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From June 21-23, representatives of the five Integration Initiative sites came together in Chicago 
with Living Cities members and staff for the second Learning Community.   During the first day of 
the program, participants—including representatives of higher education and health care 
institutions—explored the roles of anchor institutions in revitalizing their communities.  The 
second and third days of the program provided the teams from Baltimore, Cleveland, Detroit, 
Newark and the Twin Cities with an opportunity to share their progress and challenges and learn 
from each other and national experts about topics ranging from leadership to communications to 
financing. 
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The first day of the Learning Committee got off to a rousing start with Nancy Zimpher, Chancellor 
of the State University of New York, who shared her “5-Way Theory of Leadership.”   Throughout 
her presentation, Zimpher drew on her experiences leading large-scale change efforts at SUNY

The first day of the Learning Committee got off to a rousing start with Nancy Zimpher, Chancellor 
of the State University of New York, who shared her “5-Way Theory of Leadership.”   Throughout 
her presentation, Zimpher drew on her experiences leading large-scale change efforts at SUNY, 
as well as at the University of Cincinnati and University of Wisconsin-Milwaukee.   
 
The first step in Nancy Zimpher’s “5-Way Theory of Leadership”: articulate a vision.  But, unlike 
some leaders who believe that vision begins and ends with them, Zimpher asserts that the vision 
“has to be derived at the hands of the many.”  In step two of her theory, she asserts that you 
have to build the convening table because, “[it is necessary] to find constituent groups who 
authenticate the work.”  In her career thus far, she explained, she’s participated in hundreds of 
town halls and input sessions and heard from thousands of community members.  Next it’s 
necessary to turn the authenticated vision into action and ensure accountability.  Simply put, 

Zimpher contends, “You have to 
make public promises and show 
success.”  Step 4 of the theory 
focuses on the pocketbook—
being able to demonstrate a 
return on investment for the 
work you’re doing.  In other 
words, you have to show that, 
“investing in changing or 
reinventing the civic 
infrastructure is cheaper [than 
the alternative].”  And finally, 
you have to tell the story.  
Chancellor Zimpher notes that, 
“leadership is a lot about 
messaging and a lot about 
backing up your message...the 
relationship between an anchor 

Nancy Zimpher, Chancellor, State University of New York.
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institution and its community is reciprocal.” 
 

 

Mary Kay Leonard, President & CEO of the Initiative for a Competitive Inner City (ICIC), echoed 
Zimpher’s sentiment that the health of anchor institutions is inextricably linked to their 
surrounding communities, while sharing that given the number of anchor institutions in the 
country, “There are still too few examples of anchors that have clear strategies for creating 
shared value in their neighboring 
communities.”   
 
To help overcome this challenge, Leonard and 
her team at ICIC have developed a 
framework for anchors in community 
revitalization which identifies 7 roles for 
institutions in this work.  Some of these roles 
focus on changing internal business practices, 
others require institutions to take on a 
collaborative leadership role with other key 
stakeholders, including the “community 
infrastructure builder” role which requires 
anchors to use resources and influence in 
collaboration with a broad range of 
stakeholders to identify and serve mutually 
beneficial needs for the institution and the 
community.  Leonard highlighted the 
importance of being explicit about the 
framework and what your institution is trying 
to do, because “unless you’re explicit, you are 
asked to be all things to all people at all 
times.  And you really can’t do that.” 
 
Charles Rutheiser, Senior Fellow at the Annie E. Casey Foundation further emphasized the need 
for anchors to create shared value and engage their communities because they are positioned to 
be key drivers of the U.S. economy in the 21st century.  In his remarks, Rutheiser asserted the 
need to get beyond decades of tensions between anchors and their surrounding communities, 
noting that the lack of trust and shared purpose can be overcome not just with words, but with 
deeds.      
 
With frameworks for leadership and institutional action in hand, the participants—including 
representatives of 13 anchors—split up to learn about innovative efforts being championed by 
their peers in other parts of the country.   Marie Witt of the University of Pennsylvania shared her 
work on procurement, emphasizing a “total value” strategy which accounts for price, as well as 
availability and flexibility of services (a national versus local provider) and warranty and 
maintenance in making sourcing decisions.  Marilyn Wiggins shared Syracuse University’s efforts 
on place-making.  Marilyn relayed that “[she threw] away structure and found the creative, 
collaborative people and put them together without regard to who approved them.”   Building on 
this base, she was able to engage scholars throughout the university in community innovation 
and drive physical changes in neighborhoods that benefitted residents and the University.   
Joanne Pokaski from Beth Israel Deaconess Medical Center and MJ Ryan from Partners Healthcare 
highlighted personnel efforts focused on identifying dependable incumbent workers and providing 
them with access to training that allows them to move up in the organization.  The duo 
emphasized that while some institutions are large enough to do this work on their own, it is work 
that benefits from scale through a coalition of employers.   
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In addition to the deep-dive sessions focused on efforts outside of Integration Initiative cities, the 
full group learned about leading-edge anchor work happening in Detroit, Cleveland and 
Baltimore.   U3 Ventures’ Lisa Prasad provided an overview of Detroit’s Live, Hire, and Buy Local  

In addition to the deep-dive sessions focused on efforts outside of Integration Initiative cities, the 
full group learned about leading-edge anchor work happening in Detroit, Cleveland and 
Baltimore.   U3 Ventures’ Lisa Prasad provided an overview of Detroit’s Live, Hire, and Buy Local  
strategy through which Wayne State University, Henry Ford Health and Detroit Medical Center are 
working together to attract 10,000 residents to the Midtown neighborhood and procure 30% of 
goods and services within the city in the next 10 years.   
 
Steve Standley of University Hospitals in Cleveland shared the story of his institution’s 
transformation of procurement practices resulting in more than 80% local procurement on capital 
projects and the rebuilding of Cleveland’s local-supplier network, whose members are now 
bidding on and capable of completing other projects.  Citing cost competitiveness, and high-
quality, flexible customer service, Standley asserted, “This is not a charity, it is not the right thing 
to do.  For UH this work is a business strategy.”   
 
Pamela Paulk of the Johns Hopkins Health System in Baltimore made it clear that, like Standley, 
she views her work on personnel as a business strategy.  Sharing her part in reducing turnover 
from 22% in 2000 to 8% in 2010, she estimated the cost savings for Hopkins in the range of 
$15-$33 million dollars each year.  To achieve this reduction in cost, she’s focused on identifying 
and moving incumbent workers up the pipeline through access to customized training.  Even 
more innovative are Paulk’s efforts to hire hard-to-employ workers.  Hopkins has hired nearly 
100 men from local homeless shelters, which do the screening and preparation on Hopkins’ 
behalf.  Paulk indicates that when a candidate gets to the HR department at Hopkins, s/he is 
clean and sober and prepared to work.  She praised this partnership and advised that local 
nonprofits working with anchors to replicate such approaches need to build the relationship and 
the trust early by understanding that “the first people you send for job opportunities have to 
work out…send the cream of the crop first.”  
At the end of a thought-provoking day, participants were already thinking of ways to put these 
models to work in their own cities, and seeking help from speakers and Living Cities in capturing 
the models and developing strategies for replication in their institutions and communities. 
 
Days 2 and 3: Smart Subsidy, Framing and Leadership  
 
After the Anchor Session drew 
to a close, anchor 
representatives headed back to 
their communities, and our 
Integration Initiative site teams 
grew with the addition of their 
public sector and financial 
intermediary representatives.  
Over the next two days, these 
forty site representatives 
explored three themes: f smart 
subsidy, framing complex 
issues, and leadership -- 
through featured addresses, 
informal conversations, group 
discussions, panels and 
workshops. 
 
Strategic use of capital  is a key 
tenet of the Integration 
Initiative.  In keeping with this 
tenet, Don Hinkle-Brown, 
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Acting CEO of the The Reinvestment FundActing CEO of the The Reinvestment Fund, kicked off a session focused on stretching and 
leveraging subsidy as a strategy to drive markets to work on behalf of low income people.   
 
In his presentation, Hinkle-Brown identified four rules of smart subsidy, noting it:  1) “should be 
limited to what is necessary and least intrusive,” 2) “should not be used to mask avoidable cost 
efficiencies,” 3) “should have a market-building time horizon,” and 4) “should take a direct route 
to solving the intended problem.”  
 
Participants broke into small groups, which focused on identifying good and bad examples of 
subsidy. The session concluded with participants sharing their ideas and posing questions to a 
panel made up of moderator Kimberlee Cornett of the Kresge Foundation, Dudley Benoit of 
JPMorgan Chase, Allison Clark of the MacArthur Foundation and Hinkle-Brown.  The wide-ranging 
discussion touched on topics including the challenges of the use of subsidy terminology vs. more 
investment-focused language, tax abatements and the elimination of the mortgage interest 
deduction. 
 
In response to the final question of the session, “when does it make sense to subsidize capital?”  
Don Hinkle-Brown noted that subsidy is smarter “when it’s more about access…when the 
alternative is no capital.”  And Dudley Benoit added, “Don’t pay more than you have to, but don’t 
be afraid to pay more money if it’s going to get you to where you want to be.” 
 
The Learning Community also introduced participants to the power and necessity of effectively 
communicating about complex social issues like place and race.  Tiffany Manuel, Director of 
Impact and Evaluation at the Frameworks Institute, led the group through a presentation built on 
the idea that, “we make inferences and judgments about specific social issues by using general 
cultural models.”  Manuel  laid out a set of models that are utilized for story-telling over and over 
again, like the triumphant individual or the corrupt leader, noting that these, “stories not only tell 
us what to think about, but... how to think…it’s frame or be framed.”   
 
To avoid these communications 
traps, the Frameworks Institute 
promotes an approach to 
communications built on 
understanding how people think 
and process information and 
the science of communicating 
about social issues.   
 
Manuel expanded on this 
concept using the example of 
the Institute’s work on race.   
Through their research, 
Frameworks has identified four 
values that Americans—no 
matter race, age or wealth—
have been shown to default to 
when race enters a 
conversation.  Frameworks 
categorizes these values as 
“historical progress” (racism 
has been fixed through legislation,
(success is up to each person—loo
minorities live in separate, paralle
requires it).  Only the value of “op
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and, thus, this value is the foundation on which the Institute has developed a framework to talk 
about race and place-related issues. Called the “prosperity grid,” this framework carries the 
message that all people can and should be able access opportunity or “plug in,” and creates a 
mental model through which to discuss a range of policy interventions.   Everyone in attendance 
was energized by these ideas, and eager to incorporate them into their efforts at home. 
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As in the Anchor Session, the themes of adaptive leadership and creating shared value were 
emphasized throughout the two days of the general session.  Paula Ellis, the Vice President of 
Strategic Initiatives at the John S. and James L. Knight Foundation, teased out the shift from 
individuals driving community change to professionalized organizations doing the leading.  This 
movement to making institutions responsible for community change is paradoxical because, 
“institutions are built for efficiency and predictability, they are not built to respond with [the] 
agility needed to fuel community change.”  Because of this paradox, Ellis urged the Learning 
Community participants to take up deep and authentic engagement of community stakeholders to 
ensure that they not only have a voice, but ownership in the process to make change in their 
communities.    
 
In her remarks, Ellis advised participants to be mindful of pacing, saying the work, “has to 
[happen] at a rate where the stakeholders have learned enough [that] they are ready to take the 
next step and not push back.  There has to be a psychological readiness of the group to weigh 
the options and suffer losses.  We don’t get to decide, the stakeholders get to decide.” 
 
Julia Stasch, Vice President of US Programs at the John D. and Catherine T. MacArthur 
Foundation, built on this theme during her remarks, acknowledging that, “Institutions aren’t 
structured to work together,” but they need to work together because large-scale change cannot 
be made by one institution on its own. She told the story of Chicago’s work to bridge institutional 
divides through the efforts of LISC, MacArthur and other actors to build what they term “The 
Platform,” a collaborative infrastructure in and across communities which has enabled a new way 

of working together.  This 
infrastructure has played a key 
role in efforts as diverse as 
MacArthur’s New Communities 
Program and in developing 
Chicago’s bid for the 2016 
Olympics.  As Stasch noted, 
“Now, we see the value of [a] 
sustainable, multi-sector vehicle 
to address challenges and to take 
advantage of efforts we can’t yet 
foresee.” 
 
Kathy Merchant, President and 
CEO of the Greater Cincinnati 
Foundation, shared her insights 
on adaptive leadership in her 
work chairing Strive, the multi-
sector cradle to career education 
initiative in Cincinnati. Early in 
Strive’s development, Merchant 
reports, it became clear that 

everything that they needed to know about the critical benchmarks children need to meet to 
succeed was already largely known.  It didn’t have to be discovered.  Once Strive’s stakeholders 
agreed to use these benchmarks as key milestones, their focus turned to implementation and 
accountability.  This part was messy and complicated, Merchant noted, but “You can’t hide from 

 

 
Julia Stasch, Vice President of US Programs, John D. and Catherine T. 

MacArthur Foundation with Paula Ellis, Vice President of Strategic 
Initiatives, John S. and James L. Knight Foundation
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data that everyone agrees has been compiled accurately.  Set a baseline, and measure the 
progress.”  Through this process, Strive has not only begun to move the needle on educating 
Cincinnati’s children, but has become a national model being taken up in other communities. 
 
Living Cities staff and members were excited to see the progress the Integration Initiative sites 
have made since the first Learning Community.    Following this session, Living Cities will 
continue to support the integration of the ideas explored over the three days in Chicago.  We’ll be 
moving the Frameworks Institute work forward through a webinar and engagement with the 
sites’ work, supporting peer-to-peer site visits, and developing our third Learning Community to 
be held this October. Stay tuned.  
 
ABOUT THE INTEGRATION INITIATIVE 
 
Through the Integration Initiative (TII), Living Cities aims to expand opportunity for low-income 
people.  We do this by identifying innovative, locally-created collaborations in American cities 
focused on people and place.  We offer a framework, based on lessons from the field, to help 
these locally-created collaborations drive transformational change and deploy grants and capital 
to help strengthen their efforts to tackle the greatest barriers to opportunity for low-income 
residents--housing, health, transit and jobs.  Through this work, we aim to develop new practices 
for connecting low-income residents to opportunity in cities, for philanthropic engagement and 
ultimately, for transformations in private and public systems.   
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