mayors’ Institute on

City Design, National Endowment for the Arts .
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3.3 Local participants also say their community is safer in the wake of their placemaking effort.
Another of the more fundamental benefits attributed to effective creative placemaking is improved
community safety. This is particularly relevant for the Manzanita Canyon area because of the
derelict nature of the road-end property prior to the project. While qualitative evidence of the
project’s impact on neighborhood security will not be available for some time, 70% of our
participants did say that there was an increased sense of safety accruing from the project. Given the
growing body of research that correlates perceptions of safety with documented reductions of
crime and increased security?, this should be treated as a very positive early outcome of the
Initiative.

Chart 5: Community Members Consider Neighborhood Impact
This project has strengthened the
community's ability to discuss community

| i
issues.
The project has strengthened the _ I
community's ability to work together
Locals not involved have little awareness _
of the project. -.
The project has been very well received _ II

by its participants B Strongly agree

This project has made the neighborhood _ II N Agree

a much safer place.

Neutral
We have assumed responsibility _ I B Disagree
maintaining the Gathering Place. = Strongly disagree
e have a very suong sense ot I |
ownership of the project.
We have a much stronger sense of _ I
identity as a result of this project.
We can develop the resources we need
to support community building projects. m ‘

0% 20% 40% 60% 80% 100%

|

3.4 Community members report a very strong sense of ownership for their collaborative undertaking.
The community engagement processes employed during the initiative emphasized active listening

7 Miriam Pfisterer. “Understanding Crime and the Perceptions of Safety in Providence’s Parks,” Center for
Environmental Studies, Brown University, May 2002, http://envstudies.brown.edu/abstracts/2001-
2002_abstracts/2002_Pfisterer_abstract.pdf.

Charles C. Branas et al. “A Difference-in-Differences Analysis of Health, Safety, and Greening Vacant Urban
Space,” American Journal of Epidemiology, December 1,2011, 174: 1296-1306.
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and dialogue. From both their survey responses and their active participation, it appears that
community members felt both heard and included in the enterprise. Just over 80% of survey
participants agreed that the community had a strong sense of ownership of the Gathering Place
project. Commentary to our questions about community ownership of the project were also among
the most passionate responses in the survey with statements like “this is the first time I have ever
really felt a part of any community,” and “Azalea Park is becoming a real home.”

3.5 Most respondents believe the community’s commitment to the project will be sustained. Another
significant aim of the Gathering Place initiative was to provoke a sense of ownership and
stewardship for the project within the participating communities. In the short term, this seems to
have occurred. Just over 77% agreed that the community has assumed “full responsibility for its
ongoing development and maintenance.”

3.6 Participants feel that direct involvement was critical to the project’s success. One of our survey’s
Likert statements asserted that those who were not directly involved had “very little awareness and
understanding of the project.” Just fewer than 68% agreed with this contention. Since we could not
include a general population sample as a part of our study, we have no way of discerning the
veracity of this sentiment. But we do see this is an indirect indicator of the strong sense of
ownership and pride that the project has engendered among its active supporters. It also points to
the importance of continuing to expand the Gathering Place community of support.
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IV. IMPACT ON ORGANIZATIONS

For this set of questions, we focused on respondents from the project’s partner organizations.
These included the project principals, Pomegranate Center, ARTS, the San Diego Foundation, and
the Azalea Park Neighborhood Association, community agencies such as the Clark Middle School
and San Diego Planning Department as well as the dozens of small businesses and community-
based agencies that pitched in during the build. (See Appendix C, Manzanita Gathering Place
Organizational Participants.) Our questions for this group focused on how participation influenced
their organization in three areas: learning, network development and awareness, and attitudes
related to creative placemaking. Our analysis is also presented in two sections: Participating Local
Organizations and Businesses, and Gathering Place Partner Organizations.

Chart 6: How did Gathering Place Initative Affect Participating
Organizations ?

Greater appreciation for art/artists hl | -
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projects.
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Participating Local Organizations and Businesses

4.1 Participating organizations report multiple benefits from their Gathering Place participation. The
Pomegranate model places a strong emphasis on community collaboration in all phases of the
Gathering Place development. Data from multiple study sources® show that participating
community organizations not only joined in the community engagement process but also came
away with strategies and techniques that have been useful to them in their own work. Those cited
included strategies for community engagement, civic discourse, volunteer coordination, youth
development, and arts-based community development. Chart 6, above, shows that fully 75% of
organizational respondents reported “using strategies and skills learned during the project.” An
even larger group (86%) agreed that their organization had “benefited significantly from their

8 Interviewees, survey commentaries, and survey data.



PART TWO: FINDINGS

participation.” This sentiment was personified by one interviewee, who stated that her “staff has
grown stronger as a team through our work together during the building phase of the project.”

4.2 Network building appears to be stronger among individual participants than organizations. Our
continuing studies of effective organizational partnerships show that healthy and sustained
collaborations are most often instigated through the development of strong individual
relationships. This is certainly borne out in our study data. Since the completion of the Manzanita
Canyon Gathering Place, a minority of our organizational respondents (35%) report working with
other organizations as a result of their participation. On the other hand, a fairly large 76% of the
organizational respondents indicate that they have worked with individuals they met during the
project. The jury is still out as to whether these relationships will precipitate new and deeper
connections within the nascent network of community-invested organizations that have emerged
from the project. The network-building opportunities spurred by the project are addressed in
greater depth in finding 4.10.

4.3 Participating organizations view arts-based community development as a new opportunity.
Attitudes expressed by organizational representatives about arts-based community building are
among the most affirmative in our study. Nearly 90% of these respondents reported a greater
appreciation of how arts-centered strategies “can contribute to community betterment.” An even
larger 97% of this group indicated that they “anticipate future involvement in similar projects.”
Written comments from community agency representatives mention specific areas where cultural
resources could be used to advance their organizational missions. Chief among these were
education, economic development, public safety, and civic engagement.

Impact on Gathering Place
Partner Organizations

The most important goal articu-
lated in the Initiative’s logic model
was the establishment of the
Pomegranate Center’s creative
placemaking strategies as an essen-
tial community development prac-
tice in San Diego. Put simply, the
project partners saw the Initiative
as both a showcase and a way of
transferring the Pomegranate
model. The Initiative was designed
to give the San Diego partners a

learning trial by fire and to see how
well Pomegranate’s training and mentoring had been assimilated. While it is far too early to draw
any substantial conclusions about whether this goal has been achieved, our findings indicate that
the Initiative has made a good start.
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4.4 The Manzanita project was a robust test of the Initiative’s principal strategic objective. As the
second of the two builds, the Manzanita project proceeded according to plan with ARTS as the
project administrator, with on-the-ground project management and design coordination provided
by two of the Gathering Place fellows. With Pomegranate playing an advisory role, the principal
responsibility for shepherding the project fell on the shoulders of this untested team of
collaborators. This was intended as both a learning opportunity for ARTS and the fellows, and a test
of concept for the Initiative partners. The truncated schedule caused by permitting delays only
increased the difficult nature of the endeavor. In a true stress-test fashion, the pilot pushed the
organizational and individual players into unfamiliar territory under less than ideal conditions.

4.5 ARTS stewardship of the project should be considered successful.
...the ARTS-led p of the proj /

Manzanita project the ARTS-led Manzanita project showed that the Pomegranate
showed that the Model could be learned and applied effectively by a team of local
Pomegranate model organizations and creative leaders. And, despite numerous bumps
could be learned and in the road, the project was completed on time, under budget, and,

For many of the reasons cited in finding 3.5 above, we believe that

applied effectively by based on the feedback reviewed earlier in this report, was well

a team of local received by the Azalea Park community. This is not to say that it

organizations and
creative leaders.

was easy. The project clearly took a toll on ARTS, an organization
that was in transition physically and programmatically at the time
of the Initiative.

Some key contributors to this outcome include:
* Adaptive capacities. ARTS and the other Manzanita partners exhibited the ability to improvise and
regroup in the face of unanticipated challenges.

* An asset-based orientation. Though new to the Azalea Park neighborhood, the ARTS team
recognized and capitalized on the community’s invaluable indigenous asset base. These included a
well-organized and trusted neighborhood association, a neighborhood culture of collaboration,
previous public art experience, and a robust local artist community.

* Flexible support. Both the San Diego Foundation and the project’s principal investor were patient
and accommodating over the course of the project.

* A strong collaborative skill set. Both ARTS staff and the project manager were well versed in the
art and science of give and take.

* A learning culture. As an arts learning organization, ARTS showed that it is comfortable with
simultaneous learning and leading.

4.6 The high quality of the organizations and individuals involved was a key contributor to the
project’s success. As we consider the factors contributing to the project’s positive outcomes, it is
important to recognize that no effort like this starts from scratch. This is certainly the case here.
The Manzanita project benefited significantly from the considerable depth of experience and
commitment exhibited by its key individual and organizational partners. Given the considerable
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attention paid to fellow, partner, and site selection, this should not be seen as just a fortunate turn
of events, but rather a successful and intended outcome of the Initiative’s design.

4.7 The melding of the ARTS mission and Gathering
Place participation posed a challenge. The
Pomegranate model is based on decades of
experience working primarily with adult leadership
and participation. As such, the two Gathering Place
projects did not fully align with the ARTS mission-
focus on creative youth development and healing.
Moving forward, the challenge to ARTS will be to
more fully translate and integrate the participant
design/build/own model into a program with its
youth focus. This is an opportunity, not a barrier. In
the future, young people need to be involved in both
design and leadership as a basic aspect of the
project.

4.8 Pomegranate Center’s initial undertaking as a

systemic change agent took an important first step.
It's important to note that although the ‘x
Pomegranate Center has over two decades’
experience developing and sharing their model, this initiative cast them in a new role as an
organizational mentor and community education resource. This manifested primarily through the
Initiative’s second build where, for the first time in its history, Pomegranate ceded leadership to
another organization. Functioning as an observer and coach, the Center’s staff had to learn how to
step back in the middle of a fast-track building process and allow an untested team to find their
own way. This was no easy task, particularly for an artist-led organization that relies so much on its
long-learned capacity to recognize and respond quickly to the opportunities and challenges that
inevitably emerge in the midst of the creative community-building process.

4.9 The San Diego Foundation’s participation in the initiative has been beneficial on many levels. First
and foremost the Foundation’s steady hand as the administrator and manager of the donor-directed
fund that provided the principal support for the project has been essential. We would also observe
that the Foundation’s leadership and influence has been as important to the project’s success as its
financial stewardship. From the project’s inception, the Foundation thoughtfully sought to balance
its need to avoid undue influence with its abiding interest in advocating for and learning from a
new project that had the potential to benefit the broader community. While this was not an easy
path to navigate, the fact is that the Initiative has established a new community of learning that
holds significant promise for the future. This would not have been possible without the
Foundation’s judicious application of both arms-length and hands-on facilitation. In the aftermath
of complex enterprises such as this one, these kinds of relational attributes often go unrecognized.
Looking forward, we believe that the flexibility, responsiveness, and respect that characterized the
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Foundation’s support of this Initiative are valuable assets that should be treated with the same level
of stewardship as the Foundation’s financial resources.

4.10 A potentially powerful network of experienced community builders and community-invested
organizations has emerged from the initiative. Put simply, human networks are sets of relationships
and the patterns of interaction they create. These patterns influence the quality of communication,
the likelihood of collaboration, and, most importantly, the likelihood of innovation in the network.

The Gathering Place Initiative has made a significant
Questions for Network Weavers

Communities are built on
connections, and better connections
usually provide better opportunities.

investment in stimulating these kinds of vital connections
among people, places, and organizations in service to
building a stronger sense of community in Azalea Park.
The Map of the Network Emerging from the Manzanita
Gathering Place Project (Chart 7) on the following page is What are better connections, and
a graphic representation of the number and diversity of how do they lead to more effective
project-related connections made by just six of the core and productive communities?

participants working on the Manzanita Canyon project.
How do we build connected

communities that create, and take
advantage of, opportunities in their
region or marketplace?

Over the course of the project’s unfolding these six
involved over 100 organizations in its development. It’s
important to point out that all of these people and
organizations were active participants who contributed

to the project in some way—many in significant ways, How does success emerge from the
like fabricating metalwork, providing expensive complex interactions within
construction equipment, or donating meals for 200 communities?

volunteers. In many cases, these institutional connections

From “Building Smart Communities
through Network Weaving” by Valdis
Krebs and June Holley,

of the map the thicker lines represent more recent http://www.orgnet.com/BuildingNetwo

represent relationships with several individuals who, in
turn represent even more connections. In this rendering

relationships so it is easy to see that project precipitated  rks.pdf

many new associations. But this is only the tip of the

iceberg. There is no doubt that a more in depth mapping of this network would reveal an even
broader and more diverse web of resources, influence and connection.

The Manzanita network is a powerful illustration of how effective community organizing and
creative leadership can stimulate neighbors and friends to work together for the common good—
in this case, to literally turn a blighted spot of land into an inviting, new neighborhood commons.
As such, it is a snapshot of a powerful moment of collaboration in support of a very successful
onetime event. But it should also be seen as a portrait of the dynamic community-building
potential that has been stimulated by the Gathering Place Initiative. Considered in this way, this
map is a graphic depiction of a valuable community asset that could be further developed and
called upon to advance future initiatives.
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From our perspective, we would
observe that this nascent network
might, in fact, be the most valuable
return on the investments made
We would
Initiative’s

Initiative.
encourage the

supporters to recognize, though,
that to have the staying power
needed to fulfill their potential
networks also requires continued
nurturing and stimulation. Some
network experts refer to this kind
of support as “network weaving.”
(Additional information on
network
provided in Appendix D.)

in this

development is
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Chart 7: A Map of the Network Emerging From the Manzanita Gathering Place Project
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Part Three:
Recommendations

he following recommendations are provided to inform and guide the San Diego

Foundation’s future efforts to advance creative placemaking and arts-based

community development as viable community development strategies in the San
Diego region. These recommendations serve multiple purposes. First and foremost, they
suggest ways to advance the Gathering Place model, taking into account the challenges and
opportunities that we have discussed previously in this report. We are hopeful that some of
the ideas and observations that follow will respectfully challenge some assumptions and
provoke further inquiry into the dynamic arts-based community development and its
implications for the emerging creative placemaking field. With this in mind, our
recommendations address two different yet interrelated constituencies; first, what we are
calling the San Diego Gathering Place partnership, and second, the individual partner
organizations.
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1. RECOMMENDATIONS FOR THE SAN
DIEGO GATHERING PLACE PARTNERSHIP

1.1 Take the steps necessary to strengthen
and sustain the collaboration that has
supported the Gathering Place Initiative.
There is a growing understanding among
community-invested organizations and
that sustained
development
efforts that tackle issues systemically.

leaders community

requires  collaborative

This is because many community issues

are diffuse, multidisciplinary,
multiagency,  multi-stakeholder, and
multi-sector in nature. As such,

addressing interrelated issues
such as education, safety, and
community identity requires
collective learning and action
by the stakeholders who are
both
This approach
social impact recognizes the

involved and invested.

to making
need for building partnerships
among community and organizational
stakeholders that are accountable for
shared objectives.

We see the Gathering Place Initiative as
having planted a seed for a partnership in
support of growing creative placemaking
practices in the San Diego region. We
strongly the
Foundation, ARTS, and the Pomegranate
Center to explore ways that they can

encourage San Diego

continue to work together and involve
others. The successful first steps taken by
this provide
foundation for advancing the Gathering

Initiative a promising
Place approach. It is our experience,
though, that the window of opportunity
leveraging the

excitement rising from this kind of

for learning  and

Learning from
projects like this
requires
repetition and the
perspective of

time.
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“success” is often quite short. As such, we
encourage relatively swift follow-up:

1.2 Commit to long-haul learning. It is
the
partners to recognize that the Manzanita

important for Gathering Place
build was a first-time endeavor for
everyone involved. Almost every aspect of
the enterprise was new to both the
leadership team and the community in
included

which it manifested. These

community organizing,
logistics,

project

coordination,

partnership
development, finance,
communication, management,

volunteer and most
certainly navigating the city

permitting processes.

Learning from projects like this
requires repetition and the
perspective of time. It is a fact
that no two communities are
the same. So it goes without
saying that
collaborative community projects are the

no two
same. There are common patterns and
similarities that become apparent to
experienced practitioners over time. But
there are no easy formulas or templates
that can be effectively applied to these
kinds of projects. Successful practitioners
instead rely on instinct, training, adaptive
capacities, and most importantly what

they have learned from previous
experience.
To be effective in San Diego, the

techniques, skills, and strategies that
constitute the Pomegranate model need
to be practiced over and over. The
aptitudes, awareness, and relationships
required to sustain the model can only be
developed through collaborative iterative



A Study of the San Diego Gathering Place Initiative

learning. As the San Diego Gathering Place

partnership considers its future, we
encourage you to make sustained hands-
on learning and documentation a major
priority.

1.3 the

community to reflect on what has been

Convene Gathering  Place

learned and consider the next steps. If a

Even when roles and
responsibilities are clearly
articulated early on, first-

time initiatives almost
always encounter role
confusion.

formal Gathering Place partnership is, in
fact, initiated, an important first step
would be to bring stakeholders together
the
accomplishments and potential future.

to reflect on Initiative’s
This could provide a forum that would
allow the field to itself,
promote innovation and self-organizing,

learn from

and give local and

supporters a chance to weigh in on such

practitioners

questions as:

* How can we leverage the Initiative’s
story to increase awareness of and
investment in  Gathering Place
methods and strategies?

* What new opportunities are there for
stimulating GP learning and
application?

*[s the development of a GP learning
network among fellows and others a
priority?

¢ [f so, what steps need to be taken to

advance its development?
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* What
organizing capacity
future GP efforts?

level of local community

is needed for

1.4 Adopt a regimen of regular review,
reflection, and revision for future projects.
In the aftermath of the Manzanita Canyon
Gathering Place effort, project leaders met
to consider lessons learned. One major
issue that arose in this discussion was
early difficulties
defined
communication.

establishing clearly

and effective lines of
This is
surprising. This is

roles
not at all
of the
significant gap between the articulated
and the
in real time.

because

assumptions and intentions
reality on the ground
Because this is almost wunavoidable,
regular opportunities for project review
and recalibration need to be integrated
subsequent

partnership agreements.

into work plans and

the
community development and organizing

1.5 Promote use of arts-based
approaches

neighborhoods

among  Gathering Place
and partnering
organizations. Given the intensity of the
Gathering Place Initiative, there is a
potential for local community members
and organizations to see the strategies
utilized in the project as the sole province
of organizations like Pomegranate Center

or ARTS. It would be unfortunate if this

opportunity to insinuate arts-based
engagement into the work  of
organizations like Azalea Park



Neighborhood Association or Ocean
Discovery Institute were not exploited.
Their familiarity with the effectiveness of
culturally based organizing makes them

ripe for further development in this area.

1.6 Invest in the long-term development of
the Gathering Place creative placemaking
practice and support in the San Diego
region. The Initiative’s initial investment
has allowed its partners to begin
exploring the feasibility of transferring
Gathering Place knowledge and practice
to the San Diego community. Specifically,
the training of fellows has established a
valuable cadre of potential creative
placemaking facilitators and leaders.
Then the Butterfly Park and Manzanita
builds not only produced two new
community GPs,
(and partner)

grounding the training in the practical

they also deepened
fellow learning by
realities of the work.

As we have emphasized above, these
should be
important first steps. From its inception,

accomplishments seen as
the project’s supporters understood that
established
practice
challenge. They also knew that to fulfill its

changing community

development would be a
promise, the San Diego Gathering Place

Initiative would need many more
opportunities to put theory into practice
and demonstrate the effectiveness of the
approach. This, of course, will not be
possible without additional commitments

of resources.

The material cost of the designing and
building of the Butterfly Park and
Manzanita the
equivalent of a rounding error for most

Gathering Places is
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municipal public improvement projects.
Given the myriad material, social, and
cultural benefits derived from these
projects, the return on investment is
extremely high. That said, efforts like
these still cost money, so we strongly
encourage the project partners to place
future financing at the head of their list of

things to consider in moving forward.

The material cost of the
designing and building of the
Butterfly Park and Manzanita

GPs is the equivalent of a
rounding error for most
municipal public improvement
projects.

2. RECOMMENDATIONS FOR INDIVIDUAL
PARTNERING ORGANIZATIONS

2.1 The San Diego Foundation should
continue its leadership role promoting
creative placemaking in the San Diego
region. Given its historic commitment to
the development of effective community
leaders and healthy communities, the
Foundation is well positioned to establish
itself as the prime advocate for this
burgeoning field in the San Diego region.
In that role, we would also encourage the
Foundation to consider joint deliberation,
action, and advocacy with appropriate
partners in support of the development of
a robust creative placemaking presence in
its constituent communities.

2.2 Use this report to stimulate system-
wide thinking and action. We recommend
that the San Diego Foundation use this
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report to instigate new conversations in
the public, nonprofit, and business sectors
about the potential value and application
of creative placemaking approaches. We
also encourage the Foundation to explore
joint program and policy initiatives in
support of creative placemaking learning
practice among public and private
funders in the region. A potential goal
might be to map and collaboratively
invest in the long-term development of a
sustainable
development fund.

creative placemaking

2.3 Recognize and support the role of
grassroots community development orga-
nizations and community organizers in
effective placemaking. One of the most
critical elements leading to the success of
the Manzanita project was the committed
participation of the Azalea Park Neigh-
borhood Association (APNA). The net-
work map (Chart 7) shared in the previ-
ous section is a powerful illustration of
how effective leadership and networking
can activate the people, organizations,
resources, and influence that are needed
grassroots projects. As the
Initiative moves forward, organizations
like APNA should be considered an
essential part of the Gathering Place equa-

to fuel

tion. They should also be included in
discussions about how to best learn from
and advance this work.

2.4 Engage the Gathering Place fellows in
the development of a Gathering Place
learning Network building
among the fellows was articulated as a

network.

primary aim of the project. Networks
thrive on clear and open communication.
By all accounts, the training was an
intense and effective bonding experience
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for participating fellows. This likely raised
expectations for some kind of continuing
engagement. While this laid the
foundation for the development of a
potentially robust post-training network,
these kinds of enduring connections
rarely happen on their own. We believe
this potential remains but will require
initial coordination and support to grow
the self-organizing capacity that will be
needed to sustain a network of Gathering

Place practitioners and leaders.

2.5 Take note that free labor can be
All of the organizations
involved in the Initiative had previous

expensive.

experience working with volunteers.
Despite this, the
nature of the project, particularly during

volunteer-intensive

the four-day building process, proved to
be taxing. Given this, it is important to
remember that free labor is not only labor
intensive, but for citizen design/build



the volunteer

experience will

efforts, quality  of

often determine the
success or failure of the project. For many
successful community  development
organizations, volunteer coordination has

become a full-time job. This is something

for ARTS to keep in mind as it calculates
the
projects.

cost of future Gathering Place

2.6 Explore ways to align ARTS’ new
placemaking capacities with its core
mission. Over the past year, ARTS has
been building a new relationship with the
National City community. The Butterfly
Park project provided an extraordinary
engaging the city
infrastructure and leadership. They have

platform  for
also expressed a strong need to continue
to build on deepen
relationships. We view ARTS’ work with

and these
the City Heights, Azalea Park, community
as an essential learning experience for
both ARTS and the Initiative’s other
partners. Building on this experience we
encourage ARTS to join with the GP
partners to discuss how to best advance
Pomegranate’s placemaking and civic
engagement approach as a vital and
accepted community-building strategy in
the region. A threshold question to
consider will be whether ARTS should
expand its mission from personal change
agent to community change agent. If so,

30

PART THREE: RECOMMENDATIONS

how this happens will be critical. Other
questions include:

* What would be the scope of ARTS’
Gathering Place work in the San Diego
community?

* What does it mean to be the local

the

Pomegranate

and advocate for

of the

translator
advancement
model?

* How can ARTS align its youth and local
(National City) priorities with this
effort?

* Where will the new resources needed
to advance potential new Gathering
Place initiatives come from?

*[s the development of projects in
geographically disparate communities
the
strategy

most effective dissemination

for Gathering Place
methodology?
the potent

interaction that came

*How can arts and
environment
together for the Manzanita Canyon
Gathering Place combine with ARTS’

youth development focus?

2.7 Include bureaucratic path finding in
future Gathering Place training efforts.
One aspect of the Gathering Place training
encourages the development of a Steering
Group that includes relevant municipal
officials who can assist with bureaucratic
logjams. We recommend that future
training enhance this area by including
strategies for the successful navigation of
specific San  Diego area  public
bureaucracies.

3. GENERAL RECOMMENDATIONS FOR
BUILDING THE CREATIVE PLACEMAKING
FIELD IN THE SAN DIEGO REGION
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3.1 Establish an ongoing cross-sector
training program in support of creative
placemaking practice. There is a strong
that

prospect arts-based

community development
activity and investment will
increase significantly in the
coming years.? The growing
interest in, and support for,
creative placemaking is just
one example of this trend. As
such, we see a growing need
for both better communication
and training in this arena. Given the
success of the Gathering Place Initiative,
we would highly recommend the creation
of an ongoing training and support
the
knowledge and skills of the region’s

program to advance relevant
significant arts community. Building a

core network of practitioners and
supporters is essential to building San
Diego’s creative placemaking community.
This network would not only provide
access to practical resources but also give
the field a strong sense of identity as a
group that is committed to high standards
support. This is very

important because the field, as it is now

and mutual

constituted, does not have the capacity to
validate and learn from its best practices.

3.2 Emphasize the difference between

creative  placemaking and audience

development. Commitment to community
engagement is a responsibility, not a

9 “Trend or Tipping Point: Arts & Social
Change Grantmaking” (New York, NY:
Animating Democracy: A Program of
Americans for the Arts, Oct. 2010),
https://www.giarts.org/sites/default/files/Tr
end-or-Tipping-Point-Arts-Social-Change-
Grantmaking.pdf.

Building a core
network of
practitioners and
supporters is
essential to growing
San Diego’s creative
placemaking
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strategy. Over the past two decades, many
arts organizations and funders have
embraced community engagement as a
priority. While the
motivations driving these
have been varied, the most

central goal has been the

expansion of their
audiences. This makes
sense. For organizations

whose primary purpose is
making and presenting art,
finding a public is key. In
this regard, the organizations in this
differ
community arts organization

For a
like the

youth
like ARTS,
community relationships are intrinsic to

report significantly.

Pomegranate Center, or a
development organization

both art production and presentation. In a
sense, the work is not complete without
the
Community members are thus regarded

community’s involvement.
more as a constituency than an audience.
This notion of a cultural constituency
implies a broad range of responsibilities
and, in some instances, even obligations
These
expectations of openness, accountability,

for these programs. include

continuity, and respect.

3.3 Educate funders about the complex
ecology of community arts development.
Within the field broadly known as
community arts (which includes creative
placemaking), there is a great awareness

of the network of artists, arts
organizations, local arts agencies,
government agencies, businesses,

funders, and the public that make up that
sector’s ecosystem. Nevertheless, neither
the geography nor the condition of this
creative been

system has clearly



the
community, or the general public. We

represented to funders, arts
encourage the Gathering Place partners
and others to explore ways to help
increase funder awareness about the
complexity, diversity, and effectiveness of
this growing field. The data
gathered through this study
and similar efforts could be
used to illustrate the vital and
complex network of people,
places, and

stories that allow it to function

organizations,

and grow. Increased

awareness of this system among funders
and policy makers could ultimately
increase the effectiveness of arts-based
community development efforts in the

region.

3.4 Promote the notion that collaboration
is a learned skill. Many of our respondents
had a lot to say about partnerships,
particularly the new and untested variety.
Most comments reflected on the intensely
collaborative nature of community art
making. Over the years we learned a lot
from our clients about effective
collaboration taking special note of the
lessons that seem to be in most need of
repeating. Here are a few of what we feel
are the most relevant to the Gathering

Place Initiative:

* Good partnerships have long-term goals
that are focused and specific, and shared
equally by the various partners. These
relationships are built on long-term

Their

depends on leadership that is stable,

mutual self-interest. success

committed, assertive, and inclusive.

* Good partners know that you don’t have
to have complete and total alignment of

Effective partners
know that the
core driving force
in successful
partnerships is
trust.
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beliefs, values, or needs among partners.
Partnerships can share common goals
for different reasons, as long as these
differences are on the table.

* Effective partners know that the core
driving force in successful
partnerships is trust. They
know that trust is built on a
relationship of deeds, not
words. They also know that
trust-engendering practice is
characterized by the consis-
tency and integrity of the
work over time.

* Successful community collaborations
require long-term commitment meas-
ured in years, not weeks or months.
Their proponents know the notion of
power will need to be reckoned with.
They also know that building trust be-
tween the more and less powerful is
difficult, and that the greater the gap in
power, the greater the challenge. Finally,
they know that those who wield power
are often unaware of their extent of
their privilege and power, and thus they
have a difficult time understanding and
responding to demands to share their
power.



In Closing: 1t has been a privilege working with the San Diego Foundation in this endeavor.
We sincerely hope our efforts have been helpful to the Foundation and its Gathering Place
partners over the past year. We would like to thank the Foundation’s staff for their
cooperation, flexibility, and good humor during the research process. We would also like to
acknowledge the contributions made by the many people who generously shared their
insights and opinions during the course of this study.
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