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Welcome to  
at the table  

Welcome to the second issue of At the Table: Ideas and 
Insights from Living Cities’ Integration Initiative! In our 
first issue of At the Table, we explored how to change  
the “culture of problem solving” for communities  
tackling complex problems, shared conversations with  
key stakeholders in the sites, and explored a new frame  
for developing small business strategies. 

We’re excited to keep the conversation going through 
the latest issue of At the Table. In this issue, we share our 
latest learnings around anchors institutions’ roles in local 
economies, offer insights from Newark’s implementation 
of the “one table approach,” and reflect on what The 
Integration Initiative’s formative evaluation is teaching  
us about this work.  

These pieces reflect thinking during specific points in  
time in the midst of complex multi-year work. We invite 
you to join the conversation and hope you’ll share your 
own insights and ideas by commenting on the blog  
(www.livingcities.org/blog), posting a comment on  
Twitter @TII_LC or #TIILC or emailing the Living Cities 
team-we’ve included an email address with each article.

Thanks for your interest in The Integration Initiative.  
We look forward to learning with you!

Best,
The Living Cities Integration Initiative Team

Living Cities President & Ceo: Ben Hecht

the Living Cities Integration Initiative staff: 

Amy Chung, Alison Gold, Robin Hacke,  

Tracey Jarmon, Tracey Ross,  

Marian Urquilla, Cassandra Benjamin

Photographers: FemWorks LLC 

design: Bureau Blank

The Integration Initiative supports cities  

that are harnessing existing momentum and 

leadership for change, overhauling long  

obsolete systems and fundamentally reshaping 

communities and policies to meet the needs  

of low-income residents. Participating sites 

through 2013 include Baltimore, Cleveland, 

Detroit, Newark, and Minneapolis-St. Paul.  

At the Table features reflections, conversations, 

profiles, articles and updates on what key 

stakeholders in the sites are learning at their 

tables (and beyond) through the initiative.

http://www.livingcities.org
http://www.livingcities.org/blog
http://twitter.com/#!/tii_lc
https://twitter.com/#!/search/%23TIILC
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Coming out  
from Behind  
the desk: 
redefining  
the role  
of funders

By marian Urquilla, director of Program strategies

*  murquilla@livingcities.org 

    @urquilla 

r
ecently, I spoke with a local grantmaker 
about his evolving role as a funder. Over the 
last year, he has moved away from primarily 
focusing on traditional grantmaking to actively 
participating as a leader in on the ground 

efforts and building his grant portfolio in support of those 
efforts. Although he expressed great satisfaction with his 
work, it was clear that the shift has not been without its 
challenges. During the conversation, I was reminded that 
tackling big change requires funders (and everyone else) 
to come out from behind their desks, roll up their sleeves, 
and address the problems head on with other leaders. 

Our desks, both literal and figurative, are comfortable 
places, where our job and our authority are well-defined. 
Sometimes as funders we leave our desks to make site visits, 
but, in most cases, we take the desk with us, we’re still 
the funder, and we’re engaging through the prism of the 
grantmaking relationship.

Funders bring money, influence, and additional resources 
to the table, and as a result, are accustomed to exercising 
influence over grantees and partners. Further, our 
structured grant cycles and well-defined program areas can 
make the world seem less complex than the problems we 
face would suggest. As the Monitor Institute put it in their 
2010 report, What’s Next For Philanthropy?, “philanthropy 
today takes place in a context that is radically different from 
the environment in which many of its current practices 
and behaviors were developed.” Advances in technology, 
economic crises, and social unrest have contributed to 
an ever changing world faced with increasingly complex 
problems: climate change, disease, and global poverty to 
name a few. In the midst of it all, philanthropy is expected 
to play a greater role in finding, and funding, the solutions.  
Coming out from behind the desk is a critical part of 
pivoting towards “what’s next” for funders as it allows us to 
be more responsive and work within the complexity we are 
trying to impact. But it isn’t the easiest thing to do.  

There are many factors that keep us behind our desks and 
prevent us from doing the heavy lifting. First, taking on 
high impact work means challenging the status quo, and 
challenging the status quo means going up against anyone 
and everyone who has a vested interest in the current state 
of affairs. Our desks are places where we can avoid this 
conflict. Funders can also be seen as exercising undue 
influence when they take a seat at the table, making it 
challenging to forge true partnerships. There are times 
when funders are thrust into a leadership role because there 
aren’t enough strong institutions in the community, but we 
may not always be ready to serve in this role, and our 
leadership may not be welcomed by all. Funders can be 

http://www.livingcities.org
mailto:murquilla@livingcities.org
http://twitter.com/urquilla
http://www.monitorinstitute.com/downloads/Whats_Next_for_Philanthropy.pdf
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viewed as intimidating figures, outside critics, saviors,  
and sometimes all of these at once! Even if we get past 
these hurdles and succeed in building partnerships,  
the fact remains that, as individuals, we experience a great 
loss of control when we let go of the structured work 
patterns we’re used to and suspend the sense of certainty 
that can come with being the outside expert. This can  
be a disorienting experience. Working in unchartered 
territory is uncomfortable and can lead funders to revert 
back to what’s familiar. 

So what does it mean to step out from behind the desk 
and engage as a change agent? Over the last year and a 
half I’ve had the opportunity to watch and support the 
work of some brave, funder-changemakers working in 
The Integration Initiative (TII) sites. I think of them as 
“funder-changemakers” because these folks – national and 
local funders – have stepped out from behind their desks 
to join, and in some cases set up, broader tables of leaders 
to take on big change – creating healthy communities, 
building new transportation financing systems, and 
generating economic opportunity for low-income people.  
Philanthropy can bring a level of neutrality that most 
other sectors cannot claim, and through our resources, 
we are uniquely positioned to broker deals, build teams, 
and mediate conflict. The funders in each of the five 
Integration Initiative sites are discovering what it means 
to come out from behind their desks, and empower 
themselves to move beyond the transactional role of 

making grants. This is part of the transformational process 
we wanted to support through this initiative. Throughout 
the work of the five sites, I have seen dedicated funders 
grapple with this shift in role and discover how to take on 
more dynamic work, and as they’ve navigated these new 
roles, I’ve learned a few things:

You can’t do it alone. You need to be one leader among 
many. When you are working to transform the status 
quo, it is more effective to have partners throughout 
the system you’re trying to change. By partnering with 
others, you share the risk of changemaking and build  
up much needed alignment and influence.

Avoiding conflict will not help. Tensions with other 
funders or individual organizational partners have to 
be addressed as early as possible because they have an 
impact on the effort. What we are seeing with the sites 
and other partnerships is that conflict is most often 
at the heart of the work. These partnerships are not 
conflict-free zones. 

Be an internal changemaker back home. Becoming  
an external changemaker may mean working in a way 
that puts you outside of your home institution’s main 
stream. If this is the case for you, recognize this as 
another opportunity to lead and work to bring your 
colleagues along with you.  

Coming out from behind the desk means extending 
the boundary of our authority beyond the limits of our 
perceived roles. We have to be creative enough to see the 
opportunities to be leaders, coaches, and partners, and  
we have to be courageous enough to seize the opportunities 
to work in productive and meaningful ways. 

Has this article spurred your ideas and insights? Share them 
with us on the Living Cities blog www.livingcities.org/blog or 
The Integration Initiative Twitter feed @TII_LC.

http://www.livingcities.org
http://www.livingcities.org/integration/overview/
www.livingcities.org/blog
http://twitter.com/TII_LC
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Where? Who? 
What?  
3 questions on 
transforming 
systems from 
Living Cities’ 
anchor  
design Lab

By alison gold, assistant director of Program 
Knowledge & Influence

*  agold@livingcities.org 

    @AKGold11 

t
he United States’ trajectory of urban 
development is intertwined with its history 
of business development.  Cities grew up 
alongside businesses, which served local  
and national markets, employed workers,  

paid taxes, and purchased from other businesses.  
Today, suburbanization, expanded technology, and 
globalization have contributed to a markedly different  
role of businesses in cities.  

There remains, however, a set of businesses with a strong 
connection to the places in which they are located, that 
have  also grown in cities over the last 30-50 years. These 
businesses are the largest employers in 66 of the 100 
largest inner cities in the U.S.¹ They serve many of the 
same functions as their predecessors: they participate in 
local, national and even international markets, employ 
hundreds if not thousands of workers, and purchase from 
other businesses. The only thing they don’t do is pay taxes, 
because they are nonprofits with social missions – higher 
education, health, and cultural institutions – often referred 
to collectively as anchors.

Over the last year and a half, Living Cities has learned 
first-hand how meaningful a role anchor institutions can 
play in transforming the cities in which they are located.  
In particular, we’ve seen it in The Integration Initiative 
sites – in Cleveland anchors are working together to rethink 
and rework procurement and small business development, 
in Detroit they are helping to redensify the urban core 
through efforts to attract businesses and residents, and 
in Baltimore they are expanding efforts around local 
employment. In witnessing this work in action, Living 
Cities has come to believe that anchor institutions have an 
important role to play in transforming urban systems and 
connecting low-income people to economic opportunity.

The power and the complexity of what Living Cities 
is beginning to learn about anchors led us to focus the 
first Living Cities Design Lab on the topic of Anchor 
Institutions. In March, Living Cities hosted 60 leaders 
who work in anchor institutions or in other public, 
private, nonprofit or philanthropic organizations engaged 
in regional economic development and planning, small 
business development, finance, or workforce development.  
During the course of the Design Lab, the lab participants 
developed an idea of how systems function (or don’t) in 
metropolitan areas, deconstructed  those systems and 
posited how anchor institutions might be able to play a key 
role with other institutions in reconfiguring these systems 
for increased economic opportunity.

¹ Initiative for a Competitive Inner City. Creating Shared Value: Anchors and the Inner City. June 2011.  
http://www.icic.org/ee_uploads/images/Anchor_Paper_Web2.pdf (Accessed: 5/21/12)

http://www.livingcities.org
mailto:agold@livingcities.org
http://twitter.com/AKGold11
http://www.livingcities.org/blog/?id=8
http://woodwardcorridorinitiative.org/index.php/anchor-strategy/
http://www.abagrantmakers.org/page/AnchorInstitutions/?
http://www.livingcities.org/blog/?id=29
http://www.icic.org/ee_uploads/images/Anchor_Paper_Web2.pdf
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In the Twin Cities, this notion of functional geography 
has come to life in nascent work by 16 anchor institutions 
along the emerging transitway that will connect the 
downtowns of Minneapolis and St. Paul called the Central 
Corridor. In 2011, these institutions were organized 
through the Corridors of Opportunity initiative, which 
seeks to build and develop a world-class regional transit 
system that advances economic development and ensures 
people of all incomes and backgrounds share in the 
resulting opportunities. Between the anchors, there are 
100 capital projects underway or planned with an estimated 
value of $5 billion.² Now the anchors are learning  
together and seeing how they can advance the Corridors  
of Opportunity initiative and their own goals.

The Anchor Institution Design Lab was an intense and 
interactive 24 hours of work, which in the end surfaced as 
many (if not more) questions as it did answers, but it also 
crystallized three core ideas that are important to consider 
when working with anchor institutions, and in all work 
focused on transforming urban systems.

Where should we target our efforts?
In community and economic development, we often 
talk about working at the neighborhood, city, county or 
regional level. One of the profound insights at the Anchor 
Institution Design Lab, was the rejection of socio-political 
boundaries, and the need to focus on the “functional 
geography,” or the geography that makes sense given the 
specific goal you’re trying to achieve. 
  

² http://www.funderscollaborative.org/anchors 

Wayne State University

http://www.livingcities.org
http://www.metrocouncil.org/planning/COO/
http://www.funderscollaborative.org/anchors 
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Who’s responsible for making systems change?
One of the central principles in Living Cities’ work is 
that to have impact at scale, we have to move beyond 
delivering programs to transforming systems. For instance, 
a workforce program that trains 100 people each year 
is important, but it doesn’t change the conditions that 
contributed to 50,000 people being unemployed.

Systems are complex, and changing them requires that 
actors are brought together and jointly recognize they  
are working toward the same goal. To change a whole 
system, actors must learn together, and make changes 
within their own organization and across organizations  
that produce better outcomes.  

In The Integration Initiative, we’ve seen anchor 
institutions be catalysts for organizing, learning and 
helping to change systems. In Detroit, Wayne State 
University, the Henry Ford Health System, and Detroit 
Medical Center worked together with the Woodward 
Corridor Initiative to create the Live Local incentive 
program to attract employees to buy or rent in the 
neighborhoods where the anchors are located. The 
program was so successful that the first round of funding 
was used in 6 months, and 5 private-sector employers  
were inspired to copy the program for their employees.

What is the systems change you’re trying to achieve?
At the Anchor Institution Design Lab and in The 
Integration Initiative, questions about systems and systems 
change have helped us develop a more explicit way of 
talking about these concepts. A system is a network of 
interdependent functions that are connected through a web 
of relationships that make up the whole.³ Systems change 
is the process of naming and reconfiguring those functions 
and connections to yield better outcomes.  

³ Hargreaves, Margaret B. Evaluating System Change: A Planning Guide April 2010. Accessed 5/14/12  
http://www.mathematica-mpr.com/publications/PDFs/health/eval_system_change_methodbr.pdf

For instance, in Baltimore, the Baltimore Integration 
Partnership has a goal of reconnecting African-American 
men in the city to economic opportunity. They’re working 
to reorient the workforce system by recruiting leaders from 
government, nonprofits, philanthropy, business and anchor 
institutions to participate in their systems change process.  
Now, they’re testing a range of strategies in order to learn 
what types of policies and practices can change the system 
as it is and how to yield better results.

At Living Cities, we believe that anchor institutions have 
an important role to play in the success of cities and 
their residents. But, anchors are not a silver bullet, just 
as business was not before them. Anchor institutions can 
provide a powerful entry point, tremendous intellectual 
resources, and meaningful leadership for rethinking 
systems that are central to the success of cities and their 
low-income residents—small business development, land 
use and transportation planning, workforce development, 
health, and education. But they cannot and should not  
be asked to do it on their own. 

Has this article spurred your ideas and insights? Share them 
with us on the Living Cities blog www.livingcities.org/blog or 
The Integration Initiative Twitter feed @TII_LC.

http://www.livingcities.org
http://woodwardcorridorinitiative.org/index.php/anchor-strategy/live-local/
 http://www.mathematica-mpr.com/publications/PDFs/health/eval_system_change_methodbr.pdf 
 http://www.mathematica-mpr.com/publications/PDFs/health/eval_system_change_methodbr.pdf 
http://www.abagrantmakers.org/page/BaltimorePartnership
http://www.abagrantmakers.org/page/BaltimorePartnership
www.livingcities.org/blog
http://twitter.com/TII_LC


At The Table: Insights and Ideas from Living Cities’ Integration Initiative  | www.livingcities.org 9

Correcting 
Course:  
the Power of 
evaluating the 
emergent Path

By tracey ross, Program associate

*  tross@livingcities.org 

    @TraceyLRoss

a
s a field, we behave as if evaluations only 
occur at the end of work, and cross our 
fingers that the findings will support how we 
think the world works. As Matthew Forti 
wrote in his piece Seven Deadly Sins of 

Impact Evaluation, we tend to think, “Just commission [an 
evaluation] when the time is right, and, when all goes well, 
proudly show off your ‘stamp of approval.’ You’ll soon 
receive the resources you need to grow your organization 
and to influence all the other nonprofits in your field.” He 
goes on to point out that this is often just wishful thinking. 
Instead, we end up devoting years of time, energy, and 
resources in the name of a program that often does not 
unfold how we envisioned. A fact we only realize fully when 
it is too late. To avoid this pattern, we have to become 
comfortable with admitting that we may not have the 
answers, and open ourselves up to review much earlier. 

We strive to be self-reflective at Living Cities and believe 
our potential to impact the field relies on our ability to 
remain nimble. It is this belief in continuous learning and 
flexibility that has fueled our adherence to the adaptive 
leadership framework in the work we do, particularly 
with The Integration Initiative (TII) where the five 
sites are addressing some of our country’s most pressing 
challenges. Adaptive leadership recognizes that in order 
to address complex social problems, leaders must suspend 
the preconceived notions that they have the answers or 
that a silver bullet exists just waiting to be discovered. 
Instead, leaders must learn together to define the problem 
and discover the solution. When it came to our evaluation 
process, that meant not waiting until the end to test our 
assumptions and reflect on our own program. 

Given the fact that there is no easy fix for changing broken 
city systems, Living Cities staff recognized the need for 
a formative evaluation early in the development of TII. 
Adding this formal learning mechanism to the overall 
evaluation plan would help support the “emergent design” 
of the initiative. This would enable Living Cities staff to 
discover how to achieve systems change while working 
with the sites, in addition to evaluating the major outcomes 
associated with the initiative. 

Through observations of meetings and interviews with 
site teams, partners, and members, the national evaluation 
team – a partnership between Mt. Auburn Associates 
and Mathematica Policy Research – has provided us with 
insights into how helpful, or not, our efforts have been in 
supporting the work in each of the sites. As an intermediary, 
this is valuable insight that we otherwise might not have 
gained without a formal mechanism in place, and having 
access to this information has allowed us to adjust the 
initiative when necessary.

The purpose of the formative feedback is to provide 
support for developmental decision-making and course 
corrections along the emergent path. The focus is on 
Living Cities’ work, not that of the sites (each site has 
a local evaluation team responsible for providing them 

http://www.livingcities.org
mailto:tross@livingcities.org
http://twitter.com/TraceyLRoss
http://www.ssireview.org/blog/entry/seven_deadly_sins_of_impact_evaluation
http://www.ssireview.org/blog/entry/seven_deadly_sins_of_impact_evaluation
http://www.cambridge-leadership.com/downloads/articles/FoundationLeadership.pdf
http://www.cambridge-leadership.com/downloads/articles/FoundationLeadership.pdf
http://www.livingcities.org/integration/overview/
http://www.mtauburnassociates.com/
http://www.mathematica-mpr.com/
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with similar feedback). Specifically, there are two types of 
formative feedback that the evaluation team provides:

1. Just–in-time feedback: Through regular contact 
with Living Cities staff and consultants, the 
evaluation team provides ad hoc feedback and 
assessment of learning to date. This feedback  
from the field helps us assess in real-time how  
well we’re working. 

2. Formal, annual Formative Report: The evaluation 
team provides an annual formative report to  
Living Cities that provides feedback on our role  
in TII and a set of learnings related to the work  
over a one-year period. This feedback helps shape 
the implementation process and the direction  
of the initiative.

The most recent formative report has already helped us 
identify the need for both small programmatic changes 
and large course corrections. For instance, while the sites 
favorably view the support Living Cities offers, we hadn’t 
fully considered how the high-demand nature and formal 
structure of our site visits might impact the teams.  
The formative feedback we received highlighted the time 
burden this placed on the sites, prompting us to shift down 
to one formal visit a year and to organize just-in-time,  
in-person work sessions to collaborate with sites on some 
of their more pressing challenges throughout the year.  

The report also found that the sites value the learning 
opportunities TII creates, and noted that “there was  
a hunger to increase the level of learning related to other 
TII sites.”  As a result, we began inviting teams to join 
us on the site visits and work sessions for a chance to see 
firsthand how their counterparts are addressing the sorts  
of challenges they face at home (see blog posts on such 
visits by the Project Directors from Cleveland, Baltimore, 
and the Twin Cities). 

One of the biggest changes that emerged from the 
formative report addressed the struggle sites were facing 
with our financial terms. Living Cities operates the 
Catalyst Fund, a pool of flexible capital used to invest in 
revitalizing cities that complements our grant-making  

and overall agenda. Given the weak real estate market  
and difficult economic environment, a 3.5% interest rate 
was still a challenge for the sites to work with. Because 
setting a more competitive interest rate could unlock 
transactions and increase the pace of deployment, we 
lowered the interest rate for all TII borrowers to 2%.

The report also underscored the tension between creating 
systems change and doing community and economic 
development work at a project-or neighborhood-level. 
One of the fundamental design elements of TII is that its 
focus is on intervening in “systems”– such as workforce, 
economic development, or transportation – and that the 
“project” work of the sites is a means to identify challenges 
and solutions that can drive systems change rather than  
an end in itself. However, Living Cities and the sites have 
struggled to align our visions about this aspect, something 
that came through loud and clear in the report. In response, 
we are developing resources for the sites, webinars, trainings, 
and are working closely with the local and national 
evaluators to advance this most fundamental concept. 

Having an evaluation of your effort in the midst of 
envisioning and building it is a powerful tool. In order 
to truly do adaptive work, you must have a strong 
learning orientation and be able to change course when 
need be. Facing the facts that your brilliant idea might 
not be working is tough, but it is critical to understand, 
particularly when pursuing adaptive change. Whatever  
the feedback might be, it is important not to wander too  
far down the path to a point where correcting course  
might become too hard, or when it might be too late.  
The success of your work might depend on such reflection 
and truth telling. 

To access the executive summary from our most recent 
Formative Report, please click here.

Has this article spurred your ideas and insights? Share them 
with us on the Living Cities blog www.livingcities.org/blog or 
The Integration Initiative Twitter feed @TII_LC

http://www.livingcities.org
http://www.livingcities.org/blog/?id=50
http://www.livingcities.org/blog/?id=55
http://www.livingcities.org/blog/?id=56
http://www.livingcities.org/catalytic-capital/catalyst/
http://www.livingcities.org/knowledge/media/?id=83
www.livingcities.org/blog
http://twitter.com/TII_LC
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meeting 
stakeholders 
Where they are: 
newark’s one 
table approach

By erin henry

o
ver the past year and a half, I’ve been 
watching from the sidelines as  
The Integration Initiative launched and has 
taken shape. As a researcher with an interest 
in collaborations for social innovation,  

I’m intrigued by Living Cities’ potentially game-changing 
one table approach. It’s challenging enough to get all  
of the relevant stakeholders at the same table, but what 
happens next? What strategies do stakeholders utilize 
to work through conflict? What do stakeholders learn 
from each other, and how do they use this knowledge to 
innovate? Collaborating with individuals from different 
organizations with varied beliefs, opinions, resources  
and expertise to grapple with multi-layered, complex  
issues is no easy task!  
Adaptive leadership is a powerful framework for leading 
through complexity, and serves as the cornerstone of the 
one table approach. The framework takes into account  

the realities of complex social problems by suspending  
the presumption that leaders already have the right answers 
or a clear vision of the desired results. Leaders work 
towards solutions by being open to learning and rethinking 
prior assumptions. 

Living Cities invited me to collaborate on a series of 
interviews with the Project Directors from each of  
The Integration Initiative sites. My first interview was 
with Monique Baptiste, Project Director of the Newark 
Integration Initiative. The initiative is focused on 
addressing the unhealthy conditions facing low-income 
city residents by coordinating information and investments 
to create healthy housing, schools, and food options in 
Newark’s communities with the goal of improving the 
economic and social well-being of the city. During our 
interview, we discussed the dynamics of Newark’s one table 
approach and their application of the adaptive leadership 
framework.

How would you describe the process of building 
your table? 

Monique: Over the past year and a half, the 
membership of the table has changed pretty 
dramatically. When we first convened stakeholders, 
it was for the purpose of trying to achieve a diverse 
representation and there was less attention paid to the 
actual contribution of those stakeholders. When we 
started asking questions about why the conditions in the 
city existed and what created the current environment 
that we were trying to fix, that’s when we started 
identifying additional stakeholders to engage. 

There’s a lot of building the bike while we’re riding it, 
simply because a lot of the organizations around the 
table are still learning how to engage sectors that they 
do not ordinarily engage. So, there’s a lot of learning as 
we’re moving forward and understanding where there 
are synergies that tap into as many sectors as possible. 

http://www.livingcities.org
http://www.livingcities.org/integration/overview/
http://www.livingcities.org/blog/?id=54
http://www.cambridge-leadership.com/downloads/articles/FoundationLeadership.pdf
http://www.livingcities.org/assets/documents/tii/Newark_One_Page_Overview.pdf
http://www.livingcities.org/assets/documents/tii/Newark_One_Page_Overview.pdf
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What attracted stakeholders to the table,  
and what has kept them there? 

Monique: I don’t think it’s been hard to get them 
to participate. What has brought folks to the table is 
the fact that this initiative has no desire to reinvent 
the wheel, and the most important component of this 
initiative is, in fact, the table. People are beginning  
to think “if I’m not at the table, I’m not going to be  
able to contribute to the shift in Newark and I may  
be left behind.”

We initially engaged organizations by meeting them 
where they are, which involves acknowledging, 
accepting and validating each organizational agenda and 
its contributions to the overall agenda. We’re meeting 
them where they are and tying these agendas together 
using a common language and systemic threads, so that 
they have a vested interest in this work.

How have you been applying the adaptive 
leadership frame? 

Monique: Ultimately, the adaptive leadership 
framework helps us navigate through conflict.  
Considering that we don’t really know what to expect 
since so much of this is new for all of the folks who are 
around the table, the framework is a method to address 
conflict, frictions, tensions and obstacles head on. 
It’s nice to have a framework to give us the definition 
of where we are. It’s very easy to be in a situation of 
conflict that could derail the project and you might not 
know you’re in it because of how far in you are. It also 
validates those conflicts as a necessary component of 
the process. It’s actually letting us reach further mile 
markers than we have in the past.

Do you see convergence of stakeholders’ goals 
after they’ve worked through a conflict? 

Monique: We have engaged organizations that have 
a long-term ten-year trajectory and others that have a 
short-term two-year trajectory. Getting organizations 
with a shorter term focus to understand that their 
step is necessary to get to the long-term goal, and 
realize that we’re not in conflict is where convergence 
happens. Take our work around health. We have some 
organizations that are focused on providing greater 
access to health care to low-income children and families 
in some of our most distressed communities. These 
organizations are working to affect the present. We have 
other organizations that are focused on preparing our 
local and regional health system for the period when 
the Affordable Care Act takes effect. They are working 
to affect the future. Before the Newark Integration 
Initiative, these organizations would have run in parallel 
lanes on the same track. Now, through the work of 
the Initiative, we have shown our partners that this is 
a community relay, not a one-man sprint, and we have 
to work together as a team, leveraging our work and 
resources if we are going to finish the race successfully.  

Monique Baptiste, Project Director of the Newark 
Integration Initiative. Credit: FemWorks LLC

http://www.livingcities.org
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What other successes has the table had? 

Monique: One definite success has been increased 
alignment locally, particularly among funding sources.  
Funding sources in Newark have a tendency to chart 
their own course and not work collaboratively. I think 
since the inception of this initiative, there’s been a 
pretty noticeable shift to more leveraged resources, 
instead of putting money towards a problem without 
thinking strategically about it. Prudential Foundation, 
our lead philanthropic organization, has worked hard 
to engage other funders that are heavily invested in 
Newark around issues related to health and wellness in 
our low-income neighborhoods. We can align our work 
with organizations like the Victoria Foundation, the 
Dodge Foundation, and the Foundation for Newark’s 
Future, which concentrate on other content areas, such 
as education reform or workforce development. This 
alignment has created a new sense of cooperation, with 
each foundation committed to doing its part to address 
Newark’s greatest challenges. 

I think there’s something to be said about the progress 
we’re making simply based on the ability to have one 
conversation as opposed to seven different conversations 
as would’ve happened in the past. We’re getting to 
solutions faster than before this initiative started, or even 
when this initiative first began.  

If you could give some advice to a community 
that’s trying to improve their collaborations, 
based on your experience so far, what would  
that piece of advice be?

Monique: On the front end, it’s essential to invest 
your time getting buy-in from your big champions.  
I would also say that understanding a framework to help 
organizations and stakeholders embrace and embark 
upon conflict is essential once you start your process. 
Everyone really needs to know that the purpose of the 
table is not just to validate people and make people feel 
better about the work that they’re doing; the purpose  
of the table should also be to challenge norms and come 
to new understandings.

In building their table with the adaptive framework in 
mind, Newark is learning what it takes to identify and 
coordinate the right stakeholders in real time. It is evident 
that this process alone is changing how institutions in 
the city interact with one another, and is positioning the 
initiative to break down silos and push forward a common 
agenda. Keep an eye out for our next insider look of the 
one table approach in action. 

Has this article spurred your ideas and insights? Share them 
with us on the Living Cities blog www.livingcities.org/blog or 
The Integration Initiative Twitter feed @TII_LC

http://www.livingcities.org
www.livingcities.org/blog
http://twitter.com/TII_LC
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Capital Corner

By amy Chung, associate director of Capital 
formation/senior Investment officer

*  achung@livingcities.org

W
e are excited to report that  
The Integration Initiative funded  
a second draw request from Detroit’s 
Woodward Corridor Initiative (WCI) 
financial lead, NCB Capital Impact 

(NCBCI) in early May. This $250,000 request will be used 
to redevelop the Garden Theater, a 28,000 sq. ft. three-
story historic theater which will serve as the cornerstone 
to the Woodward Garden Block Development, a multi-
phase redevelopment of one of the last derelict blocks on 
Woodward Avenue in Midtown Detroit. The block is  
also located directly across the street from the Detroit 
Medical Center, one of the key anchors working to 
increase its impact in the area and provide greater access 
for potential vendors to their procurement departments. 
As part of this multi-phase development, a mixed-use 
office building and parking structure have already been 

completed and a mixed-used commercial/residential 
building is in progress. The mixed-use office building now 
hosts the WCI’s lead applicant, Midtown Detroit Inc., 
Kresge’s Detroit office and a coffee shop. This next phase 
of the work will transform the historic theater into a music 
venue, restaurant, and conference center – an important 
development in Detroit’s re-densification efforts around a 
key anchor in Midtown Detroit. This project is also expected 
to generate 16.5 full time jobs and 80 construction jobs.   

Deal Details: NCBCI is using the Catalyst Fund’s 
$250,000 loan to bridge two committed grants that are 
being disbursed to the project upon completion. NCBCI 
will charge an interest rate of 5% with a 1% origination  
fee. NCBCI’s loan is part of a complex $12.4MM deal 
which includes financing from HUD 108 dollars and federal 
historic, Michigan brownfield and Michigan historic tax 
credits, as well as other sources. As part of this transaction, 
NCBCI is also providing a separate bridge loan of $1.75MM 
to bridge a portion of the tax credit equity. All of NCBCI’s 
loans will be secured by a shared first position lien against 
the property with the other bridge lenders (Detroit 
Investment Fund and Detroit Development Fund).

Coming Attractions: Through our spring site visits, 
we were excited to learn about the progress all of our 
Integration Initiative borrowers have made this past 
quarter. We are expecting draws from Baltimore and  
the Twin Cities this summer. 

Woodward Garden Theater : Photo courtesy of Midtown Detroit, Inc.

http://www.livingcities.org
mailto:achung@livingcities.org
http://woodwardcorridorinitiative.org/
http://www.ncbdc.org/
http://woodwardgardensdetroit.com/theproject.php
http://www.livingcities.org/catalytic-capital/integrationinitiative/
http://investdetroit.com/managed-funds/detroit-investment-fund/
http://investdetroit.com/managed-funds/detroit-investment-fund/
http://www.detroitdevelopmentfund.com/
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neWS

Profile on sue mosey, midtown detroit, and Cleveland’s University Circle  

newark is selected as one of four target markets for the distressed asset stabilization Program

Cleveland rolls out a new $4 million microloan program.

Brookings released report: Building from strength: Creating opportunity  
in greater Baltimore’s next economy

uPCoMinG eVenTS

2012 assets Learning Conference, Ideas into action, in Washington, DC from September 19 through 
September 21. As this year’s premier gathering of asset-building practitioners, researchers and advocates,  
the 2012 Assets Learning Conference will feature four Conference Institutes, four plenary sessions and over 
40 concurrent sessions covering the most pertinent and cutting-edge topics for the asset-building field.

rail~volution 2012 will be held in Los Angeles, CA, October 14–17, 2012. Panels include: Connect to the  
Coast - By Subway, Commuter Rail, Bike and Foot; Teachable Moments: Lessons in Partnerships from LA’s 
TOD; and Re-Shaping Communities: TOD Along LA’s the Purple Line.

opportunity finance network - annual Conference in San Antonio, TX from October 15th through October 
18th. The conference will cover how CDFIs and their partners are working together to expand the industry’s 
reach with new financial products and services, improved operational efficiencies, new sources of funding, 
and more effective collaborations.

 
aBoUt LIvIng CItIes

Living Cities harnesses the collective power of 22 of the world’s largest philanthropic and financial institutions to 
improve the lives of low-income people and the cities where they live. Our members are not simply funders. They 
participate at the senior management level on the Living Cities Board of Directors and contribute the time of more 
than 80 expert staff toward crafting and implementing our agenda.

aBoUt the IntegratIon InItIatIve

Living Cities’ Integration Initiative supports cities that are harnessing existing momentum and leadership for change, 
overhauling long obsolete systems and fundamentally reshaping communities and policies to meet the needs of 
low-income residents. The site teams participating from 2011 to 2013 are located in Baltimore, Cleveland, Detroit, 
Newark, and the Twin Cities. In aggregate, the sites receive an investment of $85 million in grants, flexible debt, 
and commercial debt by Living Cities and its members. They also participate in an array of formal and informal 
partnership and knowledge exchange opportunities including one-on-one meetings, site visits, online collaboration 
tools, and cross-site convenings known as “Learning Communities.” 

Living Cities

New York Office
1040 Avenue of the Americas, 
Floor 17
New York, NY 10018

Washington, DC Office
1601 Connecticut Avenue NW, 
Suite 400
Washington, DC 20009

Voice: (646) 442-2200 
Fax: (646) 442-2910 
Web: www.livingcities.org
Twitter: @Living_Cities / @TII_LC
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